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Tremendous data growth in the  
modern, multichannel contact center
Raw data pours into the multichannel contact center from every angle:  Voice-of-the-customer data from calls, emails, web chats, mobile 

applications and other emerging channels; workforce management and workforce engagement management data that drives operations; 

CRM data that bridges the contact center with sales teams. As the list of applications grows longer and more sophisticated, the data torrent 

grows exponentially larger and more complex every year. For contact center analysts and managers, the challenge of making sense of all this 

data also grows more complicated—while business leaders increasingly expect their people to extract more value from “Big Data.”

More metrics don’t equal better performance
Many contact center systems already pump out a steady stream of 

standard metrics that aim to help contact center leaders make sense 

of all the data. Automatic call distribution (ACD) and interactive 

voice response (IVR) systems alone feature a wellspring of standard 

reports showing typical baseline metrics such as calls offered and 

calls handled, time in queue and average talk time, along with 

information about call routing and skill sets. Many call centers also 

use workforce management (WFM) or quality monitoring (QM) 

applications, which generate their own “canned” reports.

But tracking more metrics doesn’t mean better performance. In 

fact, the sheer volume of metrics available now creates a daunting 

challenge for managers. Now more than ever, it’s critical that 

contact center leaders identify what matters most: Key Performance 

Indicators (KPIs)—the essential measurements that directly relate 

contact center performance to high-level business objectives. While 

the process of choosing and defining KPIs is critical to effective 

performance management, it’s important to be aware of a  

few common pitfalls.
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10 Pitfalls to Avoid in Defining Contact Center KPIs
 

PITFALL #1: 

Confusing metrics and KPIs
It’s tempting to assume that all the KPIs you need are hidden in the laundry list of standard, “canned” metrics offered by your systems and 

applications—to think that measuring performance for your contact center is a matter of picking and choosing which ones best apply to your 

business.

But this is a big cart-before-horse mistake in performance management. Existing metrics don’t determine KPIs—KPIs determine the 

metrics you need. Many of the needed metrics might already be at hand, but others will likely need to be calculated, drawing on data from 

several applications and systems.
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BEST PRACTICE:
KPIs determine metrics

KPI

METRICS

METRICS

METRICS
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PITFALL #2: 

Looking in the wrong place
In looking for the right KPIs and supporting metrics, where do you start? It’s natural to assume the starting point should be within the contact 

center—in a particular contact center system, application or report. But the true starting point is upstairs—in the executive suite.

Getting buy-in from senior management sets the critical foundation for implementing better contact center reporting and analytics. The best 

way to get this buy-in: align the contact center’s KPIs with the high-level strategic goals set by company leadership. The first step is to 

spend an hour with the VP of sales and marketing, the CFO or the CEO to clarify leadership’s top priorities and key business objectives for the 

short and long term. If executive time is hard to come by, review the internal strategy briefs, corporate sales presentations and other materials 

that outline where the company would like to go—and the key steps in getting there.
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BEST PRACTICE:
KPIs are born in the C-Suite

C-SUITE

business goal

business goal

business goal
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PITFALL #3: 

Not connecting KPIs to top-level business goals
With the business’ key strategic objectives identified, the next step is to examine how contact center performance can directly drive toward 

these top-level goals. It seems daunting at first, but the connections are often surprisingly simple. For instance, if a bank’s strategic goal is to 

move into a new market category (say, home insurance), then measuring and improving cross-selling by customer service agents handling 

mortgage inquiries will serve that strategic goal. Similarly, if an online computer retailer has decided that better post-sale customer service and 

technical support is the key to winning market share from competitors, then contact center KPIs measuring customer satisfaction will directly 

impact that strategic goal.

Contact center improvements can’t single-handedly accomplish most strategic business goals. But the point is that if you’re measuring a 
KPI that can’t be mapped directly to one of those goals, it’s of secondary importance. For instance, while operational efficiency metrics and 

KPIs are important for helping managers operate the contact center at the lowest cost, these metrics should always be subordinate to strategic 

KPIs. At best, a “merely efficient” contact center is doing no harm; at worst, it could be efficiently driving its resources in the wrong direction. 

In other words, business leaders are likely to view improved cross-selling or significant customer satisfaction gains as more important than 

generic operational efficiency.
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BEST PRACTICE:
Align KPIs to business goals

CONTACT CENTER METRICS

CONTACT CENTER KPIs

CONTACT CENTER OBJECTIVES

BUSINESS GOALS
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PITFALL #4: 

Limiting KPIs to out-of-the-box metrics
Once you’ve developed a set of KPIs rooted in corporate strategy, it’s time to define the metrics you need to measure them. Here again, it’s 

tempting to go back to the list of standard, out-of-the-box metrics generated by your various systems. But these are default, one-size-fits-all 

metrics—meant to provide simple, generic measurements that could fit any contact center. These standard metrics can’t possibly account 
for the huge range of variability—across industries, geographies, organization types, operational structures and more—in contact 
centers. 

Look at average talk time: Because almost every contact center wants to reduce cost per call, this out-of-the-box metric provides baseline 

insights. But other metrics better align with high-level business objectives and strategic goals. For example, a sales center focused on revenue 

per call would care less about longer call times and more about shorter speed of answer. A customer-retention center would no doubt also 

care about speed of answer, but not as much as they do about various quality scores. 

1414

BEST PRACTICE:
Customize metrics to fit unique KPIs
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PITFALL #5: 

Not understanding the formula that drives the metric
Many contact centers ultimately find that out-of-the-box metrics can play a role in their KPIs. However, it’s critical to examine the formula 

behind a system’s standard metric. Metrics with the same name may be calculated in different ways by different applications or systems. 
Sometimes this variance can exist within the same software product line, or between older and newer versions of a software provider’s 

products. This lack of consistency presents a significant problem for mixed-version, mixed-system contact centers.

Take service level, for instance. It’s one of the oldest, most common contact center metrics in the business. It’s typically understood as the 

percentage of calls answered within a defined wait threshold—X percent of calls handled in Y seconds or less. Yet one major ACD manufacturer 

calculates service level one way for historical reports (accounting for abandoned calls), and uses another formula for real-time reporting 

(omitting abandoned calls). Both metrics are “right” for their particular use. But which is right for your contact center’s KPIs? Moreover, 

recognizing this difference is critical when using multiple metrics to drive a single KPI.

15

BEST PRACTICE:
Clearly define each metric
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PITFALL #6: 

The blind spots of standard metrics
Another problem with out-of-the-box metrics: as the data grows more complex, the simplistic formulas sometimes develop blind spots—

unable to account for complexity. For example, consider a staple of contact center metrics—calls offered. Intuitively, managers expect this 

to be calls answered plus calls abandoned. In standard ACD reports, those numbers may add up fine at first. But as IVR systems and more 

sophisticated skills-based routing techniques are introduced, the arithmetic begins to go awry: Calls answered plus calls abandoned may 

equal less than calls offered. This is because other call-routing-based outcomes aren’t being captured by the overly simplistic, answered-or-

abandoned metrics. These “missing and presumed unresolved” calls are a major blind spot for the contact center, unless the reporting 
and analytics environment is adjusted to account for the impact of call flow routines.

16

BEST PRACTICE:
Adjust metrics to fit specific workflows 
and processes 
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PITFALL #7: 

Inflexible, out-of-the-box reports = inaccurate targets
Even when standard metrics are calculated correctly, the out-of-the-box reports that leverage these metrics can often prove too inflexible to 

account for the complexities of the modern contact center environment.

Take average handle time: for a given agent, it’s the average talk time plus the average after-call work time for data entry and other tasks 

related to calls. Out-of-the-box reports typically allow you to set a single target for average handle time for a single agent—which would be fine 

if that agent dealt with only one kind of product or service requiring only one skill. But agents usually have multiple skills and companies usually 

have multiple products and services. With skills-based call routing, a given agent will likely be serving several skill queues at once—each 

demanding different average call length and even post-call wrap-up work. Furthermore, real-time management techniques allow agents to be 

dropped into (and pulled out of) different queues as needed. 

Under these circumstances, setting a single target for every agent won’t give you an accurate picture of that agent’s performance. Moreover, 
when agents all have their own unique interaction mix, the single-target, single-agent approach makes it impossible to compare an 
agent’s performance against peers accurately, objectively. To say, “It all averages out,” doesn’t cut it. You need dynamic metrics and reports 

if you want KPIs to be usable.
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BEST PRACTICE:
Create dynamic metrics and set dynamic targets 
to fit the complex contact center environment

KPI METRICS
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PITFALL #8: 

Not recognizing the many faces of the modern multichannel customer
According to the Service Quality Measurement Group (SQM), every one-percent increase in first contact resolution (FCR) leads directly to a 

one-percent increase in customer satisfaction—the strongest correlation of any metric in the contact center.1 Despite the proven value of FCR, 
most contact centers struggle with the complexities of tracking a given customer across multiple communication channels. A customer 

who initially made contact via email can make a second contact via phone. The call-tracking method fails to recognize this as a second contact 

about the same issue, artificially inflating FCR. Moreover, different channels impact FCR in different ways. For instance, email inquiries almost 

always require multiple interactions to resolve.

 

FCR metrics should focus on resolution within a short timeframe by a single agent rather than the number of interactions required. Metrics 

should pull in data from ACD, IVR and CRM systems to determine which channels a customer used to communicate regarding a given issue. 

Some contact centers also use post-call, menu-driven surveys to ask customers directly whether their issues were resolved. FCR accuracy can 

be taken even further by incorporating data from quality monitoring (QM) and screen capture systems in the FCR calculation.

181

BEST PRACTICE:
Create a unified view of the customer

PHONE

EMAIL

WEBSITE

MOBILECUSTOMER

1.  First Call Resolution (FCR)—The Metric that Matters Most. Service 

Quality Measurement Group.
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PITFALL #9: 

Self-defeating KPIs
KPIs should collectively drive contact center performance forward toward common goals. But many contact centers fail to consider how one 

KPI may actually compete against another. For example, if managers decide that FCR is a paramount customer service KPI, then setting 
low targets for average talk times can actually hinder agent and team performance. Call time targets can also hamper sales-oriented 

centers, which also value (and compensate) revenue per call or conversion rate (the percentage of inbound or outbound calls converted to a 

sale). 

Again, this highlights the essential difference between KPIs and metrics. KPIs ultimately define how the contact center can improve the 

overall business, while metrics measure the actions and practices that affect those KPIs. That’s not to say you should stop paying attention to 

subordinate metrics—extended talk times may indicate the need for targeted sales training, for example. But it’s vitally important that KPIs and 

subordinate metrics not compete with one another.
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BEST PRACTICE:
Create complementary KPIs that drive toward
the same goal

GOAL
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PITFALL #10: 

The right KPIs—the wrong tools
Plenty of contact centers manage to make it through the gauntlet of defining KPIs without falling into any of the previously discussed traps. 

Yet far too many still fail in their performance management efforts because they choose the wrong tools and technologies for reporting and 

analytics of contact center data.

The most common—and in the long run, most costly—mistake is to attempt to build a contact center reporting solution using the tool most 

readily at hand: the spreadsheet. It’s easy to see why; spreadsheet software (usually Microsoft Excel) is the main tool most managers use to 

crunch numbers or present data. It’s the tool they know. Understandably, managers will also use spreadsheets to assemble data from a variety 

of operational systems (ACD, IVR, CRM, WFM, etc.) to create sample KPIs and associated graphs, charts and tables. But once a performance 

management strategy is solidified, those example spreadsheets are too often put into production—masquerading as an enterprise reporting 

solution. The disjointed, disorganized and ever-expanding briar-patches of spreadsheets have been dubbed “spreadmarts” by industry 

analysts. But spreadsheets can’t do the job of a data mart or data warehouse—the architecture best-suited to collect, transform and 
optimize data from disparate operational systems for reporting and analytics.

110

BEST PRACTICE:
End the spreadmart — move to a dedicated
contact center BI solution
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While defining KPIs can present challenges, the process is undoubtedly one of the most valuable exercises in contact center performance 

management. 

Within the contact center, good KPIs help managers make decisions about hiring, training, scheduling and compensation—and help align 

contact center decision making with the organization’s business goals. Agent and team reports, dashboards and scorecards are no longer 

based on out-of-the-box, one-size-fits-all metrics. Instead, the unique goals of the organization and the unique elements of the contact 

center environment are reflected in the metrics everyone is working to improve and the targets everyone is working to achieve. Accurate data 

drives objective measurements that can be trusted by all. Confusion over conflicting targets is eliminated—metrics and KPIs work together 

to improve overall performance. 

Perhaps most importantly, good KPIs provide hard evidence to senior executives, showing the value of the contact center. This helps drive 

support for ongoing investment in contact center performance management, driving a cycle of constant performance improvement.

Ready to see what intelligent reporting and an advanced Business Intelligence architecture can do for your organization?
Visit Calabrio.com or contact a Calabrio representative for a personalized demo and a customized assessment of your contact center’s 

biggest opportunities.

Show the business value of your contact center

http://www.calabrio.com/products/contact-center-reporting/
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To learn more about how Calabrio’s comprehensive contact center suite is revolutionizing the way organizations  
engage their customers, visit Calabrio.com.

The clean and simple way 
to capture every customer 

voice—across every channel. 
Create a unified view of 

the customer, see the big 
picture with new clarity and 

leverage comprehensive 
voice-of-the-customer 

data to drive key business 
objectives.

Highly automated and 
efficient evaluation of 

100% of your customer 
interactions. Shorten 

feedback loops and target 
training to drive better 

agent performance that 
directly improves customer 

satisfaction.

Smart forecasting, 
scheduling and admin tools 

that drive elevated WFM 
strategies. Efficiently predict 

and respond to dynamic 
customer call volume 

and deliver a consistently 
outstanding contact center 

experience.  

Sophisticated speech and 
text analytics engines that 

harness the voice of the 
customer—and intuitive 

outputs that bring that data 
to life. Leverage predictive 
and prescriptive insights 
to deliver value to sales, 

marketing, IT, product 
development and business 

development teams.

Amazingly integrated 
reporting and analytics tools 
that integrate customer and 
business data from across 

the organization. Break 
down data silos, eliminate 
tedious reporting, visualize 
critical metrics and see the 

full story your data tells.

Calabrio ONE: Build a Modern Contact Center, Transform Your Business
Calabrio ONE is a complete suite of best-in-class software that helps contact centers in every sector meet critical challenges and deliver new business 

value.

Call 
Recording

Quality
Management

Workforce
Management

Calabrio 
Analytics

Advanced 
Reporting

http://www.calabrio.com

