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Sufficient evidence shows that Business Process OutsguiiBO) is growing rapidly. Technological and communica-
tion advances help realize the wide-spread adoption of BR@,to their quality and cost improvements. Technology
applied in BPO through the adopted software, applicationspatform has a substantial long-term impact on the whole
process, affecting the quality, cost and associated risttgemperation of outsourced activities.

In a previous SAP white paper, the impact of technology td bas been addressed. As one of a series of SAP white
papers, we concentrate here on how technology impactgyireBPO. In this paper, we identify the quality structure of
BPO and distinguish the unique quality characteristicsdha different from the traditional service industry. Thelity
structure includes the major quality measurement criterigch BPO buyers should consider and BPO service providers
should be focus on when offering their services. In conolusiechnology enhances the value of BPO from perspectives
of enabling and leveraging the values of standardizatiotgraation, integration, flexibility and innovation.

To both BPO service providers and customers, quality artthtdogy are two equally important elements which need
to be concerned carefully. In this paper, we present a gufaimework of a BPO service including seven quality dimen-
sions: reliability, tangibility, conformance, resporeiess, flexibility, assurance and security, and four quehblers:

standardization, integration and automation, innovation
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1. Introduction

BPO is an important branch and trend of outsourcing that nmaayagement theories and methodologies
generated and developed for outsourcing can be applieddoyMorporations, like Dell, AlG, IBM and
Citi Group, have been using BPO and leveraging the largde sdautside service providers to cut costs,
improve process quality and speed time to market. Also, niisgrvice vendors, like IBM, EDS, Accen-
ture, and SAP, have integrated BPO services into their systad models.

*We are indebted to Sebastian Burgarth from the SAP BPO tedum provided fantastic support and valuable input to trégaech

project. We would also like to thank Bassem El-Gawly and Aisi®athyanesan Girija, two MBA Students at Lancaster Usiter

Management School who were involved in the initial stagehisfstudy.
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BPO started with non-core processes and is now moving t@wvacode critical applications. It has boomed
with call centers and customer support processes, and rff@apsning with software development, Human
Resources (HR), Finance and Accounting (F&A), trainingrpl, and procurement. The trend is moving
beyond the outsourcing of typical back-office function®intiddle-office functions. BPO is catching up
with industries like medical transcription, animation guation, and even disaster recovery management
systems. Moreover, it is not just India or the Philippineattare booming with BPO. Central & Eastern
Europe’s markets are aggressively chasing near shoreusaisg from Europe.

Terra (2005) showed that 73% of BPO customers surveyedvedli®O is improving their outsourced
processes. The study concludes that BPO is increasinglingiavbe about efficiency and effectiveness. In
order to deliver a quality and stable service, the providerdnservice methodology, the needed infrastruc-
ture, people, and skills, technology, and metrics capasliAmong those requisites, the technological and
communication advances is the fundamental factor leaditiget wide spread adoption of BPO. The inter-
net and the low cost of communication, in addition to the miav@a more standardized applications, open
IT platforms, and more integrated systems gave BPO the te@ded to advance and spread. All this will
and has been helping the adoption of BPO by reducing riskse@sing the transparency, and improving
the process quality while lowering costs.

BPO is growing rapidly. International Data Company (IDCgdgicts that BPO will grow at a compound
annual rate of 10.9%. With $382.5 billion in annual sales004 global BPO will likely grow to $641.2
billion in 2009 (Gibson (2005)). Moreover, nearly all prgses outsourced are highly IT intensive. Donniel
Schulman, from IBM’s Business Transformation Outsour€¢Bi§O), highlighted the essential role of IT in
BPO, demonstrating how IT should be involved in deciding ke8P0 investments go (Erlanger (2006)).
The sustainable success of any BPO process depends onltaphies technology impacts almost every
area of operations management (Slack et al. (2004)), téagmprofoundly affects BPO services.

Applied BPO technology, like the adopted software, apfitices and platform, have a substantial long-
term impact on the whole process, affecting the qualityt eosl associated risks of the operation of the
outsourced activities. Technology directly drives thegess automation through workflows, paperless doc-
ument management and online interactive. It facilitate®uative solutions to be implemented and allows

providers to create creative new models of processes ogesathile minimizing cost and disruption of
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execution. The right technology enables the balance obpetzation and standardization of the outsourced
activities, creating the capacity to design processessthiaithe specificities of each client, while maintain-
ing a standardization level that enables sustainable lemy advantages for both the provider and clients.
Both on a process and IT level, technology affects the lef/@htegration between the BPO buyers and
the service provider. The underlying technology adoptedhieyservice provider can drive his flexibility
capabilities to adapt and accommodate for any needed sc@gale changes requested by the BPO buyer
or even changes in the sourcing strategy.

Given the potential economic impact of BPO and the critiod 10f technology in improving BPO ser-
vice, it is necessary to conduct research on the impactbhtdogy on BPO. However, most of the relatively
recent research is concerned with how outsourcing affeetsampanies’ competitive advantages. There is
a lack of academic research on BPO quality, as most findirgslatained by BPO industry insiders and
advisors. The focus in BPO is changing from just operaticoat cutting, into a transformational process
where extra benefits are realized by buyers who demand Higlediof quality to be supplied by the service
providers processes. In this paper, we identify the meshasnihat would contribute to the perception of
the customer in judging service quality, explore the rateeaof technology and service quality for BPO,
and provide managerial insights to BPO practitioners.

To construct a pragmatic service quality framework for tHe(Bindustry, we borrow the European
Foundation for Quality Management Excellence Model (EFQMEw~hich divides the quality criteria into
enablers and results. Although the EFQMEM is usually usessess the performance of an organization,
it provides insights on how to define a quality framework fd?@® industry. In this industry, technology
can be regarded as one of the enabling resources to creaggdbiient customer perceptions on quality.
Therefore, in this study, a technology-driven custometityuframework for BPO is developed and shown
in Figure 1 below.

The remainder of this paper is organized as follows. In eac#, we develop a multiple dimensional
quality framework and present the performance measureaandmension. The impact of the technology
to quality in BPO are addressed in section 3. Finally, thegtdal implications and conclusion are presented

in Section 4.
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Figurel  Technology-driven customer quality framework for BPO
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2. Quality framework in BPO
2.1. Related research on service quality

Quality improvements affect operations performance iovesrways, such as increasing revenue, reducing
costs and improving productivity. Quality has been regdrdge one of the major drivers of competitive
strategy in every industry. There is no exception to the BBf@ise industry. However, as Reeves and
Bednar (1994) stated that “no universal, Parsimoniousll-@ngompassing definition or model of quality
exists”. The quality construct space is very broad and aterzed by industry. The American National
Standards Institute (ANSI) and American Society for QugNQ) define quality as:

the totality of features and characteristics of a produsiovice that impact its ability to satisfy given

needs.

At the level of strategic operations, many researchers Haveloped different quality frameworks. For
example, Garvin (1987) developed a quality framework aberang an eight dimension product quality, and
Parasuraman et al. (1991) derived a five dimension modelaiteequality, SERVQUAL (see below table
1).

It is difficult, however, to measure service quality due teethunique natures of servicastangibility-
service cannot be measured, counted, inventoried, testkdaaified in advance of salegterogeneityhe
consistency of service from a personnel is difficult to measandinseparabilitythe difficulty in separat-

ing consumption from production (Ma et al. (2005)). Zeithatnal. (1993) states that customers not only
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Tablel  Dimensions of Quality [Source: Ma et al. (2005)].

Framework Dimension Definition
1. Performance Primary operating characteristics
2. Feature Supplements to basic functioning charactesisti
Product quality 3. Reliability Does not malfunction durisigecified period
(Garvin (1987)) 4. Conformance Meets established stasdard
5. Durability A measure of product life
6. Serviceability The speed and ease of repair
7. Aesthetics How a product looks, feels, tastes and smells
8. Perceived quality As seen by a customer
1. Tangibility Physical facilitates, equipment and appeae of personnel
Service Quality 2. Reliability Ability to perform the prosed service dependably and accurately
(Parasuraman et al. (1991)) 3. Responsiveness  Willingodssp customers and provide prompt service
4. Assurance Knowledge and courtesy of employees and thiéity do inquire trust
and confidence
5. Empathy Caring, individualized attention the firm praridives its customers

judge service quality based on the outcome of the servicalsotconsider the process of service deliv-
ery. Specifically, service quality perceptions stem frommlveell a provider performs vis-a-vis customers’
perception about how the provider should perform. Cronic &awylor (1992) investigated and developed
a performance-based measure — SERVPERF. Kettinger andLRO&)recommended a revised model as
SERVQUAL+, which assesses the service quality in desireel land adequate level. While there have
been attempts by numerous researchers to give servicdygaahngible aspect to make service quality
measurable and determinable, there has yet to be a vialolg/tieveloped.

Although existing quality frameworks are not directly appriate for BPO, previous studies on quality
measures are useful in developing a more accurate quatityrdiion for BPO industry. BPO shares various
features with IT outsourcing and is highly technology degmrt. Therefore, some of the general and IT
outsourcing theories and concepts are applicable to BR&arels. The quality research on IT/IS outsourcing
and ASP are the most relevant to the BPO industry. Grover €1396) explained that outsourcing involves
the quality expectations of both the service provider amdgrvice receiver, and that service quality is
measured with tangibility and reliabilities. AdditionglMa et al. (2005) implemented an exploratory study
on service quality of ASPs and identified seven factors tosmesaservice quality: features, availability,
reliability and assurance, empathy, conformance and #ggchespite of the similarities between BPO,
IT/IS outsourcing and ASP, their differences are also ewidBased on the comparison analysis on IT/IS
and ASP in Ma et al. (2005), we can extend the comparison to iBE@try (see Table 2).

Given the differences, it is inappropriate to adopt eitifehe quality dimensions from IT/IS outsourcing

and ASP. Thereby, referring to the findings from the IT/ISsoutrcing quality and ASP service quality, we
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Table2  The comparison of IT/IS outsourcing, ASP and BPO model.

Traditional IT/IS

Perspectives outsourcing model ASP model BPO model
Client The quality and availability of support staff, theléi of the vendor to grow,
expectation indication of some vendor competence, anditenevidence of success

Similarities Applications  Standard, non-critical applions/processes

Contract Service level was specified in a contract to goveerservices that providers rendered
Client- Maintain a good relationship with clients
relationship
Target market  Large clients with SMEs with low IT Any clientith focus
IT departments experience on core competence and
expectation to stay lean.
Vendor “Name” vendors, with Entrepreneurs and Technicadlyanced, global
Characteristics potential global span start-ups expeinispecific functions
Differences Contracttype Long, broad, strategic Shaahdard, usage- Long, standard, and strategic,
based, and non strategic broader, deeper
Available Pick your services from  Web-based application  y Aan-core functions,
functions application development  services to efficiembnage critical
to infrastructure operation information and intellectual
property.
Product Tailored or client- Standard packages with Tail@ed Standardized
customization determined one site fits all
Resource Mixed bag Vendor server hardware Vendor techypalng
ownership and application ownership application owngrstuistomer

intellectual property, data
and information ownership

identify the BPO service quality dimensions in Section 2.2.

Cronin and Taylor (1992) describe service quality as thiedifice between the product or service per-
formance and customer expectations. In other words, tHiza#an of service quality is the gap between
the customer expected quality and perceived quality. Toeefor a quality BPO service, it is important
to identify the quality criteria from the perspective of ttiestomer so that effective services are provided
to satisfy and surpass the customer’s expectations. lloeex, with respect to each dimension of quality,
the client quality expectations are clarified. Two typigadds of BPO services, E-Learning processes and
Human Resource Management processes, are employed adexamielp analysis.

E-learning is “the use of technology to manage, designvelekelect, transact, coach, support and extend
learning” Elliot Masie, The Masie Cent&: The development and implementation of a course mustievol
several technically proficient people or a programming exp&d therefore, it has been a popular option

to outsource the entire process, from course analysis igrdaad development until implementation.

! Sourceht t p: / / www. masi eweb. com
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The total human resource recruitment spending in the UrStatles in 2000 was around $40 billion.
Recent surveys reveal the growing concern among seniorgeament regarding the recruitment and reten-
tion of talent in the organization. Innovation, integratiand attention to detail are key factors to a quality
Human Resource Recruitment Process (HRRP). It is costlgryanizations to have a dedicated team for
improving the activities in the recruitment process, andgthcompanies’ human resource departments spend
only 10% of their time on the acquisition of talented reuit contrast, HRRP providers are dedicated
to enhancing the process by creating access for their slienthe most talented applicants (Pricewater-
houseCoopers (2002)). Insead of simply sourcing and sicrgeandidates as recruitment agencies do, a

full HRRP service covers an end to end recruitment process.

2.2. Quality dimension in BPO

As a special service provider, BPO service quality is thaeke@nd direction of variation between the ser-
vice receiver’s expectations and perceptions. As Kumad42pointed out “Service excellence has become
the basic instinct and real value differentiator that dsieéent satisfaction. Operational excellence, prod-
uct/service leadership and highly effective client r@laship management are keys to assuring superior
service delivery. The service provider must have a cleagfjnéd service vision in line with outsourcers’
priorities and hones on creating measurable values”. Torereve develop a BPO quality structure includ-
ing seven dimensions shown in Table 3 below.

In each dimension, the sub-measures are identified basée oature of BPO service. These criteria are
strongly acknowledged as some of the main factors leadiBPt0 success.

1. Reliability

Reliability is how to manage the outsourcing relationshgsuring the successful service delivery after
the deal is signed and the outsourced process activitign aperation. Grover et al. (1996) suggested that
the success of outsourcing is heavily dependent on théil@leof the service a service provider provides.

In Human Capital Management, the finalized and easy-to-emdts should be available. A full HRRP
service begins with the job requisition through hiring tleswremployee, including: information collection
and applications management, candidate sourcing (irlkgaral externally), recruitment agencies manage-
ment, screening, interviewing and testing, referencekihggoffer and contracts management, on-boarding

and even any needed initial training.
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Table3  Dimensions of BPO service quality.

Quality dimension Qualitative Description Sub-measures
Reliability Ability to perform the promised service On-ttm
dependably and accurately Accuracy
Accessibility

Correct historical record
Disaster recovery

Tangibles Physical facilitates, equipment, and Advaneetiriology
application, appearance of personnel Global expertise
Application’s friendly user interface
Ease of data reporting and extracting
Application scalability
Application interoperability

Conformance The degree a service’s design and operatingerSgscally process design
characteristics meet established standards  Consistergg® delivery and manage
Efficiency and Effectiveness
Added value

Responsiveness The timeliness of service Speed
Competence
Ease of repair
Customer relationship

Flexibility The process ability to deal with changes Relabiity
Upgrade
Innovation
Transition
Assurance/ Client-focused process Shared approach ttepraolving
Empathy development and management Helping customersitouimg their entire operations

Quality assurance systems or tools
Expertise availability and know how
Fit of work practices with that of customers, etc.

Security The freedom from danger, risk, or doubt Confiddittia
Physical safety
Financial safety

In outsourced E-Learning activities, customer expeatatiaclude:

e Service providers will deliver promised service by a certane;

Accurate learning resources and tools are delivered;

Sufficient capacity is provided to record the learner’si@ag history;

The speed and effects will not be impacted by the amount afiskees;

When customers have a problem, excellent service providénesolve the issue as soon as possible.

2. Tangibility

Tangibility includes the physical evidence of service. Arealogy is the first visible quality feature in
BPO. Technology and applications allow the monitoring afgess operations. Technology adds to the BPO
quality and success by making the operations more visibtifigrent views suited for different role-based

levels in the client’s organization, e.g. operational vanagerial vs. strategic and planning level.
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For example, in outsourced E-Learning activities, cutiéuge technology is one of the critical factors in
matching the learning architecture a company needs to gedhie best solution for the business process.
When delivering the learning system to a business, the@epriodivers’ technology choices should bear
in mind the existing technical infrastructure and the nesusskill levels of the employees who will work
with whatever products and systems are chosen.

Other customer expectations include:

e Physical advances - global expertise in the course reldiedaht

Assessment tools - diversity should be provided, etc.;

Courses - well designed and structured;

Easy to apply - a competency model that really works;

Comprehensive - covers all job descriptions and manageleasis;

Automated - most of the analysis can be automated usingeasessment tools.

3. Responsiveness

Responsiveness concerns the willingness or readinesspbgees to provide service. Customer-facing
staff can be brought up to speed with new offerings far mgpélhg and brand service values can be com-
municated to customer touch points more efficiently and isterstly. Providers cannot escape errors at any
stage of BPO service, so the ability to discover errors $uaftid track down their causes are important. This
will result in the quick operation restoration, and ther@imrease client satisfaction due to minimum inter-
ruption and early discovery of problems. This is alignechwiax and Brown’s (1998) arguments regarding
how effective service recovery from failure is one of the onajemands that customers expect.

Using outsourced E-Learning process as an example, otemar expectations include:

e When a break-down happens, an excellent E-Learning sepvimader should be able to resolve it
promptly;

e Specific individuals should be available to provide help oy application problems.

4. Conformance

Conformance is the degree to which the design and operafiam @pplication of service meets its
established standards. Although BPO is usually considsadce first, it is actually providing applications

to organizations. Any outsourced business process insalome specifications which are usually restricted
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by a contract. The BPO activities should align the outsmgra@bjectives with the appropriate contract
reviews, performance monitoring and measurement sysigmasefore, quality BPO service should provide
the needed framework for driving the behavior of the BPO fewvtowards sustaining the quality level of
service required.

Despite the crucial role of the contract and the Service L&geeement (SLA) in controlling the relation-
ship, BPO governance should be built around a partnerstspgport the increasing dependency between
the client and the service provider. Such a trusted prokgdpplier relationship would revolve around open
communication, fairness and the belief in mutual benefitintetdependence. The quality monitoring and
measurement should be viewed as a benefit for both parties.

The conformance performance in BPO involves how the pravigl@ble to align his activities with
the evolving goals of the client. Only then will the provideactivities be completely client focused and
will add real value. For this to succeed the client should/jgl® the needed resources for managing the
relationship, or the provider will not be able to fulfill hisu of the relationship. For example, in the HR-
Recruitment process, the governance team should not onltyatdhe cycle time or the cost-per-hire but
more importantly, the new-hire efficacy and turnover. Qyali the recruitment process does not end with
the hiring step but would also measure how the newly hiredeyeg fits the job, and how the selection was
accurate, reliable, and effective. HRRP providers areaed to enhancing the process creating access for
their clients to the best of the talents.

In a particular HRRP deal, the buyer and the provider useald & monthly virtual meeting between
senior managers to measure the each side’s satisfactiome{ceverest (1992)). This way any quality drop
will be more visible at senior levels and more likely to beidhpresolved.

For the aspect of conformance, the clients of the E-LearRingess Outsourcing service often have the
following expectations:

e The excellent e-learning service providers understandpleeific needs of their customer (learners);

e The learning process should be more efficient and effectiveparing with the legacy system or con-
tent;

e The learning activity is more pleasant.

5. Flexibility
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Quiality is not only delivering the service but consistentylelivery. BPO contracts are relatively long-
termed, between 3 and 7 years, and the clients’ requirenagritsneeds frequently change. In order to
achieve sustainable quality, BPO service providers neembp® with scope or scale changes including
clients’ organizational restructuring, Merge and Acctinsi (M&A) activities or even the sourcing strategy
change. In other words, flexibility is one of the importanafijies of BPO service.

BPO agreements should be designed to allow for adaptaldlitytracts should enable elements to evolve
and adapt to organizations’ service level requiremerks,dervice level improvement clauses with incen-
tives schemes. Quality entails service providerprtmactively enhance valuéence the need to adapt to
their clients’ changing needs. This is an element of beirgjaruer focused and aligned to clients’ strategic
needs. In addition to day-to-day operations, the serviogigers should engage in frequent benchmarking
and innovation for their own processes to be able to copetittincreasing quality demands while main-
taining their efficiencies and economies of skill and scaldrive long-term profitability. While the BPO
relationship should be built on partnership, the contramist be built with the view of the possibility of a
breakup, in case of re-sourcing the processes back in-foouseve to another BPO provider.

The challenge also comes from the change in outsourcingjirshoperational cost cutting into a strate-
gic way to drive corporate performance and competitiven&ssgain this, outsourcing is changing to
become more of a transformational process where perforenianmonitored and the benefits measurable,
not the mere transfer of an existing operation. It is now ac@ss of continuous improvement by both
the outsourcing organization and the outsourcing vendoneet the ever changing business needs. This
requires that the IT innovation and deployments to catch ifp the operational continuous change and
improvement.

Outsourcing, especially in the process of HR-Recruitmpmyides flexibility to the organization’s
staffing function (RES (2005)). For example, flexibility exfts the ability of BPO service provider to adapt
to their clients’ seasonal peaks, and scale to maintaim feevice metrics, like time-to-fill and cost- per-
hire, even at times of talent shortages.

An E-learning process should be able to support both synclu®and asynchronous learning, accommo-
date diversity course resources and assessment toolSyatthronous learning has a significant strength in

the number of different applications it can be applied tankimg of live E-learning as not solely a training
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medium, but as a highly flexible tool for everything from dimeene collaborative working to corporate
communications across an entire organization could befiogale

Customer expectations include:

e Flexible learning forms and time should be available;

e Advanced Learning management system is very important;

e Dynamic systems that are easily adapted to fit organizdtarange.

6. Assurance and Empathy

Assurance and empathy are both client focused qualityrieritdssurance is reflected by the knowledge
and courtesy of employees and their ability to instill trastl confidence. Empathy is the degree of indi-
vidualized attention the service provider gives its cugmnAs the quality advantages of BPO service,
assurance and empathy are the critical view organizatiaimsvghen they outsource their processes to the
provider. In other words, assurance and empathy help inegta/perceived service quality, customer value
and customer satisfaction. In a HRO deal, the buyer and thndar can hold a monthly virtual meeting
between senior managers to measure the each side’s daisfdhis way, any quality drop can be more
visible at senior levels and more likely to be rapidly resaly

Based the perspective of assurance and empathy, quality #Ra@ce should support the increasing
dependency between the client and the service providerusted relationship between BPO service
providers and their clients should be built around open camioation, fairness, belief in the mutual benefit
and interdependence. In addition, quality BPO serviceireguhat the service provider has formal sys-
tems and procedures to consistently fulfill the requiremeftdifferent customers and deliver services to
the agreed service levels. Moreover, higher levels of guadipability require that the providers must have
quality and performance measures in place to monitor pedace progress and proactively enhance the
quality of service they are providing. Other customer exatans include:

e Providing effective customer training and education paogs;

Sharing work practices and problem solving approachestivéin clients;

Deploying more staff to improving the functions of the syste

Helping customer in strategic planning and setting progpeetations;

Detailed fee-for services, no hidden costs, etc.
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7. Security

In BPO, the outsourced business process often interadiotbier business processes of the customer, or
intervene important or confidential business informatB®RO service has to guarantee the security of the
customer business. Concretely, the quality of securityikhibe analyzed from the following aspects:

e Confidential data and information;

e Security auditing;

e Encryption and anti-virus protection;

e Secure physical environment.

3. Enabling Quality by Technology

The ability of the service provider to deliver quality sewibeyond the expectation of the outsourcing
firm has a significant impact on the success of BPO. Techngbbmys an important role in improving
quality performance in BPO during the entire BPO life cyded Figure 2). Technology allows the rapid
development of various ready-to-use best-practice teleplthat suits most needed business processes. It
offers ready-to-run user interfaces and screens, in additi the generic built-in out of the box interfaces

and integration scenarios that are compatible with moshbss applications and software.

Figure2  BPO service life cycle

Transition> Modification> Operations > Improvemen> Upgrade>

Proper technology used by the service provider could allmvséving a blueprint of the clients business
process, which would be used in later stages. Technology @dlow for a smooth, efficient transition of
data, processes and knowledge and real-time documentgiates. By enabling and leveraging the values
of standardization, automation, integration and inn@ratiechnology impacts BPO and enhances the value
of BPO. All this shortens the transition phase and minimibesmpact and duration of the transition, and
so accelerates the time to benefit, till reaching the agreatity levels and a streamlined operation. It also
reduce the risks associated with custom code, hence incgethe quality level and customer satisfaction

during this crucial initial phase.
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3.1. Standardization

For the BPO provider, technology impacts the service qu#iitough affecting the ability to standardize.
Providers can not drive any standardization strategy withaving a standard technology, a uniform plat-
form that empowers his standardization activities, whiik alowing for “personalization”. For the BPO
clients, technology accommodates the exceptions relatétetlanguage or the country specific rules and
laws with the ability to satisfy the country-specific requirents and dissimilarities. Thus, allowing the
company to have a uniform standardized process executionghout all the different divisions, units, and
countries.

The right technology enables the balance of personalizatia standardization of the outsourced activ-
ities, creating the capacity to design a process that satspecificities of each client, while maintaining
a standardization level that enables sustainable long aerantages for both the provider and the clients.
The standardization reduces the complexity of operatiand,thus, helps in reaching higheliability,
responsiveness and conformance

Technology allows the adoption of best-practices whichlasiét on ready-to-use templates that cover
most of the needed process practices. These templatedatltve same scenarios to be standardized across
different countries, with the availability of differentiguage support and country specific tuning. All this
is achieved with no need for any custom-made user interfasereens; this consistent standardized user-
interface decreases the time to deploy, the error rate aimdrig needs. Moreover, this facilitates the use of
systems by occasional users due to its simplicity and imeuitesign that ensures fast adoption and reduces
the risks linked to occasional users use.

While offering the gains of an integrated single systemanseé, multi-tenant technology allows BPO
providers to adapt the business processes for an indivadisédmer without impacting any of the processes
of the other customers sharing the same common platformleithBPO the gain is extended to that of
simpler operations, better support, and easier maintenapplying this service provider standardization
across the different clients, BPO providers provide thigénts with benchmarking data that can be used to
compare their processes to other companies and otheriradssindards. This can not be utilized without
following a relatively standardized process, or else thmmarison would not be applicable. For example,

in an HR context, HRRP providers can provide their clientthwiggregated HR key figure reporting and
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analytic data with all personal and company identifiers areaved. This service gives great insight into
performance and quality levels of the different businese@sses. For example, companies can contrast
their head count cost, their training budgets, their hidogts and turnover. So adopting standard processes
allowed by technology not only enhances the quality levEte@service providers but also that of the BPO
buyers.

Following the standardization created by technology, tfOBproviders also achieve scale benefits
through a virtual centralization. In other words, techiyglenables the decentralized execution on the entire
business or inter-country level while ensuring the highligghrough the centralization of the standarized

process blueprint. This also leads to the effect technaolisygn integration.

3.2. Integration

Standard interfaces and open standards are built to malksiireto integrate processes together. Their
function is not to glue a series of systems together but rathenable consistency. Technology allows an
accurate and centralized consolidation of candidatestinftion gathered from various sources. Following
standard practices and abiding to industry standard psesesnd applications helps create a better inte-
grated environment. This not only reduces the need for oustnde, but also allows the use of software
generic templates and interfaces with only minor configanathanges. The integration between the dif-
ferent outsourced processes is easy, neat and tight, aisarie for integration with the retained in-house
processes and systems.

Evolving technology is providing this kind of support intagon. Business software providers and BPO
providers are promoting the embrace of open standard amdoperable interfaces. The industry is moving
forward to embed web services and Service Oriented Ardiite¢SOA) into solutions offering, in addition
to supporting standard technologies like Business Pramessution Language (BPEL). Another example
is HR—XML Consortiun¥. of which SAP is a charted member, which involves most of theirtRistry
software and applications companies. This consortiumiiding the XML specifications for e-business and
automation of HR related data exchanges. This means magrated business processes, and smoother

systems interfaces which will lead to better integratiod parformance view, and therefore, better business

2sourceht t p: / / www. hr- xm . or g


http://www.meiss.com/

16 Hongyan Li and Joern Meissner: Improving Quality in BussiBsocess Outsourcing through Technology

decisions and more effective strategies. Through theseanmmstandards total integration is becoming
more feasible, rapid and efficient.

An integrated system provides the most effective data dodnration storage, and thereby, improves the
efficiency and reliabilityof service. For example, in an HR management context, an@m@ldoes not have
to fill his/her timesheets more than once or track his/hdestand assignment in more than one interface.
The company does not hold different versions of the emplaglelresses or bank accounts or does not hold
it in different places.

For the clients, technology facilitates access to a difietspool of talent gathered from the organiza-
tion career website, powered by the BPO provider, from tlgamization’s internal employee’s database,
employee referral programs, and the recruiters websiteacted by the BPO provider. Abundance of can-
didates sometimes leads to hiring without posting the fmositising only skill and job matching through the
unified candidates’ pool. All this enhances the quality ef¢andidates available for selection, and provides
BPO clients with higher quality new hires. Technology ceeleind developed the potential information and
other resource utilization.

Quality in BPO is often linked to how the service provider a#fer an integrated system on which
the client processes will run. An integrated system apgraacsures greater leverage of the potential of
automation and streamlined workflow across different pgses. A fully integrated system also ensures
a sustainable quality for the BPO buyers, maintained thioug systems deployment, maintenance and
upgrades. Furthermore, an integrated solution makes\asgieentralized operations possible without the
need of location centralization but through “virtual” celization (BPO Excellence (2006)). The virtual
centralization allows location decisions to be opporttinis enabling BPO providers to not sacrifice qual-
ity. For example, in HR service delivery, the contact agemis case workers can be located in off-shore
locations, while policy experts and accounts managers edodated near the customer.

Moreover, integrated processes, applications and systhomsfor more automation and more integrated
workflows that link different business processes togethdrsareamline the different activities. For exam-
ple, production scheduling needs to be linked with job reitjon, which in turn needs integration with
project budgeting and accounts payable. This kind of iatiégn enhances theccuracy and effectiveness
of the process execution, but it is impossible without prapgport from the underlying technology and

knowledge which are the key advantages of BPO providers.
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3.3. Automation

Standardization and centralization facilitate and legeranother driver for quality called automation. Tech-
nology directly drives the process automation through Wowks, paperless document management and
online interaction. Technology can automate change regjtt@®ugh real-time workflows that make pro-
cess governance more effective and more efficient. Anofffesteof applying technology to the BPO pro-
cess control is the remote monitoring and supervision ofthtsourced activities execution. Technology
enables BPO buyers to closely monitor and supervise theepsauperations. Through automation, technol-
ogy facilitates this control mechanism, making the prostsgs clearer.

Automation not only speeds the process and decreases absisb delivers a more secure and agile
service with an enhanced quality of process and new-higgseXample, workflow automation increases the
quality perceived by BPO buyers, as well as their job candilay making the process simpler. Automation
transforms processes from the inefficient batch processifiitmra synchronized real-time flow. It provides
quicker access to accurate and real-time information tfit@ireamlined data routing, thereby increasing
the quality of decision making. The process activities acgevisible, so the process and its operational
guality are more transparent, better measured and betteaged.

Another supporting example for advancement in workflow ngan@ent and self-service techniques
applies for the HR-Recruitment process. Through selfisertechnology allows automated workflows to
be driven by the employees, or even by candidates triggarjoly application. Moreover, technology allows
for alerts and reminders to be automatically sent to strie@nthe flow along the process steps. In addi-
tion, the scheduling and communication with candidatesdsaged through the same workflow interface.
Through a self-service and single user interface, hiringagars can take control of the screening process,
starting with job requisition and continuing through a®ieg candidates’ information, testing, scheduling
appointments, and hiring. Other systems allow candidatsslf-manage their information and applications
submitted for various vacancies, like the career sectidrhell, Yahoo, Microsoft, and IBM. Technol-
ogy enables these seamless flows with the added protectsmtofed authorization systems with tracking
capabilities.

The impact of automation is also evident in tHR®-Recruitmenprocess. The different BPO service
providers confirmed the value and emphasis of automationekample, the job requisition process is

totally automated through different workflow routes whiablude:
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e Direct online job definition by the hiring manager;

e Candidate pool screening and skill mining;

e Existing and new candidates’ data flows directly to and fromdandidate pool database;

e Testing, assessment and sometime background checks thy#rty providers.

In addition, as the task of training, evaluating and retajremployees has moved to the center of cor-
porate strategic planning, new technology tools have eeagigenable a changing role for learning within
business such as the Learning Management System (LMS)douneed E-Learning processes. It provides
end users with a single point of access to disparate leastingges. It also has the functionality for design,
management and assessment of learning, enabling an exoelidrol for direct Human Resource Develop-
ment (HRD). From a technical perspective, LMS is a technptodink and integrate all the other technical
components, and also other existing ERP and HR applications

In general, organizations can leverage the technologiastomatic data extraction and data mining tech-
niques provided by service providers to reduce the HR rguarit cycle, increasing isccuracy and reli-
ability, and hence, the quality of the recruitment outcome. Theoowst specific configurations, switches,
and options results in more effective yet standardizedempintations that are easier to implement, main-
tain, and upgrade. In summary, the effect of process automistthe reduction in the frequency of errors,
and improvement in error detection and correction. Thigowes the reliability and accuracy of the process

outsourced and adds to its perceived quality.

3.4. Innovation

Though innovation was never a main drivers for outsouraimgny buyers now perceive innovation as one
of the biggest advantages of outsourcing. Technology slifmeovation and business processes adoption
directly, such as the development of different internetsoBusiness practices could also lead the pro-
cess innovation, but technology facilitates it a self-ggrtechnique. Technology enables innovations like
intelligent collection, analysis, and mining of informati to create better visibility, which in tur creates
competitive advantage. Recently, in HR management, inftm&have been created and applied, such as
corporate blogs used as a recruitment marketing tool ingbeiitment trends of sharing information with
candidates. Another example is Really Simple Syndicat®R®S), an innovative technology to publicize

current vacancies to potential candidates.
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Given that the BPO underling technology evolves at an aatéptost, innovation would lead to higher
levels of quality. Newly created innovation supports a gwdus increase in operational efficiency by
allowing easy adoption of changes in processes throughitfelével of personalization and configura-
tion options. Innovation allows companies to connect weindidates faster and select and recruit more
accurately. An example of technological innovation thall wifect the BPO quality is the use of Wiki
web technology that enhances the quality of data supporkaodledge management processes. Another
example is the advancements in Interactive Voice Resp®B9 &nd voice recognition technologies. The
servicereliability of contact centers will increase dramatically by addingféegure of human dialogue,
while achieving the economical gains of IVR.

In the HR-Recruitment process, innovative practices im@the quality of the recruitment process. Gart-
ner uses data extraction techniques, powered by Brass&ingjtment solutiongfo extract job candidates’
information from uploaded files into structured fields, whis then presented to and confirmed by the can-
didates in real-time. This eliminates the need for intedsh entry and the associated risk of data errors.
Many, if not all, of the BPO providers offer data mining te@ues to automate the initial screening pro-
cess, by intelligent matching of the vacancies’ requiretaith the candidates’ skill information. This is
another example of innovation and automation adding tetti@ency and effectivenesithe BPO process.

Additionally, HRRP providers offer their business procesxleling and predictive analysis techniques
based on HR historical data. These predictive analysisefimag and planning tools allow organizations
to analyze the effect of tactical decisions, using toolsampare the results to budgets and forecasts, use
what-if analysis to model plan modifications, and fine-tungihess plans (White (2005)). Using these inno-
vative tools in an HR context, the procdkibility is increased, so that managers can optimize temp-labor
recruitment schedules and ensure they match work peaksiang temands, like at times of marketing
initiative or new product campaigns. These provider-latbirations help companies to analyze possible

scenarios and related consequences to make better dscision

4. Conclusion

This study developed the theoretical dimensions of seyiggity for the BPO industry and explored how
technology affects these quality factors. Technology isaannenabler of BPO and a major factor of its

3Sourceht t p: / / ww. kenexa. cond Sol ut i ons/ Recr ui t ment Pr ocessQut sour ci ng
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success. The effect of technology in BPO is built upon stedidation, integration, automation and innova-
tion. These factors not only drive and maintain but also muprthe reliability, tangible, and conformance,
responsiveness and flexibility, security along the wholprotess activities.

As the application objective of BPO is shifting towards tb&enhancing the competitiveness of BPO
buyers, the value of the technology driving BPO is incregisirhe use of standard integration interfaces,
best-practice templates and configuration options enfBREequality. Technology provides the execution
platform to enable benefits, like speeding up the adoptidmest-practices, interfaces and new upgrades,
and providing a sustainable quality level during maintexeearctivities. The underlying technology provides
business value to both the buyers and the service provibessto this value, companies seeking BPO are
actively seeking ways to leverage the advantages by makagbst of technology. Therefore, this study
provides the quality factor and standards driven by tearmoWhen selecting a BPO service provider.

However, the quality dimensions and quality enablers dised above are not exhaustive and overlapping
exists among them. We hope to provide managerial implinatto practitioners by this study. Given the
boom of BPO applications and the limitations on the reseaf@PO quality theory, it is also expected to
invite further study in greater depth and width. A broadlgagnized quality framework for BPO would be

helpful to push BPO development forward.
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