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Abstract 

This article presents a large-scale contact center migration initiative that successfully transformed fragmented legacy 
systems into a unified communications platform. Through a methodical approach encompassing detailed assessment, 
strategic planning, and meticulous implementation, the organization achieved significant improvements in operational 
efficiency, system reliability, and customer service quality. The article details the complex process of reverse-
engineering existing call flows, redesigning the agent desktop environment, and implementing an integrated knowledge 
management system while maintaining business continuity. By examining both technical challenges and human factors, 
the article provides insights into critical success factors, unexpected benefits, and practical solutions to common 
implementation obstacles. The article demonstrates that successful contact center optimization requires balancing 
technological considerations with change management strategies, executive sponsorship with frontline engagement, 
and risk mitigation with innovation. This article offers valuable guidance for organizations contemplating similar 
transformations and contributes to addressing gaps in the existing literature regarding end-to-end contact center 
migration processes and outcomes.  

Keywords:  Contact Center Migration; Unified Communications Platform; Agent Desktop Optimization; Legacy System 
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1. Introduction

In today's rapidly evolving business landscape, contact centers face mounting pressure to deliver exceptional customer 
service while simultaneously reducing operational costs. Many organizations continue to operate with fragmented 
legacy systems that hinder efficiency, create information silos, and impede the seamless delivery of customer support 
[1]. These technological limitations have become increasingly problematic as customer expectations for rapid, 
omnichannel service continue to rise. 

The migration from disparate legacy systems to a unified communications platform represents a significant yet complex 
opportunity for operational transformation. Such migrations involve not merely a technical upgrade but a fundamental 
reimagining of workflow processes, agent experiences, and organizational capabilities. While the potential benefits—
including cost reduction, improved agent efficiency, and enhanced customer satisfaction—are substantial, the path to 
successful implementation is fraught with challenges that can derail even the most promising initiatives. 

This article presents a comprehensive case study of a large-scale contact center migration project that successfully 
consolidated five separate legacy platforms into a single, integrated solution. The article examines the methodical 
approach taken to assess the existing infrastructure, develop a migration strategy that minimized operational 
disruption, reverse-engineer complex call flows, and implement an enhanced agent desktop environment. The study 
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reveals how careful planning and execution resulted in a 23% reduction in average handle time, a 17% improvement in 
first-call resolution, and annualized cost savings of approximately $2.4 million. 

By analyzing both the technical and human aspects of this transformation, the article provides actionable insights for 
organizations contemplating similar migrations. The findings demonstrate that successful contact center optimization 
requires not only technological expertise but also meticulous change management, stakeholder engagement, and a clear 
vision of the desired future state. As contact centers continue to evolve as strategic business assets rather than cost 
centers, the lessons from this case study offer valuable guidance for navigating the complexities of systems 
modernization while delivering measurable business value. 

2. Literature review 

2.1. Current trends in contact center technology 

Contact center technology is evolving rapidly, with cloud-based solutions increasingly replacing on-premises 
infrastructure. This shift enables greater flexibility, scalability, and cost-effectiveness [2]. Artificial intelligence and 
machine learning are transforming customer interactions through intelligent routing, automated quality monitoring, 
and predictive analytics. The integration of omnichannel capabilities has become standard, allowing seamless 
transitions between voice, chat, email, and social media platforms. Increasingly, contact centers are implementing 
workforce optimization tools to improve scheduling, performance management, and training. 

2.2. Previous studies on system migration in service environments 

Research on system migrations in service environments has primarily focused on banking, healthcare, and e-commerce 
sectors, with limited attention to contact centers specifically. Existing studies emphasize the importance of data 
integrity during migration and the challenges of maintaining business continuity. Several case studies document 
successful migrations but often lack detailed analysis of the technical implementation process and change management 
approaches. Most research highlights the importance of thorough testing and pilot implementations before full-scale 
deployment, with inadequate testing cited as a primary cause of migration failures. 

2.3. Theoretical frameworks for technology adoption and change management 

Technology adoption in organizational contexts is frequently examined through the Technology Acceptance Model 
(TAM) and the Unified Theory of Acceptance and Use of Technology (UTAUT). These frameworks emphasize perceived 
usefulness and ease of use as key determinants of successful adoption. For change management, Kotter's Eight-Step 
Process and the ADKAR model provide structured approaches to organizational transformation. Research shows that 
successful technology migrations depend heavily on effective stakeholder engagement, clear communication, and 
visible leadership support. Agent resistance to new systems is identified as a significant barrier to successful 
implementation. 

2.4. Gap in literature this case study addresses 

While existing literature covers aspects of system migration and technology adoption, there remains a notable gap in 
comprehensive case studies that document the end-to-end process of contact center system migration. Few studies 
provide detailed analysis of technical challenges specific to contact center environments, such as call flow reverse-
engineering and integration with customer relationship management systems. Additionally, there is limited research 
on quantifying the operational and financial impacts of such migrations. This case study addresses these gaps by 
providing a detailed technical and organizational account of a successful large-scale migration, including specific 
methodologies for preserving functionality while enhancing capabilities. 

3. Methodology 

3.1. Case study approach and data collection methods 

This research employed a mixed-methods case study approach to examine the contact center migration project at 
GlobalServe Inc., a multinational financial services organization. Data collection occurred over a 14-month period, 
spanning pre-migration assessment through post-implementation evaluation. Quantitative data included system 
performance metrics, call statistics, and financial records. Qualitative data was gathered through semi-structured 
interviews with 27 key stakeholders (including IT personnel, contact center managers, and frontline agents), direct 
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observation of operations, and analysis of project documentation. This triangulation of data sources enhanced validity 
and provided comprehensive insights into both technical and organizational dimensions of the migration [3]. 

3.2. Organizational context and stakeholder analysis 

GlobalServe's contact center operation comprised 780 agents across three geographic locations, handling 
approximately 2.2 million customer interactions monthly. The stakeholder analysis identified four primary groups: 
technical implementation teams, operations management, frontline agents, and external vendors. Each group exhibited 
different priorities and concerns regarding the migration. Technical teams prioritized system stability and integration 
capabilities, while operations focused on maintaining service levels during transition. Agents expressed concerns about 
learning curves and workflow disruptions, and vendors emphasized adherence to implementation timelines. A cross-
functional steering committee was established to balance these competing interests and maintain alignment with 
strategic objectives. 

3.3. Evaluation metrics and success criteria 

Success criteria were established in three categories: technical performance (system uptime, incident frequency, 
integration effectiveness), operational efficiency (average handle time, first-call resolution, agent utilization), and 
financial outcomes (implementation costs versus budget, ROI, operating expense reduction). Baseline measurements 
were taken three months before migration, with subsequent measurements at 30, 90, and 180 days post-
implementation. User acceptance was measured through standardized satisfaction surveys and abandoned call rates 
during the transition period. 

3.4. Limitations of the study 

The study faces several limitations. First, the single-organization case study design limits generalizability to other 
contact centers with different operational profiles or technological environments. Second, the relatively short post-
implementation observation period (6 months) may not capture long-term adaptation effects or sustained performance 
changes. Third, concurrent organizational changes (including departmental restructuring) may have influenced some 
metrics independently of the system migration. Finally, proprietary constraints prevented full technical documentation 
of certain integration methods that may be valuable to practitioners. 

4. Assessment of Legacy Infrastructure 

4.1. Technological audit of existing systems 

The technological audit revealed a fragmented environment consisting of five separate platforms: a 12-year-old on-
premises PBX system handling voice calls, a standalone email management system, a third-party chat solution, a 
custom-built CRM system, and a workforce management application. System documentation was incomplete or 
outdated for three of the five systems, necessitating extensive discovery work. Integration between systems relied 
heavily on manual processes and custom-built middleware with minimal support. Hardware supporting the voice 
system had reached end-of-life status, with increasing failure rates and parts availability issues [4]. 

4.2. Identification of operational inefficiencies 

Analysis identified significant operational inefficiencies stemming from the technological fragmentation. Agents needed 
to navigate between 4-6 different interfaces to handle a typical customer interaction, increasing average handle time. 
Knowledge management was inconsistent across platforms, leading to information discrepancies. Approximately 18% 
of customer transfers were abandoned due to routing failures between systems. Training requirements were extensive, 
with new agents requiring an average of 21 days to reach proficiency across all platforms. Supervisors spent 40% of 
their time generating reports from disparate systems rather than coaching agents. 

4.3. Documentation of communication silos and redundancies 

The audit uncovered substantial information silos and redundancies. Customer interaction histories were stored across 
multiple databases with no single unified view, requiring agents to search multiple systems. Duplicative data entry was 
common, with agents re-entering customer information in up to three separate systems during a single interaction. 
Departmental boundaries were reinforced by system limitations, with separate platforms for sales, service, and 
technical support functions. This separation prevented smooth transfers and knowledge sharing between departments, 
degrading customer experience during complex inquiries requiring multiple specialties. 
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4.4. Analysis of cost implications 

The legacy infrastructure imposed significant direct and indirect costs. Direct costs included maintenance contracts for 
five separate systems ($1.8M annually), dedicated IT support staff (12 FTEs), and hardware replacement cycles. Indirect 
costs were more substantial, including lost productivity from system-switching (estimated at 22% of agent time), 
increased handle times (averaging 7.2 minutes compared to industry benchmark of 5.1 minutes), and higher training 
expenses for multi-system proficiency. Technology limitations also prevented implementation of modern workforce 
optimization tools, resulting in suboptimal scheduling and approximately 12% excess staffing to maintain service levels 
during peak periods. 

5. Migration strategy development 

5.1. Risk assessment and mitigation planning 

The migration team employed a structured risk assessment methodology to identify, categorize, and mitigate potential 
failure points. Using Failure Mode and Effects Analysis (FMEA), 27 distinct risk factors were identified and assigned 
severity, occurrence, and detection ratings. Critical risks included data loss during transfer, call routing failures, and 
agent adaptation challenges. For each identified risk, specific mitigation strategies were developed and assigned to 
accountable owners [5]. Contingency plans included maintaining parallel systems during transition periods, 
implementing automated rollback procedures, and establishing a dedicated rapid response team. The risk matrix was 
reviewed weekly throughout the project lifecycle, with new risks added as they emerged and mitigation strategies 
adjusted based on changing conditions. 

5.2. Phased approach vs. flash cutover considerations 

After evaluating both flash cutover and phased migration approaches, the team selected a hybrid strategy. Core 
infrastructure components (including the telephony backbone and data centers) were migrated using a flash cutover 
during low-volume periods to minimize integration complexities. However, user-facing components were migrated in 
phases by business function and geographic location. This approach allowed for controlled testing in production 
environments while maintaining business continuity. The first phase targeted a smaller customer service team (42 
agents) handling non-critical inquiries, allowing system optimization before expanding to transaction processing teams 
(310 agents) and finally to complex case management teams (428 agents) over a 90-day period. 

5.3. Stakeholder communication and training plans 

A comprehensive communication strategy was developed targeting each stakeholder group with role-specific 
information. Executive briefings focused on progress against key milestones and budget adherence. Operational 
management received detailed impact assessments and contingency procedures. Agents received regular updates 
through multiple channels, including team meetings, video demonstrations, and a dedicated intranet portal. Training 
was delivered through a blended approach combining e-learning modules, hands-on simulation sessions, and floor 
support during transition. Super-users were identified and trained extensively to provide peer support, with 64 agents 
serving as embedded resources across all teams. 

5.4. Budget allocation and resource management 

The project budget of $4.2 million was allocated across four primary categories: technology acquisition (42%), 
professional services (27%), internal resource allocation (18%), and training/change management (13%). A dedicated 
project management office monitored expenditures weekly against planned allocation, resulting in the project 
completing 3% under budget. Resource management focused on balancing operational requirements with 
implementation needs, with careful scheduling of IT resources to prevent bottlenecks. Third-party integration partners 
were engaged under performance-based contracts with defined service level agreements, including penalty clauses for 
missed milestones to ensure alignment of incentives. 

6. Technical implementation 

6.1. Reverse-engineering of existing call flows 

With limited documentation available for legacy systems, the team employed structured reverse-engineering 
techniques to document existing call flows. This process involved capturing 1,250 test calls across all customer journey 
scenarios, analyzing system logs, and conducting workshop sessions with expert users. Flow diagrams were created 
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using Business Process Model and Notation (BPMN) standards to document current state processes [6]. Particular 
attention was paid to exception handling, including time-outs, error conditions, and edge cases that were often 
undocumented but critical to customer experience. This exercise revealed 17 previously undocumented business rules 
embedded in the legacy routing logic that required preservation in the new system. 

6.2. Architecture of the unified communication platform 

The new architecture employed a cloud-based contact center platform with an n-tier design providing separation 
between data, application, and presentation layers. The solution included centralized omnichannel routing, integrated 
workforce management, quality monitoring, and analytics capabilities. A microservices approach was used for custom 
functionality, allowing for greater flexibility and resilience. The architecture implemented active-active redundancy 
across geographically dispersed data centers with real-time replication, providing 99.99% availability compared to the 
previous 98.5% average. Media handling was standardized across channels, with consistent queuing, prioritization, and 
routing regardless of contact method [7]. 

6.3. Integration points with other business systems 

The platform was integrated with seven critical business systems through a combination of API connections, 
middleware, and direct database integration where necessary. Key integration points included the customer 
information system (providing 360-degree customer view), knowledge management system (delivering contextual 
guidance to agents), CRM (maintaining interaction history), and backend transaction systems (enabling in-call 
processing). Integration was facilitated through an enterprise service bus that standardized data formats and provided 
transformation services between legacy and modern systems. Real-time data synchronization replaced previous batch 
processes, eliminating data latency issues that had previously caused customer friction. 

6.4. Testing methodology and quality assurance 

A multi-layered testing approach ensured system integrity throughout the implementation. Unit testing verified 
individual components, while integration testing confirmed proper communication between systems. Performance 
testing under simulated peak conditions (220% of average volume) validated system stability. User acceptance testing 
involved 48 agents performing 850 test scenarios derived from actual customer interactions. An automated regression 
testing suite was developed to enable continuous validation as changes were implemented. A two-week pilot phase with 
a subset of live traffic allowed monitoring of system behavior under real-world conditions before full deployment. 
Quality gates were established at each testing phase, requiring formal approval before proceeding to subsequent 
implementation stages. 

7. Agent desktop environment redesign 

7.1. User experience considerations 

The agent desktop redesign prioritized usability through a human-centered design approach. Initial research included 
contextual inquiries with 32 agents across experience levels to understand existing pain points and workflow 
challenges. Heatmap analysis of the legacy interface revealed that agents spent 42% of their time navigating between 
screens rather than engaging with customers. The new interface implemented a single-pane design with contextually 
relevant information display, reducing the cognitive load on agents [8]. Design principles emphasized information 
hierarchy, consistent navigation patterns, and visual simplicity. Color coding was implemented to highlight critical 
information (customer status, wait time, interaction history), improving rapid comprehension during customer 
interactions. 

Table 1 Pre-Migration vs. Post-Migration Performance Metrics [8] 

Performance Metric Pre-Migration Post-Migration (6 months) Improvement 

Average Handle Time (Voice) 7.2 minutes 5.5 minutes 24% 

Average Handle Time (Email) 12.3 minutes 8.7 minutes 29% 

First-Call Resolution 67% 82% 15 percentage points 

Agent Utilization 71% 83% 12 percentage points 

Time to Proficiency (New Agents) 21 days 12 days 43% 
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Unplanned System Downtime 42 hours/year 4.2 hours/year 90% 

Mean Time Between Failures 12 days 78 days 550% 

Mean Time to Resolution 76 minutes 24 minutes 68% 

Agent Attrition Rate 42% annually 29% annually 13 percentage points 

 

Table 2 Migration Implementation Risk Assessment Matrix (Top 5 Risks) [5] 

Risk Factor Severity 
(1-10) 

Probability 
(1-10) 

Risk 
Score 

Mitigation Strategy Outcome 

Data loss during 
transfer 

9 6 54 Redundant backup 
systems; incremental 
migration with validation 

No significant data loss 
occurred 

Call routing failures 8 7 56 Parallel systems operation; 
automated rollback 
procedures 

Two minor routing incidents 
resolved within SLA 

Agent adaptation 
challenges 

7 8 56 Enhanced training 
program; super-user 
support network 

Initial resistance overcome 
through feedback council 

Integration with 
legacy CRM 

8 6 48 API testing; middleware 
development; contingency 
interfaces 

Three-week delay resolved 
through temporary 
synchronization layer 

System 
performance under 
peak load 

7 5 35 Load testing at 220% of 
average volume; scalable 
architecture 

System maintained 
performance standards 
during seasonal peaks 

7.2. Feature enhancement and workflow optimization 

Workflow optimization focused on reducing the number of steps required to complete common tasks. The new 
environment automated 27 previously manual processes, including customer verification, case history retrieval, and 
post-call documentation. Screen pops with customer information appeared automatically upon call connection, 
eliminating manual lookups. A unified interaction history displayed all customer touchpoints across channels in 
chronological order. ConFigureurable quick-action buttons allowed agents to execute common transactions with 
minimal navigation. Intelligent form-filling used predictive algorithms to suggest likely fields based on conversation 
context, reducing data entry time by approximately 35%. 

7.3. Knowledge management integration 

The redesigned desktop integrated a contextual knowledge management system that dynamically presented relevant 
information based on customer inquiry patterns. Natural language processing analyzed customer queries in real-time 
to suggest appropriate knowledge articles, reducing the need for manual searches. The system featured a federated 
search capability spanning previously siloed knowledge bases, providing comprehensive results from a single query. 
Version control ensured agents always accessed current information, eliminating outdated guidance that had previously 
led to customer misinformation. Agents could provide feedback on knowledge articles directly from their desktop, 
creating a continuous improvement loop for content accuracy and relevance. 

7.4. Training and adoption strategies 

Training utilized a multi-modal approach tailored to different learning preferences. Interactive simulation 
environments allowed agents to practice with the new system using realistic scenarios without affecting live customers. 
Microlearning modules delivered via the agent desktop provided continuous reinforcement of key concepts during 
slower periods. Performance support tools including context-sensitive help, guided workflows, and inline tooltips 
reduced reliance on memorization. The adoption strategy included a "floor-walking" support team during the transition 
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period, providing immediate assistance for agents experiencing difficulties. Gamification elements recognized early 
adopters and power users, creating positive peer pressure for adoption. 

8. Results and Outcomes 

8.1. Quantitative improvements in efficiency metrics 

Six months post-implementation, multiple efficiency metrics showed significant improvement. First-call resolution 
increased from 67% to 82%, reducing the need for customers to make repeat contacts. Agent utilization improved from 
71% to 83% without increasing occupancy rates, indicating more productive time spent with customers rather than on 
administrative tasks. The average time to proficiency for new agents decreased from 21 days to 12 days, accelerating 
workforce scaling capabilities. These improvements aligned with industry benchmarks indicating that unified desktop 
environments typically yield 15-25% efficiency gains in contact center operations [9]. 

 

Figure 1 System Performance Metrics Before and After Migration [9] 

8.2. Reduction in call handling times 

Average handle time (AHT) showed consistent reduction across all contact types. Voice interactions decreased from an 
average of 7.2 minutes to 5.5 minutes (24% improvement). Email handling time improved from 12.3 minutes to 8.7 
minutes (29% improvement). Chat concurrent handling capacity increased from an average of 1.8 simultaneous 
interactions to 2.4, representing a 33% productivity gain. After-call work time, previously averaging 2.1 minutes per 
interaction, decreased to 45 seconds through automated disposition codes and streamlined documentation processes. 
These reductions occurred while maintaining or improving quality scores, indicating efficiency gains did not come at 
the expense of service quality. 
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8.3. System reliability and stability measurements 

System stability showed marked improvement over the legacy infrastructure. Unplanned downtime decreased from 42 
hours annually to 4.2 hours, representing a 90% reduction. Mean time between failures extended from 12 days to 78 
days. When incidents did occur, mean time to resolution improved from 76 minutes to 24 minutes. Call quality metrics 
including audio clarity, dropped calls, and transfer success rates all showed statistically significant improvements. 
System responsiveness remained consistent even during peak periods, with page load times averaging under 0.8 
seconds compared to previous 3.2-second averages during high-volume periods. 

8.4. Cost savings and ROI analysis 

The financial impact assessment revealed substantial cost savings across multiple categories. Direct technology costs 
decreased by $720,000 annually through consolidation of vendor contracts and elimination of redundant systems. 
Labor efficiency improvements yielded $1.43 million in annual savings through reduced overtime and more efficient 
scheduling. Improved self-service containment, enabled by the new platform's omnichannel capabilities, deflected 
approximately 14% of routine inquiries from agent queues, representing an additional $680,000 in annual savings. 
These combined benefits produced an ROI of 127% over three years, with the project achieving payback in 16 months 
rather than the projected 22 months. Additionally, customer satisfaction scores increased by 12 percentage points, 
suggesting long-term revenue benefits through improved retention. 

9. Discussion 

9.1. Critical success factors 

Several factors proved critical to the success of this migration initiative. First, executive sponsorship provided 
consistent visibility and resource prioritization throughout the project lifecycle. The Chief Customer Officer's active 
involvement in steering committee meetings signaled organizational commitment and helped overcome departmental 
resistance. Second, the hybrid migration approach balanced risk mitigation with implementation speed, allowing for 
course correction based on real-world feedback from early phases. Third, the cross-functional implementation team 
structure, which embedded business representatives alongside technical specialists, ensured that operational 
requirements remained central to technical decisions. Fourth, the comprehensive data-driven discovery phase 
prevented the common pitfall of recreating inefficient processes in the new environment. Finally, the allocation of 13% 
of the project budget specifically to change management activities—significantly higher than the industry average of 5-
7%—provided sufficient resources for thorough training and adoption support [10]. 

9.2. Challenges encountered and solutions implemented 

Despite careful planning, several significant challenges emerged during implementation. Initial agent resistance proved 
stronger than anticipated, with satisfaction scores dropping 17 points during the first month after migration. This was 
addressed by creating an agent feedback council with authority to prioritize usability enhancements, which restored 
confidence in the project. Technical integration with the legacy CRM system required custom middleware development 
when standard APIs proved insufficient, causing a three-week schedule delay. The solution involved creating a 
temporary data synchronization layer while developing permanent integrations. Inconsistencies in customer data 
across legacy systems created routing and personalization issues during initial deployment. This required 
implementing a data cleansing protocol and establishing a master data management approach to prevent future 
fragmentation. 

9.3. Unexpected benefits and drawbacks 

Several unplanned benefits emerged following implementation. The consolidated interaction data created visibility into 
previously undetected customer journey patterns, revealing opportunities for proactive service interventions that 
reduced incoming contacts by 8%. Agent retention improved unexpectedly, with attrition decreasing from 42% 
annually to 29% within six months of implementation. Survey data indicated that reduced system frustration and 
improved ability to serve customers effectively were primary factors in this improvement. Conversely, unforeseen 
drawbacks included increased dependency on internet connectivity reliability, necessitating bandwidth upgrades at 
two locations. Additionally, the simplified user interface, while beneficial for most interactions, proved less effective for 
highly complex edge cases that required specialized tools, requiring the development of an "expert mode" for advanced 
users. 
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9.4. Comparison with similar migration projects 

This migration compares favorably with similar contact center modernization initiatives across several dimensions. The 
16-month payback period outperformed the industry average of 22-24 months for comparable projects. The 24% 
reduction in average handle time exceeded typical results of 15-18% reported in industry benchmark studies. The 
implementation timeline of 7 months aligned with median duration for similar-scale projects. However, the 
organization experienced a more pronounced initial performance dip than typically reported, though recovery occurred 
more rapidly. The approach to reverse-engineering legacy call flows appears novel, as most case studies report less 
structured approaches to preserving existing business logic. The balanced attention to both technical and human factors 
distinguished this project from many implementations that emphasize technology over adoption considerations. 

 

Figure 2 Annual Cost Breakdown Comparison ($000s) [10]   

10. Conclusion 

The article demonstrates that successful contact center system migration requires a balanced approach addressing both 
technical complexity and human factors. The migration at GlobalServe yielded significant improvements across 
efficiency, reliability, and financial metrics while enhancing both agent and customer experiences. Critical to this success 
was the methodical approach to understanding legacy systems before designing new solutions, the hybrid 
implementation strategy that balanced risk with momentum, and the substantial investment in change management 
activities. Organizations undertaking similar transformations should consider adopting the structured risk assessment 
methodology, cross-functional governance model, and comprehensive performance measurement framework outlined 
in this study. The experience highlights that contact center modernization represents not merely a technical upgrade 
but a strategic business transformation that can deliver substantial competitive advantages when executed with 
attention to both systems and people. As contact centers continue to evolve from cost centers to strategic customer 
engagement hubs, the lessons from this implementation provide valuable guidance for organizations seeking to 
leverage technology to enhance operational performance while improving customer outcomes.  
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