
W H I T E  P A P E R

The Case for a Contact Center 
Carve-Out

Transforming the contact center into a customer experience center



What keeps senior executives up at night? Growth and technology improvements top the list, 
according to Gartner. Disruption permeates nearly every industry, and companies struggle to keep up 
with technological progress, competitive pressures, and changing customer needs as they look to grow. 

These issues have moved up from individual departments to become a boardroom priority. A survey 
from BT finds that nearly 40 percent of CEOs currently have digital transformation at the very top 
of their agenda, with almost a quarter of them personally leading their company’s transformation 
efforts. Gartner also reports that 47 percent of CEOs are being challenged by their board of directors 
to make progress in digital business.

Central to digital transformation is customer focus. The latest tech gadgets and solutions aren’t worth 
anything if customers won’t use them. As a result, more than 70 percent of CEOs surveyed by KPMG 
say they are taking personal responsibility for serving the best interests of their customers, knowing 
that it translates to better experiences and ultimately corporate profits. 

Digital transformation around the customer is a strategic challenge. It needs a strategic solution. 

For companies that operate customer support functions in-house, it is becoming too resource- and 
cost-intensive to handle such challenges without help from partners.

Rather than a short-term vendor outsource contract, customer-focused digital transformation requires the 
help of a long-term partner willing to do the heavy lifting with technology, investment, and domain expertise. 

That’s why a contact center carve-out is the best solution for senior leaders to accelerate their 
customer experiences in a cost-effective way.
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More than outsourcing 
A carve-out—a transaction in which the parent company 
divests itself of a non-core business unit—is a growing 
trend. A study from investment firm Aurelius finds that 
51 percent of European executives expect carve-outs to 
increase as companies refocus on core operations and are 
squeezed by continuing cost and technology pressures. 

Carve-outs have been most prominent in IT Applications  
and Infrastructure services in recent years. Their  
success opened the door for companies to consider  
the practice in other non-core areas. Customer support 
and management is ripe for success with such a model. 

So why a carve-out rather than a traditional outsource 
vendor relationship? The strategic significance of the 
issue elevates it to more than a departmental, cost-
focused decision. An outsource relationship commonly 
refers to a short-term, project-focused agreement 
determined by contact center leaders. This tends to 
keep the focus on cost containment and maintaining 
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A carve-out 
is a long-term 
relationship 
where 
both sides 
collaborate and 
work toward 
mutual benefit.
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the status quo, instead of looking for new ways of doing 
business and advancing the customer experience. In a 
vendor-client contract, each side ultimately operates to 
their own benefit, sometimes at odds with one another. 
Decision makers at the department level will be concerned 
about protecting their jobs and may be less willing to take 
drastic steps to improve contact center operations. 

A carve-out, meanwhile, is a long-term relationship where 
both sides collaborate and work toward mutual benefit. It 
removes much of the risk from the client company, while 
keeping a stake in the contact center’s success and its 
customer relationships. Decision-making happens at the 
executive level, where CEOs, CFOs, and other top leaders 
understand big picture strategic and financial implications. 
And most importantly, the client company can monetize 
an expense immediately after the carve-out.

It’s an idea whose time has come. According to KPMG, 
70 percent of CEOs are more open to new influences 
and collaborations than ever before. Business moves too 
quickly to try to take it all on yourself. 
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Carve-outs in the contact center space 
consist of combination of: 

 - Acquisition of a client’s contact center operations

 - Rebadge of internal associates to become 
employees of the partner company and continue 
as brand ambassadors to the client

 - Technology investments to re-architect CRM and 
other contact center systems 

 - Restructure of real estate/labor market footprint

 - Short-term Transition Services Agreements (TSA) 
or Employee Leasing Agreements (ELA) 

 - Long-term partnership with aligned incentives

Maintaining a long-term client relationship between 
the buyer and seller is paramount to any carve-out. 
Appropriate governance mechanisms and periodic 
reviews must be put in place to ensure both sides 
continue to meet or beat expectations. 

In our carve-out work, TTEC has demonstrated that we are a dedicated partner committed to nurturing client relationships 
for the long term, bringing proprietary solutions to the market with the client and increasing customer KPIs by leveraging our 
omnichannel platform and customer experience expertise.

Vendor outsource contract Carve-out relationshipVS
Relationship

Decision-making

Focus

Monetization

Incentive

Motivation

Short-term contract with vendor

Departmental decision-making

Project/SLA focused

No monetization

Vendor incentivized to manage  
costs and expenses

Vendor may not be motivated 
to cannibalize current business with 

advanced technology solutions

Long-term relationship with partner

Strategic decision-making

Outcome-focused

Immediate monetization

Partner incentivized to make long-term 
technology investments. Clients benefit from 
partners’ investment in technology.

Partner motivated to collaborate with client 
to design captivating customer experience



C A R V E - O U T

4©2018 TTEC. All rights reserved 

Overcoming objections 
Some companies may be hesitant to try a carve-out for 
their contact centers. The approach involves multiple 
contract negotiations and TSAs. C-level cooperation and 
sponsorship is essential, yet executives involved in the 
day-to-day operations may be concerned about creating 
a long-term relationship with partners known only as 
short-term vendors. Sharing customer and company 
data is also an objection often heard during discussions. 

While these concerns are valid, all can be overcome. We 
are at an inflection point in customer experience, where it 
is not just about finding the lowest point of labor anymore. 
Digital transformation is pushing companies to reimagine 
their entire customer ecosystem, and how they manage 
it. They key is finding the right partner you can trust 
with your customers, one who can evolve and adapt to 
expected and unexpected changes in the market.

Putting some of your business in someone else’s hands 
is a difficult step. It’s critical to select a partner who has 
demonstrated proven execution. It is prudent that CEOs 
and CFOs obtain client references from the partner. 
And given the confidential nature of the discussions, it 
is important that clients engage with only one partner 
exclusively as soon as it is practical to do so. 

Carve-out 
success in the  
IT space opened 
the door for 
companies 
to consider 
the practice in
non-core areas.



The proposal entailed:  

- Shutting down two sites that were running at 
extremely high attrition rates 

- Moving to locations more suited to recruit, hire,  
and train brand ambassadors. 

- Technology investments to bring the business on 
to TTEC’s omnichannel platform 

- Re-architecting its proprietary CRM solution to be 
delivered on a next-gen cloud-based technology stack

- Rebadging client employees to be TTEC employees 

An additional challenge was to close the carve-out in 30 
days. This would enable TTEC to ramp up within six 
months of closing to meet the firm's open enrollment 
deadlines.

TTEC was chosen as the right partner for the carve-out 
because of our innovative omnichannel capabilities, along 
with extensive human capital expertise in finding the right 
markets and enabling quick ramps. Our low cost-to-serve 
was proven in a small engagement that produced 20 
percent savings, 37 percent higher conversions, and 200 
percent volume increase per associate. And with industry-
leading eNPS and cNPS, TTEC was viewed as a 
strategic partner, not a vendor.

Results
The client successfully monetized the expense on the 
P&L and asset on its balance sheet by entering into a 
longer term contract with its internal clients coupled with 
a nine-month TSA and 60-day ELA agreement. 

Highlights include: 

 - Completed the ELA in 45 days—two weeks ahead of 
schedule

 - Completed the TSA in six months—three months 
ahead of schedule

 - Successfully closed unprofitable sites and moved the 
work to alternate TTEC locations 

 - Successfully stood up the workforce required with 
licensed and non-licensed employees prior to peak of 
open enrollment season

In addition, given the excellent results achieved, the client 
moved more business to TTEC, and we are helping the 
client grow with its own clients.

Case Study: 
Global Healthcare Company Carve-out
A leading diversified global healthcare company had an internal subsidiary that provided member acquisition, retention, 
and care services to internal and external clients. The parent wanted to keep up with the technology and investment 
required to meet the omnichannel experience needs of its members and other constituencies.

TTEC, which already had an outsource vendor relationship with the company, proposed a carve-out coupled with  
a restructuring of the business. 
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How to get started 
Once you decide a carve-out is right for you, there are 
some important steps to take. First, we recommend 
creating a small executive SWAT team that reports into the 
CEO or CFO office, with a mandate to carve out contact 
center operations. This team not only needs to understand 
the cost structure of the current contact center, but also 
re-imagine the art of the possible.

The SWAT team should be comprised of representatives 
from Corporate Development (as the deal quarterback), 
Finance, HR, IT, and Operations. It is important to have 

Conclusion 
Digital transformation is firmly underway, and companies need to decide how much of their contact center operations they can 
continue to own without breaking the bank. A carve-out is an ideal solution that moves risk and operations to an expert partner 
for long-term success. The concept has been proven to result in better customer experiences, more efficient operations, and 
cost reductions. It’s time to take a look at carve-outs as a way to keep up with what’s next in customer interactions.

Corporate Development lead the initiative and have a 
direct line to the CEO/CFO to be able to successfully 
execute the carve-out.

In addition, financials for the carve-out entity must be 
broken out in detail, as well as details about decisions 
affecting sites and human capital census.

And as mentioned before, the best carve-outs happen 
when a firm works exclusively with one pre-selected 
party to flesh out the business case and restructuring 
plans in as much detail as possible.
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About TTEC 
TTEC (NASDAQ: TTEC) a leading global technology and services provider focused exclusively on the design, implementation and 
delivery of transformative customer experience for many of the world’s most iconic and disruptive brands. The Company delivers 
outcome-based customer engagement solutions through TTEC Digital, its digital consultancy that designs and builds human 
centric, tech-enabled, insight-driven customer experience solutions for clients and TTEC Engage, its delivery center of excellence, 
that operates customer acquisition, care, growth and digital trust and safety services. Founded in 1982, the Company’s 56,000 
employees operate on six continents across the globe and live by a set of customer-focused values that guide relationships with 
clients, their customers, and each other. To learn more about how TTEC is bringing humanity to the customer experience, visit 
www.ttec.com.
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