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EXECUTIVE SUMMARY

The phone system is part of the customer
journey

A customer may know the correct number, call during normal business hours and still fail to reach the right
person. The line may ring at an empty desk. A queue may have no active agents. An after-hours message
may provide no useful next step. A fibre interruption may take the phones offline even though staff can still
work from mobile devices.

These are not only technical faults. They are operating-design problems. A modern Voice over Internet
Protocol (VolP) platform can provide routing, queues, mobile applications, time-based rules, voicemail,
failover options and call reports. Those functions only create value when they are configured around the
way the business actually receives and owns customer enquiries.

Central management message: Do not judge a phone system only by whether calls can be made.
Judge it by whether an incoming customer reaches an appropriate person, receives a useful alternative,
or is called back within an agreed time.

What management should be able to answer
* How many incoming calls were answered, abandoned or left unanswered last week?
*  Which numbers, departments and times of day produce the most failures?
Who owns a missed call, and how is the callback recorded?
+ What happens when staff are busy, unavailable, working remotely or logged out?
+ What happens to incoming calls when fibre, power, the local network or the hosted service fails?

*  Which reports are reliable enough for management decisions, and how have their definitions been
checked?

The practical tool at the end of this report is a five-day customer-call audit. It starts with test calls,
reconciles call reports to actual outcomes and ends with a short action plan. It can be completed before a
replacement decision, after a new installation, or as a periodic service check.
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MAIN ARTICLE

The Customer Calls Your Business. What
Happens Next?

VoIP should improve the customer’s route through the business, not simply replace the
old telephone line.

1 Start with the caller, not the feature list

VolP moves voice traffic onto an internet protocol network. Depending on the service and licence, the
system may support auto-attendants, ring groups, queues, time conditions, mobile or desktop applications,
call recording, dashboards and integration with other business systems. The presence of a feature does
not mean the customer journey has been designed.

A useful review follows one call from the public number to its final outcome. Which rule receives it? Which
phones ring? In what order? For how long? What happens if nobody answers? What does the caller hear?
Does the final destination accept voicemail, route to another team, offer a callback, or simply disconnect?

A common SME example

A sales number rings three desk phones for twenty seconds. One employee is on leave, one is in a
meeting and the third is already on a call. The call then reaches a general voicemail box. The system
worked exactly as configured, but the business has not decided who checks that mailbox or how quickly
the caller should be contacted. The technology completed its route; the customer process failed.

2 Define what “missed” means in your own reports

Phone platforms do not always use outcome labels in the same way. A call may be shown as missed at
one extension even though another employee answered it. A call transferred from one queue to another
may appear as abandoned in a queue report. A blocked or rejected call may still appear in call-detail
records. Management should therefore test each report definition before treating the total as lost business.

m Practical meaning to verify Management question

Was it answered by the right team and within the target

Answered A person or destination accepted the call. time?

The caller ended the call before the selected How long did the caller wait, and was a callback
Abandoned . .

route answered it. possible?

The call completed a route without a person

Unanswered . : Where did it end, and did anyone receive an alert?
answering; vendor rules differ.
A queue or group sent the call to another Did the second destination answer, or did reporting count
Overflowed . S -
configured destination. only the first stage?

The call could not complete or was deliberately Was this a network, configuration, capacity or blocking

Failed / rejected rejected. event?

Reporting rule: Reconcile a small sample of known test calls to the report. If the labels do not match
the real outcomes, document the platform’s definitions before setting targets.
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3 Design the incoming route around real availability

The correct routing design depends on the purpose of the number. A reception line, sales enquiry,
accounts query, service desk and emergency contact should not automatically follow the same route. Each
one has a different urgency, staffing pattern and acceptable fallback.

Five decisions for every important number

» Primary destination: the person, ring group or queue that should receive the call first.

* Ringing method: simultaneous, sequential, least-recently-called or another rule supported by the
platform.

* No-answer time: how long the caller waits before the next step. Test the actual experience rather
than choosing a round number.

* Overflow destination: another team, external number, voicemail, callback option or announcement.

» Ownership: the named role responsible for reviewing missed calls, voicemails and unresolved
callbacks.

A long ring sequence is not automatically more helpful. It can keep a caller listening while phones ring in
empty offices. A very short sequence may redirect calls before an available employee can answer. The
correct balance should be tested at normal and busy times.

4 Busy periods need a different rule from no answer

A person who cannot answer because they are already assisting a customer presents a different situation
from an unattended desk. A queue can hold several callers and provide their calls to available agents,
while a ring group usually tries a defined set of extensions. The platform, licence and configuration
determine the available behaviour.

Management should examine call peaks by half-hour or hour, not only monthly totals. A satisfactory
monthly answer rate can conceal a repeated failure every Monday morning or around lunch. If peaks are
predictable, the response may be a rota, an overflow team, staggered breaks, temporary queue
membership or a callback process rather than additional permanent staff.

Practical distinction: A queue is not a substitute for capacity. It controls waiting and distribution. If too
few people are available, the queue may make the delay more orderly without making it shorter.

Listen to the experience

Test prompts, announcements and hold audio from an external phone. Check volume, language, accuracy
and timing. Remove outdated messages and menu choices. Give callers a useful next step when a
department is unavailable. A technically correct menu that sends customers in circles is still a poor design.
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5 After-hours routing must match the promise you make

Business hours, public holidays and exceptional closures should be configured deliberately. If the website
says the office is open until 17:00, a 16:45 call should not reach an after-hours message because the time
rule, device clock or holiday calendar is wrong. Conversely, calls should not ring unattended phones all
evening when a short message and clear next step would be more useful.

A useful after-hours route may include
* The actual operating hours and the next opening time.
» A voicemail or callback option with a stated response expectation that the business can meet.
* A separate emergency route only where a genuine on-call service exists.
» An online or messaging alternative for requests that do not need a conversation.
* Holiday rules that are reviewed before, not after, each closure.

Forwarding to personal mobile numbers may solve immediate reachability but can create privacy, cost,
availability and ownership problems. Where supported, a managed mobile application or controlled external
forwarding rule can separate business identity and reporting from personal use. The exact outcome
depends on the provider and licence.

6 VolIP continuity depends on more than fibre

A hosted phone system may remain available in the provider’'s environment while the office cannot reach it.
Incoming calls can also fail because the local router, network switch, wireless network, handset power
supply, firewall configuration, domain-name service or last-mile connection is unavailable. A battery on the
fibre terminal alone does not protect every dependency.

Router, fibre terminal, switches, access points and

handsets stay powered. UPS or suitable backup supply with tested runtime.

Office power

Pri : Voice quality and registration during normal and Capacity review, traffic prioritisation and fault
rimary link . -
peak traffic. escalation.
. Automatic or manual changeover and return to LTE/5G or second fixed link, where appropriate and
Backup link - .
primary service. tested.
Incoming numbers Ca]ls still reach a usable destination during an Prowde_r-3|de diversion, mobile application or
office outage. alternative route.
Remote users Staff can sign in securely and hear both sides Managed qewces, support rules and suitable
clearly. home/mobile connectivity.

Important limitation: Quality of Service can prioritise voice traffic on equipment you control, but it
cannot create bandwidth or repair a failed upstream connection. Continuity must be tested end to end.
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7 Use a small set of call measures that lead to action

Call reports become useful when each measure has a definition, an owner and a response. More
dashboards do not automatically create better service. Start with the public numbers and departments
where an unanswered call has a meaningful business or service consequence.

Incoming call . High volume does not show whether calls were
Demand by number, team, day and time. :
volume useful or duplicated.
The proportion reaching a person under the Confirm whether transferred and overflowed calls
Answer rate -
chosen definition. are counted correctly.
Abandonment Callers ending before answer. Separate very short calls and test how the platform
treats transfers.
Time to answer How long answered callers waited. VAV\;(ietrsages iy el @ el grewp el Ve el
Unreturned missed Breakdown in ownership or callback discipline. Requires a callback record, not merely a PBX
calls report.
Repeat callers Possible unresolved needs or difficult routing. Uiz BEIS MUGilsEs ey Epest severEl peapls o

legitimate follow-up.

Targets should reflect the role of the line and available staff. A service emergency line and a general
accounts line should not necessarily share the same response time. Set an initial baseline, fix obvious
routing defects and then agree realistic targets. Avoid copying call-centre standards into a small office
without considering context.

8 Integrations, recording and Al need a business case

VolIP platforms may connect with customer relationship management systems, helpdesks, messaging
tools, transcription services or Al-supported summaries. These capabilities can reduce duplicate capture
and help a team see previous contact, but they may require extra licences, compatible connectors,
configuration, clean customer data and user training.

Call recording and transcription also increase the amount of personal and potentially confidential
information the business processes. Before enabling them, decide the lawful and operational purpose, who
may access the material, how long it is retained, how it is secured, how requests or complaints will be
handled, and whether callers or employees require appropriate information. Obtain legal or privacy advice
where the context is sensitive.

Buyer discipline: Do not buy an integration because it appears on a feature list. Define the workflow,
confirm licence and connector costs, test with real users, and agree what successful adoption will look
like.

The business case is broader than call tariffs

Compare the full monthly cost, installation and migration effort, handsets or headsets, licences,
connectivity, backup, support, number porting, training and contract terms. Then weigh those costs against
service continuity, easier administration, flexible working, better routing and management visibility. Savings
are possible, but they should be demonstrated from the business’s own bill and usage rather than
assumed.
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PRACTICAL TOOL

The Five-Day Customer Call Audit

A short test of what callers experience, what the reports record and who acts when a call
is not answered.

Choose one normal working week. Include the main public number and at least one important departmental
number. Tell the relevant managers that the test is taking place, but do not redesign the routing until the
baseline has been captured.

Day 1 Map the routes and responsibilities
» List every public number shown on the website, invoices, email signatures, vehicles, adverts and
directories.

» Record its business purpose, primary route, ringing time, overflow, after-hours rule and voicemail
destination.

* Name the person or role that owns missed-call and voicemail follow-up.
« Confirm business hours, holiday calendars and provider escalation contacts.

Day 2 Make controlled test calls

Use an external mobile phone. Record the time, number dialled, caller experience and actual destination.
Test at least the following situations:

« Normal hours with the primary recipient available.

* The primary recipient busy on another call.

» The primary recipient unavailable or logged out.

* A call near opening or closing time.

+ An after-hours call and, if practical, the approved continuity route.

Safety note: Do not deliberately interrupt live services or disconnect infrastructure without an approved
test plan. Use provider-supported diversions or a controlled maintenance window for continuity testing.

Day 3 Compare test calls with the reports

Find each controlled call in the call-detail or queue reports. Check the displayed outcome, ringing duration,
route, answering extension and final destination. Document any label that does not mean what
management assumed it meant.
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Day 4 Review one full day of real call outcomes

Export or review the previous day’s incoming calls. Separate answered, abandoned, unanswered,
overflowed and failed calls using the verified definitions. Group problems by number, team and time. Then
select a manageable sample of missed calls and determine whether they were returned and resolved.

Total incoming calls Report and date:

Answered under agreed Definition used:

definition

Abandoned before answer Typical wait:
Unanswered / failed Main route or time:
Sample missed calls checked Returned within target:
Reporting discrepancies Examples:

Day 5 Agree the firstimprovements

Prioritise problems that affect an important number repeatedly and can be corrected without a major
replacement. Typical actions include changing a time rule, removing an old extension, adding a controlled
overflow, assigning voicemail ownership, adjusting queue membership, training staff to use status correctly,
or scheduling a continuity test.

Choose no more than five actions

Acceptance rule: Repeat the same controlled calls after changes. An improvement is accepted only
when the caller reaches the intended destination or receives the agreed fallback, the report records the
outcome correctly, and ownership of any callback is clear.
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PRACTICAL TOOL

VolP Customer-Journey Decision Record

Complete this before approving a new system, accepting an installation or renewing a
voice-service contract.

Public numbers

Incoming routes

Busy-period handling
After-hours handling

Remote and mobile use

Continuity

Call reporting

Missed-call ownership

Recording / transcription

Integrations

Commercial terms

Acceptance testing

Numbers to retain, port, redirect or retire; where each is published.

Primary destination, ring rule, no-answer time and overflow for each key
number.

Queue or group design, staffing at peaks, breaks and overflow ownership.
Hours, holiday rules, emergency route and callback commitment.
Approved devices, business identity, support and security expectations.

Power dependencies, primary and backup connectivity, diversion and tested
recovery.

Verified definitions, reports, owners, review frequency and baseline
measures.

How callbacks are assigned, recorded, escalated and closed.
Purpose, access, retention, security and privacy review.

Workflow, compatibility, licences, implementation owner and adoption
measure.

Full cost, escalation, support scope, number porting, exit and renewal terms.

Test scenarios, expected result, evidence, defect owner and retest date.

Pass / Gap / N/A

Pass / Gap / N/A

Pass / Gap / N/A
Pass / Gap / N/A

Pass / Gap / N/A

Pass / Gap / N/A

Pass / Gap / N/A

Pass / Gap / N/A

Pass / Gap / N/A

Pass / Gap / N/A

Pass / Gap / N/A

Pass / Gap / N/A

Decision threshold: Do not accept an important call route as complete while a critical Gap remains.
Record an owner and due date, then retest the route with an external call.

Management sign-off

Business owner / manager

Customer-service owner

IT / service representative
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CLOSING PERSPECTIVE

A better phone system is a better-managed
customer route

VolP can make a small business more reachable, flexible and measurable. It can distribute calls to several
locations, support remote users, apply different rules by time, provide fallback options and show
management what happened. None of those benefits is automatic.

The business must decide which calls matter most, who should answer them, what should happen when
that person is unavailable, and who owns the recovery when the first route fails. It must also test the
dependencies beneath the phone system: power, the local network, connectivity, user status, provider
configuration and support.

The most valuable first step is often not replacing the system. It is placing controlled calls into the current
one, listening to the caller experience and reconciling those outcomes to the reports. That exercise
separates configuration problems, operating-discipline problems and genuine technology limitations.

Final question for management: If an important customer called your business five minutes ago and
nobody answered, could you identify the call, assign the callback and confirm that it was resolved?

If the answer is uncertain, the gap is not simply in the telephone system. It is in the customer process
around it. That is the right place to begin.

A sensible next review

Repeat the five-day audit after a material routing change, office move, staffing restructure, connectivity
change or new voice-platform implementation. For a stable environment, a shorter periodic test of key
numbers, after-hours rules and continuity routes can keep small configuration changes from becoming
customer-facing failures.

This report provides general educational guidance. Technical, contractual, privacy and legal requirements should be
confirmed for the organisation’s specific systems, suppliers and operating context.
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