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Most organizations did not plan for the 
communications stack they now run. It 
accumulated: a phone system purchased 
before anyone said “hybrid work,” a video 
conferencing tool added during a scramble, 
a messaging app that spread from one 
department to everywhere, and a contact 
center platform never designed to talk to 
any of it.

The shift toward hybrid and distributed 
work is not a temporary adjustment. 
Gallup’s ongoing workplace research has 
tracked this shift for years, documenting 
how flexible and hybrid arrangements have 
become a durable feature of how knowledge 
workers and many operational teams get 
their jobs done. A communications system 
built around everyone sitting in the same 
building no longer just feels outdated. It 
actively gets in the way of collaboration, 
service quality, and cost control.

Introduction

This guide is written for CX directors, VPs 
of operations, and IT or telecom decision 
makers evaluating UCaaS, either standalone 
or as part of a broader communications 
consolidation. It covers:

• The difference between 
UCaaS and CCaaS

• What distributed teams actually need

• How to make the two 
systems work together

• Security and compliance 
questions to ask

• How to calculate the financial 
case for consolidation

• How to score vendors objectively

• How to plan a migration that 
does not disrupt operations
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UCaaS and CCaaS solve different problems: UCaaS connects your internal 
employees to each other, while CCaaS connects your customers to the right agents 
and manages the queues, routing, and reporting behind those interactions.

See UCaaS vs. CCaaS for a deeper comparison and guidance on when you need both. 
Platforms like ChorusCX that combine omnichannel communications, UCaaS, and contact 
center capability in one architecture exist specifically to remove this integration burden.

Chapter 1: UCaaS vs. CCaaS: Why the 
Difference Matters Before You Buy

What UCaaS actually covers

• Business phone service (voice over IP)

• Video conferencing

• Team messaging and file sharing

• Presence indicators showing 
whether a colleague is available, 
on a call, or offline

• Built for internal and one-to-
one external communication

Why buying the wrong one creates problems:

• Organizations buy UCaaS expecting it to handle contact center volume, 
then discover it lacks real queuing logic or quality monitoring

• Organizations buy CCaaS and assume it will serve as the general business 
phone system, then find back-office staff have a clunky experience

• The fix: define which employees are agents handling customer interactions and 
which are back-office knowledge workers before evaluating a single vendor

What CCaaS actually covers

• Automatic call distribution (ACD)

• Interactive voice response (IVR)

• Skills-based routing and 
queue management

• Omnichannel handling across 
phone, chat, email, and social

• Supervisory tools for monitoring 
service levels in real time

• Judged on metrics UCaaS rarely 
touches, like average speed of 
answer and SLA adherence

https://choruscx.com/ucaas-vs-ccaas-what-is-the-difference-and-do-you-need-both/
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Location-independent voice and presence:

• A call, transfer, or status update should behave 
the same whether an employee is downtown, 
at a regional branch, or at home

• Cloud-based UCaaS makes presence and extension behavior 
a property of the user’s account rather than a desk phone

• This matters when comparing hybrid and fully 
remote staffing models, explored in ChorusCX’s 
analysis of hybrid vs. remote contact centers

Network resilience for home and 
branch environments:

• Adaptive call quality management (codecs 
that adjust to available bandwidth)

• Clear diagnostics when a user’s connection is degrading

• Automatic failover to a mobile number 
if a home connection drops

Centralized number and call 
routing management:

• Multi-site organizations and BPOs managing 
numbers for multiple clients need centralized 
control over which numbers ring where

• Number Manager gives administrators one place to 
provision, route, and audit every phone and fax number, 
rather than depending on carrier portals or spreadsheets

Distributed and hybrid teams need a communications 
system that behaves identically regardless of 
physical location, survives inconsistent home or 
branch networks, and gives supervisors visibility 
into work happening outside a physical building.

Chapter 2: What Distributed 
and Hybrid Teams Actually 
Need from UCaaS

https://choruscx.com/hybrid-vs-fully-remote-contact-centers-in-2026-what-the-data-actually-says/
https://choruscx.com/hybrid-vs-fully-remote-contact-centers-in-2026-what-the-data-actually-says/
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Unified directory and presence across sites:

• A single company directory with accurate, real-time presence 
regardless of which site or device a colleague is using

Mobile and softphone parity:

• Call transfer, hold, conferencing, and voicemail-to-email 
should work identically on mobile and desktop

• A common failure mode is a mobile app that 
drops half the features available on desktop
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1.	 Shared directory and presence between agents 
and back-office staff. An agent should see real-
time availability and transfer directly to a subject 
matter expert, without a dropped handoff.

2.	 Single sign-on and unified administration. 
Administrators should provision a new 
employee’s UCaaS extension and CCaaS 
agent profile from one console.

3.	 Consistent call recording and quality monitoring 
across both systems. Recording and QA need to 
capture the entire interaction, even if a call moves 
between a UCaaS extension and a CCaaS queue.

4.	 Common reporting and analytics data model. 
Supervisors need to see how internal transfers 
affect customer-facing metrics like handle time.

5.	 Number and routing consistency. The 
same centralized number management 
needs to apply across both general business 
lines and contact center queues.

6.	 API and CRM integration parity. Both systems 
should pull and push data to the same CRM.

7.	 Failover and redundancy alignment. Confirm both 
systems have compatible disaster recovery plans.

8.	 Compliance and access controls that span both 
systems. Recording retention, access permissions, 
and audit logs should apply consistently across both.

Chapter 3: Integration 
Checklist: Making UCaaS 
and CCaaS Work Together

Platforms built as a single architecture, such as ChorusCX 
Modules, satisfy this checklist natively because the 
directory and administration are shared from the start.

https://choruscx.com/modules/
https://choruscx.com/modules/
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Data encryption and storage:

Regulatory certifications

Chapter 4: Security 
and Compliance 
Questions to Ask

• Is voice, video, and messaging traffic encrypted in 
transit and at rest? (TLS for signaling, SRTP for media, 
AES-256 for stored recordings is standard practice)

• Where is data physically stored, and can the vendor 
guarantee data residency in a specific country or region?

• See ChorusCX’s Security page for the 
safeguards applied across the platform

• SOC 2 Type II

• HIPAA for healthcare

• PCI DSS for payment data

• FedRAMP for public sector buyers

• Ask to see the actual audit report, 
not a marketing summary

GDPR and international 
data protection
• Consent for recorded calls

• Data subject access requests

• Breach notification timelines

• Cross-border data transfer mechanisms

• ChorusCX’s breakdown of common GDPR 
mistakes covers specific gaps around call 
recording consent and retention periods

https://choruscx.com/security/
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Access control and 
identity management
• Role-based access control

• Single sign-on integration with 
your identity provider

• Mandatory multi-factor 
authentication for all users

• How quickly access is revoked 
when an employee leaves

Call recording, retention, 
and consent
• Default recording retention period, 

and whether it’s configurable

• How the system documents consent 
in two-party consent jurisdictions

Incident response and 
business continuity
• The vendor’s documented 

incident response plan

• Historical uptime record

• The specific SLA they will commit 
to in your contract

Vendor sub-processors
• Which subcontractors the vendor relies 

on (cloud infrastructure, telephony 
carriers, third-party analytics)

• Whether those sub-processors are 
themselves independently audited
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Consolidated state (monthly, illustrative):

•	 Unified platform: $20/seat x 180 back-office = $3,600, plus $130/seat 
x 120 agents = $15,600

•	 IT admin time: 8 hours/month x $60/hour = $480
•	 Total: $19,680/month

Current state (monthly, illustrative): 

•	 Legacy PBX: $15/seat x 300 = $4,500
•	 Video conferencing: $12/seat x 300 = $3,600
•	 Team messaging: $8/seat x 300 = $2,400
•	 Standalone contact center platform: $150/seat x 120 agents = $18,000
•	 IT admin time managing four systems: 25 hours/month x $60/hour = 

$1,500
•	 Total: $30,000/month

Chapter 5: Calculating the 
ROI of Consolidating Your 
Communications Stack
The calculation below is illustrative and should be rerun with your own numbers.

Illustrative scenario: a 300-employee organization (120 agents, 180 back-office staff)
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How to run this for 
your organization:

• List every communications tool in 
use, including departmental tools 
IT may not centrally track

• Calculate the fully loaded per-seat cost 
of each, including support contracts

• Estimate IT hours spent managing 
multiple vendor relationships

• Get a specific consolidated quote based 
on your actual seat mix (agent seats 
with full CCaaS functionality typically 
cost more than basic UCaaS seats)

• Book a demo to get a quote 
tailored to your current stack

Illustrative monthly savings: $10,320, 
roughly 34 percent, or about $123,840 
annualized, before counting indirect gains 
like reduced agent onboarding time and 
fewer mishandled internal transfers.
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Chapter 6: Vendor 
Evaluation Scorecard

Practical scoring tips:

•	 Score every vendor 1 to 5 per category based on documented evidence (reference calls, 
hands-on trials, written RFP responses), not sales claims

•	 Score security and compliance conservatively: a vendor without a current SOC 2 report 
should score no higher than a 2, regardless of confidence

•	 Weight reference calls heavily when scoring implementation and support quality, since 
this is where the gap between marketing and delivery is most likely to appear

•	 Run the scorecard with more than one evaluator (IT, CX, security) and average 
independent scores

Category Weight What to Evaluate

Core functionality fit 20% Covers both UCaaS and CCaaS needs 
without third-party add-ons

Integration depth 15%
Satisfies the Chapter 3 checklist: shared 
directory, unified admin, common 
reporting

Security and compliance 20%
Meets Chapter 4 requirements: 
encryption, certifications, GDPR 
readiness

Reliability and network 
performance 15% Historical uptime, written SLA, 

performance for remote/branch users

Total cost of ownership 15% Run the Chapter 5 calculation using 
actual quoted pricing

Implementation and support 
quality 10% Migration track record, 24/7 availability, 

response SLAs

Scalability and roadmap 5% Ability to grow across new sites, 
countries, or channels
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Chapter 7: Making 
the Switch, A 
Migration Roadmap

Phase 1: Discovery and 
Planning (Weeks 1-2)

• Document every number, call 
flow, integration, and user role

• Surface undocumented routing 
rules that exist only in one 
employee’s memory

• Get the Chapter 4 security 
answers in writing

Phase 2: Design 
and Configuration 
(Weeks 2-5)

• Build extensions, queues, IVR menus, 
routing logic, and integrations

• Submit number porting requests 
early (carrier porting can 
take two to four weeks)

Phase 3: Pilot Testing 
(Weeks 5-8)

• Move a pilot group (10 to 20 percent 
of users) to the new platform 
while the rest stay on legacy

• Identify network issues for remote 
users and integration gaps in practice

• Collect feedback formally 
through structured surveys

Phase 4: Training and 
Change Management 
(Weeks 6-9, overlapping 
with pilot)

• Train agents on call handling 
and queue behavior

• Train back-office staff on directory 
and messaging features

• Train supervisors on new reporting tools

• Communicate why the migration is 
happening to reduce resistance
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Phase 5: Phased 
Cutover (Weeks 9-14)

• Cut over in waves by site or department, 
validating each before the next begins

• Schedule number porting carefully (a 
number that ports before routing is fully 
tested can misroute customer calls)

Phase 6: Stabilization 
and Optimization (Weeks 
14-16 and ongoing)

• Monitor performance data and 
resolve remaining tickets

• Layer in workflow improvements 
deferred during Phase 2

• Revisit the Chapter 5 ROI calculation 
using actual post-migration data

• Keep legacy systems available in a 
limited, read-only capacity for 30 to 
60 days before decommissioning
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Book a Demo

Choosing the Right UCaaS Partner 
for a Distributed Workforce

choruscx.com

+1 480 538 2020

sales@choruscx.com

Book a Demo

Hybrid and distributed work is now a permanent feature of how contact 
centers, BPOs, and multi-site organizations operate. ChorusCX brings unified 
communications and contact center capability together with shared directory data, 
shared reporting, and shared security architecture from the ground up, including:

Book a demo to see how the platform’s modules fit 
your specific stack and requirements.

• Omnichannel communications

• Workforce optimization

• Quality assurance

• Speech and conversation analytics

• Real-time agent guidance

• Number Manager

• 24/7 managed services

https://choruscx.com/book-a-demo/
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