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OVERVIEW

The practice has two main components: 1) a classroom experience that is a hybrid of Instructor Led Train-
ing (ILT), Computer Based Training (CBT), and interactive gamification; and 2) a six-month series of webi-
nars designed to deepen retention and build a peer-group community.






NEEDS IDENTIFICATION

The practice was initiated to fill a gap in existing curriculum. However, as the result of a separate orga-
nizational assessment, it became clear that the practice could - if done right — drive needed change en-
terprise-wide and improve business metrics. With this compelling rationale, we halted development and
returned to the drawing board with more strategic objectives based on the organizational assessment.
The result was a complete overhaul of the theory-based leadership training event to a multi-dimensional
curriculum designed to fundamentally reskill the supervisor corps.



CORPORATE STRATEGIC GOALS FROM 2014 ANNUAL REPORT



DESIGN APPROACH

Two ideas became the bridge between needs identification and design. The first was that the role of call
center supervisor in our particular organization comes down to “the what” and “the how” of the job: spe-
cific tasks to be accomplished (what) and managing personal impact on agents while doing those tasks
(how). The second idea was that it should be easier for supervisors to coach agents than not to coach
them. Meaning, we should connect the dots between coaching and 1) business impact (metrics) and 2)
quality of daily life for the supervisor (more skilled agents equates to fewer calls escalated to supervisors,
lower call volume, etc.) in such a compelling manner that coaching will be the obvious best answer.



GAMIFICATION

The concept of gamification is to introduce game elements to a nongame situation, and can transform a
“death by Power Point” classroom experience into a highly engaging, interactive one in which learning
occurs during game play. Replacing pages of content with a familiar game the learner may have played
during his or her youth not only brings back nostalgic feelings, but allows the learner to scaffold their ex-
pertise in any given area through levels, badge rewards, and scores. Having previous mastery of and fa-
miliarity with a board game, game show or card game allows the learner to have more confidence when
progressing through new or difficult content because they already understand the end goal and how to
achieve it...independent of the subject matter.
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EVALUATION STRATEGY

Our selected evaluation strategy employs Kirkpatrick’s Methodology because this model is suited for mea-
suring Return on Expectation (ROE). We felt it would ensure visibility into the true impact of our solution.
The model has four stages: 1) Evaluation Planning, 2) Data Collection, 3) Data Analysis, and 4) Reporting.
This table details phase 2 and depicts what data was collected, how it is collected and frequency in which

itw

ill be collected.

Data Collected

How Data is Collected

Evaluation Frequency

Reaction and Planned Action

Survey (paper)

End of days 1-3

Perceived Learning

Self-assessment (paper)

End of day 5

Application of knowledge, skills,
and abilities relating to problem
solving, coaching, labor relations,
prioritization, and emotional
intelligence

Survey (electronic-survey
monkey)

30, 90 and 180 days post training

Change in team scorecard (AHT,
Adherence, Quality)

Supervisor scorecard operations
report

30, 60, 90, and 180 days post
training

Change in time supervisors spent

coaching agents Operations report Monthly
Change in Attendance, and CSAT i

(customer satisfaction) Monthly operations reports Monthly
Decrease in agent transfers to Survey/focus groups Monthly

supervisors

A

Change in employee
engagement

Survey (electronic)

Bi-annually? Annually?




RESULTS: BEFORE & AFTER

As a result of applying knowledge, skills and abilities from the practice implementation, there has been an increase in several key business
drivers. Absenteeism, while not immediately improved is currently trending down. However, the Customer Satisfaction Composite, agent
coaching hours and Quality Assurance scores have all spiked upward since the practice was implemented.



RESULTS: BEFORE & AFTER (CONTINUED)






PARTICIPANT QUOTES ON DAY 5

“I got more insight with the pemnnaﬁty and EQ_

and it has made me more aware thnw] will be “Ineed to be aware QJC‘LTUW | come across
timpacting and ﬂbsm[ﬂg my team. | will be more when ]HHW_]CDCHSECL and manage that.”

gﬂécﬁve with this training.”

“The cc}aching tools will make it more pﬂsiﬁvemand

| will not dread doing it as much.”

1 like the ‘and-not-but’ appmach because when
an agent hears you say ut’ they walt ﬁ}r the other

V1 learned 1 wasn't cnmiﬂg across the way ]

meant to and it was harsh for the agents.” shoe to drop. | can see now how saying ‘you need

to’ triggers agents to be deﬁmsive to maching.”



COMMENTS FROM POST-TRAINING COHORT CALL

COACHING

“The 6-Step Cﬂaching Formula saves time because it isn't so combative. The ﬁ:ucus is on what the agent hears on

the call and not on me te[[[ng them they did it wrong. They hear it ﬁ:r themselves instead.”

“My agents aren’t shuﬁing down in machiﬂg now, ’they are more open because it is actual cc}aching not plmish—
ment. We didn’t mean to berate them before but the QA score was driving it. Now we focus on the positive,
“here’s what you did rea“y well, and here’s what you can improve, rather than “this is what you need to do.

Agents are respﬂnding toit.”

“1 vealized that we want the agents to have a smile on their face when th\ey talk to the customer..we need to have
the same smile when we talk to the agents.”

“1 have an agent who talks very monotone and T've told him over and over but ﬂc}thiﬂg chaﬂges. When 1 asked
him to tell me what he was hearing on his call rather than Just ’re“ing him, he p::rinted it out!”



COMMENTS FROM POST-TRAINING COHORT CALL

EMOTIONAL INTELLIGENCE

“I've had a [Jreakthmugh with one cgf my agents who a[ways puts me on ec[ge, she’s ﬁ'ustraﬁng. Aﬁer class 1 tried
a diﬂ‘ﬁl’ﬁﬂt appmach; | stepped back and asked her to talk instead cf reacting to her dgfﬂlsivﬁness...] took her
reaction out uf my reaction and now we have more conversation and it's wﬂrking better. 1 talk to her dgﬂrerenﬂy

now and she’s noticed, and now she is coming around.”

“l noticed when I'm stressed 1 stay behind my desk, and my agents see that, because Tlﬂl"ﬂlﬂ[[}-" I'm all over the
place. So 1 need to reassure them Euer}rth[ng IS ﬂl':ta}f.”

“l notice that when agents see me coming they look around to see what they did wrong. Now | “touch” every agent
and p[ﬂ}r‘ around, like 1 might move someone’s pen to the [eﬁ side c_lf their desk Just to show they don't worry when

they see me coming.”

“The peer ﬁ:edback 1 got n class F‘E&[[}-’ he[ped me out — now | am trymg not to sound robotic when I'm in a
hurry."



SUPERVISOR COMMENTS 30-DAYS POST TRAINING

Agents are ta{king more n cuaching; 90%0 agent ta“eing; 10% me. One qf the most stubborn agents who
doesn’t care about dead air, etc., tﬂday she’s identiﬁfing dead air and opportunities. Ai[muing my emp[uyees to

talk more and understand more; their [Qﬂ] scores are increasing.

Agents appreciate business metrics more, and see the impact ﬂf their Eiﬁ'ﬂl"—ﬂ&“ work as deﬁnitefy beneﬁcial ;
agents now can quote the stats to me and seem to be enjoying it so far.

Majority qf agents are more in tuned with how they can do things better and how behavior tmpacts speciﬁc met-
YICS; they were so used to us pu[[ing up the infuvmatiﬂn, now they are pointing things out. The way the ques-
tions are worded makes them think harder. That's how majority qf my agents have respanc[ec[ to (t.

We refermce EQat least dai[}r now. It's heIpiﬂg us to be more aware. ﬂﬁer we've ﬁgm'ed out our persana[ity

types, we are working to work better with different agents. We are more aware of owr impact versus intent.



SITE MANAGER COMMENTS 30-DAYS POST TRAINING

Everyone has taken hold Df the traming and are using it which is the
best thing that could happen, they continue to use what they learned
in training; deﬁn ite[y positive th Ings that were be[ng done.

It's been very positive; QA has a{ways been a ﬁ:-cus; this training
went hand-in hand with what we are a{ready duing and has
enhanced our skillsets. Look ﬁ:nﬂua}'d to seeing more meetings
like thisﬁ:-r deve{uping OUY SUPEYVISOTs.



SUPERVISOR COMMENTS 60-DAYS POST TRAINING

Agents like the customer-first piece of it, focusing on behaviors that will make a quality experience for the cus-
tomer; one agent !Jmught up what could’ve shaved 30 seconds qﬂ‘" a call and she is now real[}r begiﬂﬂing to
think about AHT [Average Handle Time] and how customers want quir:k service. She’sfﬂcused on how what she
does tmpacts the customer versus QA [Cll_{&“f}-’ Assessment] points she’s missed.

Agents are more ﬁ:cused on tﬂtaﬁty qf the call, the big picture qf the customer experience rather than QA point
evaluation.

thfi’ry scores are Improving.

Agents are tal'rting more acmuntab[[ity and ﬁﬁling move cnnﬁﬂ[ent; not ﬂaggin gas much or esca[ating calls to
SUpervisors as much.

During the ccraching sesslons, agents go thmugh and anafyze the calls and take a-:-:mmtabi“’ry, dism,ssing what

’rhey want to do next time, etc. and more prepared to see how they will handle the next call better.

The new prucedure is great as it connects the dots ﬁn' the agent; a better connection to thejﬂb they do and the
emotional part, in terms qf how to Improve quality; the connection between SUPErVISOYS and agents is bﬁmming
stronger in how to be prcﬁ*ssiﬂnal and use [pmpriet&ry resources] more.



KNOWLEDGE SHARING & LESSONS LEARNED

We improved the Supervisor Curriculum as a result of the important learnings that came out of the pilot.



