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Executive Summary

In today’s challenging economy, contact center managers are expected to meet seemingly impossible demands
and are pulled in multiple directions by conflicting priorities. The executive team demands high levels of customer
satisfaction while at the same time increase revenues and control costs. How can a call center manager reconcile
these seemingly opposing goals?

One solution is to implement a comprehensive performance management process. Agent salaries represent 60%
or more of a contact centers budget, so improving the productivity of your customer facing agents can result in
significant increases to the bottom line. Closed-Loop Coaching is a framework, enabled by technology, for
implementing a comprehensive performance management process.

Closed-Loop Coaching is a process to baseline, evaluate, and develop call center agents and the supporting tools
used to interact and get results with customers. Companies “close the loop” by an ongoing process of
measurement, action, and re-measurement until the desired results are achieved. Additional benefits are derived
when companies “close the loop” with ties to the recruiting, hiring and onboarding process.

In this paper, we will explore some of the challenges common to contact centers and the costs associated with
those challenges. Then we will introduce the concept of Closed-Loop Coaching and show you how implementing a
comprehensive performance management process can result in a powerful return on investment (ROI) for your
organization.

Contact Center Challenges

In a survey of 250 contact center managers conducted by Aspect, managers were asked “What are the key

obstacles to achieving your performance goals?” Responses are summarized here:

What are the key obstacles to achieving your goals?
(all that apply)
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It is interesting to note that each of the challenges listed above are items that can be directly improved by
implementing a comprehensive performance management system. Let’s take a look at each of these challenges in
detail:

Agent Attrition. Attrition is often cited as the #1 challenge in any contact center, and the associated costs are
staggering. The cost of recruiting and hiring a new agent is estimated to be between $5,000 and $15,000. Agent
salaries are just a part of the cost (See the section, “The High Cost of Agent Attrition” for more information).

Agents Lacking Skills and Knowledge. Agent skill set and knowledge can be directly improved by a
comprehensive closed-loop performance management system. A complete definition of Closed-Loop Coaching is
located in the next section, but in general, Performance Management systems are designed to improve agent
performance by clearly illustrating to agents exactly where their performance falls below, meets, or exceeds
established criteria for success.

Not Enough Resources. This is a cost issue, driven by the high cost of hiring and staffing the contact center, and
directly affected by attrition. A performance management system will reduce costs in several ways; see the section
on ROI for more information.

Agents Not the Right Personality Fit. Maintaining proper staffing levels in a contact center is almost always a
challenge, and seeing too many empty seats on the call center floor leads some managers to aggressively “sell”
the job to candidates, many of whom do not have the skills to produce in the high-stress call center environment.
One of the tenets of Closed-Loop Coaching is to reduce hiring mistakes by incorporating examples of customer
interactions and evaluation metrics into the recruiting process to help ensure the best fit possible between the
candidate and the call center position (see the section titled, “Closed-Loop Coaching and the HR lifecycle” for
more details).

Conflicting Goals. A key step in the performance management process is aligning the goals of the agents with
the corporation’s goals, so agents are evaluated by standards that reflect the company’s overall objectives. Of
course, some traditional contact center key performance indicators (KPIs) are naturally conflicting, such as the
desire for reduced average talk time vs. high customer satisfaction. These measures have to be considered
carefully to determine a “happy medium” as a basis for agent evaluations.

Lack of Budget. See above recommendation, step 3.

The Closed-Loop Coaching Process

Closed-Loop Coaching is a comprehensive performance management process used to baseline, evaluate, and
develop call center agents and their supporting tools. Closed-Loop Coaching leverages audio and screen
recordings as a strategic advantage to maximize agent productivity, reduce agent attrition and onboarding time,
and ensure the best possible hiring decisions.

dvsAnalytics’ Viewpoint on Closed-Loop Coaching in a Performance Management Context:

Closed-Loop Coaching is A PROCESS, not an event. Measurement, review, coaching, and reassessment
must be integrated into the company’s culture and continued on an ongoing basis to effect long-term
change. Imagine going to the gym once. Would that put you in shape? Of course not, it's only with regular
and repeated workouts that you improve.

Closed-Loop Coaching MUST EXTEND to include the workflow of your sales and service processes. Every
organization has a unigue sales or service workflow. Ideally this workflow is defined, at a high-level, by the
KPlIs of the organization, as well as the supporting systems used. A key offshoot of Closed-Loop Coaching
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is ensuring that agents are trained in the proper usage of such systems.

Closed-Loop Coaching considers the ENTIRE HR LIFECYCLE. Closed-Loop Coaching provides a set of
functions that help improve the hiring process, from both the employers and prospective employee’s
perspective. Many poor hiring decisions are made because the candidate is not given a thorough grasp of
exactly what the job entails on a day-to-day basis.

Agent performance feedback MUST be timely. Critical to the coaching process is timeliness; i.e. agents must
be coached as soon as possible after the interaction has occurred for maximum learning and retention.

Recognizes that all of us LEARN differently. Some people respond to hands-on training, some respond to
reading, some to formal or informal training and coaching sessions. Closed-Loop Coaching allows
supervisors to train by example by showing agents specific areas for improvement and letting them hear
for themselves where they can improve.

Reinforces a CULTURE and COMMITMENT to continuous improvement. It is critical that Closed-Loop
Coaching be embraced and communicated from the top-down, and integrated into the culture of the
company. By supporting a culture of success, supervisors can ensure a positive, competitive, and winning
attitude among call center agents.

The Closed-Loop Coaching Process

Record and Measure
Performance
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Let's take a closer look at each of the steps in the Closed-Loop Coaching process.

1. Plan and Establish Goals/Metrics/KPIs. The first step in the process is to establish goals will most likely be
revenue related. In a service environment, typical goals include first call resolution, average call handle time, and
average talk time.

This information will be used to create an agent evaluation form that reflects KPIs of greatest importance to the
organization.

2. Review Results. The second step is needed to determine where each agent is in the performance hierarchy.
One method for segmenting agents is to “triage” them into three groups — the best performing 20%, the worst
performing 20%, and the middle performing 60%. This serves as a baseline for measuring group performance in
addition to individual agent performance. Team performance can also be measured against individual and entire
contact center averages to derive accuracy.

An alternative, and arguably more effective, method of agent segmentation involves separating agents into 4 tiers,
as illustrated below:
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This scenario accounts for the fact that some agents have a great attitude but lack functional skills; perhaps these
agents (Troopers) should get priority training over other agents whose attitude is poor. Some agents possess
strong functional skills, but their attitude may be sub-par (Poor Job Fit); if their sales results are outstanding, you
may want to coach these agents to improve their attitude. However, changing someone’s attitude is extremely
difficult and rarely accomplished, so in most cases you will want to reassign or terminate these agents.

Agents who have a bad attitude AND poor technical skills (Hiring Mistakes) should be terminated as quickly as
possible, as these agents are a drain on resources and negatively affect all contact center staff. Finally, High
Achievers should be rewarded, recognized for their success, and modeled for examples of the “right way” to work
with customers.
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Regardless of what agent segmentation method you deploy, this process will give you a clear picture of which
agents need and could benefit the most from additional coaching, training, and mentoring.

3. Record and Measure Performance. In this step, agent/customer interactions are recorded using dvsAnalytics’
Encore™ Enterprise Suite or other call recording systems. To obtain the most comprehensive evaluation, agent
desktop screens should be recorded along with the audio. Some companies record 100% of interactions; some

record a smaller and random percentage of calls. These recorded calls will provide the raw material for conducting
agent evaluations.

4. Evaluate and Analyze Performance. In this crucial step, selected agent interactions are evaluated based on
the KPIs specified in the planning stage. The goal of this step is to identify WHO to coach and WHAT
developmental areas they need coaching on. The evaluation scorecard should include a mix of operational must—
dos as well as sales or customer service specific areas. Each category on the evaluation form serves as a
reference point to specify training needs for that particular agent. Most full-featured agent evaluation systems
include the capability to email a completed evaluation form along with the appropriate recording so agents can
immediately hear, for themselves, what areas need improvement, and simultaneously see their score for that
particular interaction.

& Form, - Customer, Service [preview] (revision=2) g@
| Linda Carmichael g
Qpening 50.0% | Offer Solution 66, 7%
Explore the Meed 27.5% | ProfessionalismfCall Handling 75.3%
Comrunicakion 85.3% Tokal Score B85.1%

£ Agent performance ] Business inteligence |

Gireeting l Call Information | Closing |

[Uses Standard Question Yes Mo i
|‘v'erified appropriate cuskomer information Yes | Mo
|Established a reason for the cal Blves | Mo

|Restated or paraphrased the cuskomer issue or c... W
[Use effective questioning technigues to accuratel... ([ E [wa| & | F ﬂ
[Stated & wilingress and abilicy to help IEM
[ssisked customer with solution implementation and IEM
[Fromoted value in the Form of website help bools W
[allowied the customer ko speak without inberruption EM
| [ 11 [ [ H——
[swoided having the customer repeat themselhves IEM
|Speaks with an energetic tone of voice IEM N

W
[Ncad nbracas Fhat ara nacikive and el brosladas L E Tue e BRI o | 5

|shows confidence by speaking with certainty

Alwayz need to establizh a reazon for the call. Review effective questioning
technigues module immediately.

L s J(00000)
|
/

OO 0
Fail | End session Ewaluator: |administrator

Figure 1. A typical agent evaluation form.
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5. Coach and Change Processes. In this step, action is taken to improve the agent’s skills in areas identified as
weak in the evaluation step, and to reward agents who exceed their performance goals. These actions may
include:

a. Coaching in one-on-one, informal sessions
b. Formal training sessions

c¢. Modify supporting tools — this is one of the extra powerful benefits of including screen recordings along
with audio. In many cases, inefficiencies and flaws in the agents’ desktop applications can be improved for
greater productivity throughout the call center.

d. Rewards and recognition of top performers help build a culture of success. Many agents consider
recognition from their managers and peers as being even more important to them than salary earned.

At this point, after the changes in step 5 are made, the agent is reassessed to see iffhow his/her performance has
improved based on the actions taken. If performance has improved then the supervisor is free to work with other
agents; if not, the agent should be re-coached in areas of weakness. Once poor performing agents have been
through the cycle of re-training and re-coaching, at some point it may become necessary to weed out the agents
who show no propensity to move towards improvement, and let them go or reassign them to other positions within
the organization.

“Coachi ng t PAeritiabcamgpbnens af the Closed-Loop Coaching strategy is to ensure there is
consistency and full participation among the supervisory staff. Other items to be measured include the number of
evaluations completed per agent, and the timing and durations of those evaluations. At what time of day or what
day of week are supervisors conducting evaluations? Does the timing affect the evaluation scores?

Similarly, it makes sense to have different supervisors evaluate the same call to ensure calls are being evaluated
fairly and consistently. This calibration is important to ensure agents are not given mixed messages about their
performance. Consider setting up calibration sessions where supervisors and coaches prepare in advance by
scoring complete interactions and then comparing evaluation results. Any significant gap between how aspects of
the calls are evaluated requires further investigation until supervisory staff can agree on exactly what attributes
reflect proper scoring in each category.

The Closed-Loop Coaching Process

One of the key foundations of the Closed-Loop Coaching process is that the review and evaluation process must
extend to include the recruiting, screening, and hiring and training process. By integrating the two processes,
organizations will make better hiring decisions and experience reduced attrition. In order to make the integration
successful, we recommend:

e During the recruiting and interviewing process, shear audio/screen recordings of successful interactions
with prospective candidates so they can better understand the dynamics of the calls they will be involved
with.

e Show prospective candidates the reports that reflect what they will be measured on. This gives candidates
a real-life assessment, and a better understanding, of the responsibilities associated with the position.

e Share actual evaluation forms with candidates to show them exactly how their performance will be graded.
This alleviates any surprises that may come up once the agent

e Use recordings of customer/agent interactions in training programs to help illustrate key aspects of a
successful interaction, as well as to find opportunities to improve and streamline agent desktop tools and
workflow processes.
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The High Cost of Turnover

Most contact center managers intuitively know that attrition is one of their worst enemies -- in addition to negative
effects on overall call center morale and culture, monetary costs can be significant. Below is a summary of the
direct and indirect costs associated with agent turnover:

Direct Costs:

e Recruiting, including costs for advertising open positions and HR and supervisor time spend setting up
interviews, checking references, and processing paperwork

e Personnel agency referral fees

e Training, including orientation, initial and subsequent training. Includes orientation to the enterprise, call
center, job and team

e Overtime: In a high-turnover environment, current employees may need to work additional hours to
maintain customer satisfaction metrics

e Unemployment insurance costs and other city/state/local government paperwork filing

e Legal costs in case a former employee elects to file any grievance against the organization

Indirect Costs:

These costs may not show up as line items on a Profit and Loss Statement but the costs are real and should be
included in any cost assessment.

e Supervisor time: New hires generally need more attention from supervisory staff, which is a wasted
expense if the new hire leaves the company. In addition, supervisor time spent with new hires takes away
from the time they are able to spend with more experienced agents, or with customers, affecting overall
productivity, coaching and service levels

e T time to set up and configure computers, phones, headsets and other hardware

e Loss of business: Poor customer service can result in lost sales and customer defections to competitors.
This includes lost customers due to lower service quality, decrease in productivity of all resources involved
in recruiting, hiring, training and orientating new hires and lost opportunities because of diminished
resourced in the center (i.e. abandoned calls, lost sales, etc.).

As you look at all the costs associated with attrition, you can see that even small improvements in retention can
have a dramatic effect on the bottom line. For example, most call centers experience turnover rates of 30% or
more annually. Assuming you have 200 agents, with a 30% attrition rate and a cost to hire of $5,000, the hard cost
of attrition is at minimum $300,000 per year.

Implementing a comprehensive performance management process will help to reduce the significant expense
associated with agent turnover.

The High Cost of Turnover

The ROI of Closed Loop Coaching can be calculated by taking the cost savings and increased revenues
associated with each of the areas below and dividing the total performance management tools investment by the
total revenue increase.
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Reduced Attrition is achieved through improved hiring decisions, reduced voluntary terminations, and a greater
ability to identify and test for key hiring attributes for success. dvsAnalytics’ empirical data suggests that a 25%
reduction in attrition is reasonably achievable, so if this reduction is multiplied by the cost to hire a new agent
($5,000 - $15,000) the cost reduction can be significant.

Reduced “Time to Competency” is defined as the number of days it takes an agent to become proficient as the
average performer within the contact center. Typically, time to competency is 60-150 days depending on the
complexity of the product and/or service involved. Reduction in this time is achieved by using best practices clips
for training, the immediacy of coaching tips and reminders, and automating the coaching process to ensure agents
receive timely and relevant training, and coaching.

Increased Sales Revenue is achieved by a combination of coaching, identifying and using best practices clips for
training and motivation, implementing a framework for an automated feedback process, and building a culture of
accountability and success.

Reduced Errors and Omissions are attained through a combination of improved training on desktop applications,
improved quality monitoring, and reduced attrition, so veteran employees who are less likely to make mistakes.

In addition to these hard benefits, there are a number of “soft benefits” derived from deploying a comprehensive
performance management system:

e Increased customer loyalty

e Enhanced customer satisfaction

e Reduction in customer attrition

¢ Increased sales referrals

¢ Reduction in customer call-backs and abandoned calls

¢ Reduction in agent absenteeism

Could Your Call Center Benefit from Closed-Loop Coaching?

If you answer “no” to most of the questions listed below, then your organization could probably benefit from
implementing a Closed-Loop Coaching process:

e Do you record 100% of voice interactions?

e Do you record desktop screens to understand use of supporting systems?

¢ Have you established a formal process to communicate feedback to your sales and/or service team?
e Do you tie that feedback to your rewards/compensation system and performance metrics?

e |s that process formally communicated in the screening/hiring process?

e Do you have a separate process to provide feedback to supervisors and performance review team
members?

e Have you automated your feedback processes?

e |s your training realistic and engaging?

Improving Agent Productivity with Closed-Loop Coaching 9



Request a dvsAnalytics Discovery and Assessment

e A dvsAnalytics Discovery and Assessment is a comprehensive assessment of your contact center status in
the following areas:

e Current technology infrastructure and its ability to support an effective performance management process

e Analysis of your company’s business goals and how effectively your contact center workflow reflects and
supports these goals

e The gaps in technology and processes you need to address in order to achieve success in meeting key
performance indicators

e A Discovery and Assessment consists of meeting with your company's key personnel from sales,
marketing, technology, including contact center supervisors and agents. Based on this discovery process,
dvsAnalytics will provide specific recommendations for improving your performance management process
that will reduce attrition, increase sales revenue and improve customer satisfaction.

dvsAnalytics is dedicated to providing contact centers with reliable, efficient solutions. Our core contact
center product line includes:

e Encore™ is the most powerful data/call recording, logging, and management system for contact centers.
Encore records the audio portion of the agent-customer interaction. Supervisors can listen to every
conversation in real-time, providing them with insight into the entire customer interaction and enabling
them to provide their agents with timely feedback and coaching suggestions. Works seamlessly in single
server Windows operating systems for efficiency and to simplify system installation, administration, and
expansion. VolP enabled.

e Encore CenterPlus™ integrates monitoring, evaluation, reporting, and coaching tools. Merges work-force
management, training, payroll, ACD, and MIS system data with advanced agent reviews and statistics.

e Encore Portfolio™ revolutionizes report generation and distribution. Seamlessly integrates with Crystal
Reports.

e Encore Screen Recorder records the agent desktops while the agent assists clients, or for a set period
after the call has ended. Opens valuable agent coaching opportunities and insight regarding software
usability and procedural efficiency.

About dvsAnalytics

dvsAnalyticss a leading provider of agent productivity and analytics solutions for enterprises and contact cente
more than 25 years organizations have relied on dvsAnalytics proven technology, innovative solutions, anc
services to develop their workifoe, optimize the customer experience, and improve productivity.

Corporate Headquarters Phone 480.538.7750
dvsAnalytics, Inc. Email sales@dvsAnalytics.com
17255 N. 82nd St., Suite 4 Web www.dvsAnalytics.com

Scottsdale, AZ 85255
United States
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