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MONITORING AND RECORDING SOLUTIONS

Improving the Effectiveness of

Call Monitoring —

It's More Intuitive Than You Think!

By Dina VANCE

f your call center is like most, your organization spends tremen-
dous amounts of time, effort and money on call recording and
monitoring for quality assurance. However, if you wonder how
best to use that information to change performance at the point
of contact and create a better customer experience, you're not

alone.

In a recent study, SQM Group found
95 percent of call centers have a formal
call monitoring program and on average
monitor six calls per representatives per
month. That statistic is impressive be-
cause seven years ago, less than 50 per-
cent of call centers deployed effective
call monitoring programs.

However, SQM also found that al-
though the call center industry has for-
malized the call monitoring process, it
has had little or no impact on customer
satisfaction and first call resolution
(FCR). In fact, the study showed that
only 20 percent of call monitoring that is
conducted impacts customer satisfaction
ratings and only 17 percent of represen-
tative call monitoring ratings actually im-
pact FCR — significantly less than
anticipated based on the investment in
these technologies.

So why do call centers continue to in-
vest in monitoring? The answer is sim-
ple. It’s not the monitoring itself, but
the information that can be gleaned
from it. This information can be com-
municated to the frontline, impact per-
formance and ultimately improve the
customer experience.

How can you improve the monitoring
process, and more important, translate
that into more effective customer service
and higher levels of FCR?

Why Call Monitoring
Hasn’t Been Successful

At most organizations, call monitoring is
a very literal process. Quality assurance
(QA) departments monitor for the presence
or absence of certain behaviors. They tend
to listen for specific statements or words
to see if they exist. For example, a behavior
often looked for in monitoring is the use
of an “I can” statement for every call. The
literal interpretation of this behavior is to
listen for the actual words “I can” versus
the intuitive interpretation of this behavior
which takes control and ownership of the
call. The actual words could be “ab-
solutely,” “I would be glad to” or “my
pleasure to help.”

In short, having a representative inter-
pret the process or model literally won’t
effectively drive a positive customer expe-
rience. This is one of the underlying fac-
tors behind SQM’s findings. The key to
improving your monitoring results is to fo-
cus on the rep’s and evaluator’s intuitive
interpretation of the customer experience
versus focusing on a strictly literal account
of the words used and call flow.

Coaching is the Key

The only way to make the investment
in call monitoring pay off is through coach-
ing and development for both reps and QA
evaluators.

Monitoring without coaching is like
walking blindfolded in the dark. You’ll
reach an end point, but the likelihood of
achieving the results you want is slim. To
see if your current coaching process is
working, ask your reps, “What are you do-
ing differently as a result of your last
coaching interaction?” The answers will
tell you if your quality process is on target
and more important, if the critical infor-
mation gleaned from the monitoring
process is reaching the frontline and chang-
ing performance.

Last year, Ulysses Learning evaluated
more than 50 call centers to see if their
monitoring and coaching process was mo-
tivating reps to achieve new levels of per-
formance and creating a better customer
experience. Less than 20 percent of the
organizations were achieving this goal on
a consistent basis. The findings showed
that most organizations implement coach-
ing processes on an as-needed basis with-
out consistency and often vacillate
between the literal and intuitive interpre-
tation of the behavior. To be successful
in 2008, call centers need to coach intu-
itive behaviors in a focused, prescriptive
and consistent way — no matter what time,
resource or daily fires arise.

How to Coach Effectively

Once you’ve monitored and recorded
your representatives’ calls and analyzed
that information, you then need to take ac-
tion. You can’t expect agent performance
to improve simply because they are being
monitored. The best way to improve per-
formance is through coaching.

In order for coaching to work, it needs to
be focused and timely. Organizations that
employ effective coaching follow four ba-
sic principles, as follows:
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* Provide timely coaching within a
reasonable time after the call

* Focus on one pivotal behavior to ensure
the greatest impact

* Provide constructive and focused
feedback

* Provide the feedback consistently
with dependable follow-up.

Another important element is consis-
tency. Everyone at the call center who
coaches performance needs to follow the
same coaching process. The coach should
give feedback that is specific and targeted
based around the behavior that will pro-
vide the greatest impact on the outcome of
the call. By focusing on a single behavior,
the coach won’t overwhelm the represen-
tative with too many things to change at
once. And by doing it in a constructive
way, the rep will be more likely to accept
and apply that feedback.

Here is an example of coaching that is-
n’t effective, along with a way to im-
prove it. If a coach was monitoring a call
where the rep missed a sales referral op-
portunity, an untrained coach might say,
“You missed the opportunity to sell the
customer an additional service.” The
downside of this type of a statement is
that it doesn’t offer a better, alternative
solution or tie the impact of the rep’s be-
havior to the outcome of the call.

Instead, the coach should focus on
where the rep missed the opportunity,
which is the pivotal behavior. The coach
could say, “I°d like to share an idea that
has helped others improve sales by build-

ing a product need from what customers
say in the conversation. The customer said
their son is applying to college and they
are worried about how to pay for it. When
hearing the clue that the son is going away
to school, it suggests that the customer
might need a school loan or line of credit.
By not picking up on this, we weren’t able
to offer the customer valuable choices.”

Then, the coach can offer a specific
suggestion for future calls by saying,
“Next time, when you hear this clue, ask
a question such as “You mentioned your
son is going to college and you are wor-
ried about how to pay for it. May I share
some alternatives that other parents have
found helpful to fund their children’s ed-
ucation?’” As you focus on these types of
clues, you’ll find it will help you pose the
questions that best address the customer’s
needs. Give it a try. I’ll check back with
you tomorrow to see how this suggestion
worked for you and answer any other
questions you might have.”

With this constructive, interactive
process, the representative would walk
away from the coaching session with an
understanding of how to better manage a
specific situation — and ultimately improve
the customer experience in future calls.

Using Coaching and Training to
Improve Sound Judgment and
Customer Service Skills

As a result of recent monitoring, many
call centers are reporting that representa-
tives are missing sound judgment and de-
cision-making skills — two crucial skills

associated with improving the customer
experience.

In order to make intuitive decisions,
reps should take control of the call, focus
on the customer, get to the root of the is-
sue, come up with an appropriate solution
and solve the issue. Giving them latitude
to use their intuition and judgment, rather
than forcing them to use an “I can” state-
ment, increases their rate of first call reso-
lution and improves customer satisfaction.
Plus, the reps get to the essence of the cus-
tomer issue more quickly, increasing their
productivity.

Improving Skills Through
Simulation-based e-Learning

The best way for representatives to
learn these intuitive judgment and cus-
tomer service skills is by doing, but not at
the risk of having them practice on actual
customers.

Instead, simulation-based e-Learning al-
lows individuals to learn in a safe envi-
ronment, make mistakes, get feedback,
learn the impact of their effective or inef-
fective use of the skills and then try again.
By using this learning method, they can
develop both the skills and confidence
needed to deliver consistent quality ser-
vice without jeopardizing valuable cus-
tomer relationships.

Making the Most of
Your Monitoring Data

Bringing the entire process back full
circle, once you’ve made changes to the
coaching process, it’s time to address the
data obtained from call monitoring. Orga-
nizations need to examine the information
to track trends at a team and company
level, not just at the individual level. Do-
ing so on all three levels lets you look for
trends around learning opportunities and
customer experiences.

To stay competitive in 2008, organiza-
tions need to first take a broader look at
monitoring data. Then, they need to com-
municate the feedback, provide develop-
ment where needed, stay focused on
coaching and continually analyze the data
for ongoing improvement.

If organizations can improve the entire
customer experience by empowering reps
to make better decisions and reward them
by evaluating them qualitatively, they’ll
prove the prevailing research wrong — and
most important, find that call monitoring
definitely makes sense. (Cp
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About the author: Dina Vance (dvance@ulysseslearning.com; 704.943.5800), Senior Vice President of Ulysses Learning, is a widely
respected thought leader on developing and leading contact center staff and a pioneer in improving performance of contact centers.
Ms. Vance was responsible for the ground-level start up of two contact centers before managing the call center division for an
international consulting and training organization. She has worked with Fortune 100 companies to optimize their call center performance
through focus on results, people and process. She has served on the executive and advisory board of the Call Center Industry Advisory
Council (CIAC), American Bankers Association (ABA), and Contact Professional magazine.

The Ulysses Learning Story...

A Greek shipping magnate who was passionate about training, education and technology wanted to invest in and advance
the future of corporate learning. So in 1995 he formed a new company — Ulysses Learning — and, in the spirit of the epic
Greek poem, our own “odyssey” began.

The first stop on the journey was to select the best, most experienced senior executives to navigate our course and charge
them with a unique mission to search industry wide to:

1. identify the areas of business that could benefit most from developing human performance through technology-
enabled training and related services;

2. uncover the toughest barriers to improvement; and

3. assemble a world-class team of experts to develop the best combination of training solutions to achieve and
sustain demonstrable performance results.

Thanks to Ulysses’ blue-chip team - top business professionals, thought leaders, and consultants; performance improvement
and training experts; cognitive scientists; and industrial/organizational psychologists — we have accomplished this mission.

Our research identified contact centers as an opportune place to begin developing frontline judgment and customer interac-
tion skills. These two critical elements, when developed effectively, improve service, sales and coaching performance and
achieve higher levels of revenue and customer loyalty results.

To that end, we developed the CallMentor® Learning and Performance Improvement System - simulation-based e-Learning
intelligently blended with facilitation, coaching and performance improvement consulting.

Today, CallMentor is the contact center industry’s most recognized training solution, winning 10 consecutive Product of the
Year Awards, among other industry distinctions and honors.

Ulysses has grown to be an international learning and performance improvement company serving industry leaders commit-
ted to improving their sales, service and customer loyalty at all points of customer contact. And, as our “Ulysses” name
implies, we continue our journey with our clients to seek and develop the best possible combination of performance
improvement methods and processes that produce measurable results and sustain the test of time.
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