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OK, here it goes. | have convinced Ozzie, the artist behind Call Center
Comics, to draw some original pieces for our In Queue newsletter.
Though | have gazillions of ideas for comics myself, | thought | would
open it up to readers of In Queue to contribute some original ideas
since you are just such neat people. Just think of the daily bizarre
happenings in your call center world each day and how ripe those are
for a comic. So here is how the competition works

1. You submit your idea for a comic to me via email at
David.Butler@nationalcallcenters.org.

2. Give me as much detail as possible, imagine it in your mind, write it
out.

3. 1 will select the top comics from the entries.

4. Ozzie will draw them.

5. The comic will appear in a future edition of the In Queue newsletter.
6. Ozzie and Call Center Comics will retain the copyright to all comics.
7. Your name will be mentioned as the grand idea person behind the
comic in the issue and | might even send you a few goodies for
winning.

60 ldeas in 60 Minutes

Paul Stockford (NACC Advisory Board Member, Saddletree Research,
and essayist for In Queue) asked me to serve on a panel at the ICCM
Toronto call center conference in October this year. Each panelist was
given 1 minute to give their idea for improving call centers before the
next panelist's turn. Stockford moderated and kept time for 60
minutes. | recorded and have transcribed the session with the first
round of ideas is listed below. | will be sharing other rounds in future
issues of In Queue and may even convince some of the panelist to
write an essay for us expanding on one of their one minute ideas.

The panelist, besides me, included:

«Bill Durr, Verint Witness

«Garry Schultz, Sonic Roxio

<Kevin Hegebarth, GMT

<Penny Reynolds, The Call Center School:
«Chris Crosby, Cisco

Round 1

Butler-Fire worst performer, most complaining, and most irritating in
your call center to improve overall morale in your call center.
Durr-Start budgeting process by setting every budget to zero. A
common mistake is to start with last year’s budget and applying some
sort of growth factor.

Reynolds-Let your agents have fun and get together in small groups
and play doctor. Let them come together to cure some verbal viruses
like common uses of the phrases “Um, Ah, and Like.”

Schultz-(in response to Butler) Bottom performers. Good innovation in
bottom performers. Go and talk to them and you may find a diamond
in the rough. Coach, don’t catch.

Crosby-Don’t ask vendors to recreate what you already have. See
what you can do with the new stuff instead of retrofitting it.
Hegebarth-Throw away the scripts. Let the agents take the
conversation. Let the customer lead the conversation. And let the
agent guide the result. Then ask if the customer is satisfied and if they
can help them with anything else.
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In Part | of this essay in the last issue of In Queue (Vol 2, Issue 21), |
introduced the notion that the call center industry can learn a lot from
manufacturing, that the enviable track record of year-over-year (YOY)
improvement in quality, productivity and customer satisfaction was
worthy of study. | also covered the first leverage point: define the
process exactly.

Part 11 of this essay will discuss why the bulk of the improvement
efforts should focus on improving the process itself, not on trying to
improve the agents working on the process.

Improve the process not the workers. A friend of mine is running the
call centers for a Fortune 500 company. He recently was evaluating a
number of outsourcers, some of the biggest names in the industry, to
give a big chunk of his seasonal business to. He asked every one of
them the following question: “lI am giving you this [number] of calls,
with this kind of historical performance for C-Sat, Handle-Time, and
Quality. What are you going to do to improve it for me? In every single
case, he got one and only one response from the potential outsourcers:
“We are going to monitor and coach the agents.”

I am going to ruffle a lot of feathers with this next statement, but I will
go the mat on it: we all need to wake up to the fact that the
one-agent-at-a-time approach to improvement that dominates our
industry will never systematically raise call center output measures.
And even if you could move the needle on those measures, there is not
a positive return on investment (ROI) from the effort.

There are a lot of reasons for this, but one simple one is the
stratospheric levels of turnover in call centers. Your process
improvement efforts and investment are quitting all the time and being
replaced by lower performing agents.

But let’s go back to manufacturing whose track record of improving all
output measures is unassailable. Do you honestly think if you went into
one of the plants that is driving dramatic YOY improvement in quality,
productivity, and C-Sat that you would find them video-taping the
workers and giving them feedback once or twice a month? You would
not. You would find them spending all their energy studying,
experimenting with, learning and improving the process the workers
are working on.

In Part I, | discussed establishing a single process and giving
technology and voice applications to the agents to execute that
process. Imagine the implications of say 100 agents more or less
executing the same engineered process and only varying it as they
need to: perfect quality, optimal handle time, an improved customer
experience and a fraction of the within and between agent variability. It
is almost heaven right there.

It gets better. Because once you have all agents executing a single
process you can continue to systematically improve that process:
reducing pauses and word counts during the call, instantly changing
the process across all seats to eliminate steps the customers don’t
value, automatically updating agents systems so the customer does
not have to wait while the agent does it, automatically reading back
numbers and information to the customers to get confirmation before
passing it to CRM systems to minimize errors and rework, quickly
designing a new version of the process to test on a group of agents to
see if it drives further improvement. If you had this you would be living
in the kind of scientific, systematic, continuous improvement
environment that manufacturing leaders live in.

Even if you do not employ the kind of technical solution described here,
you should still spend the bulk of your efforts improving the process
and spend dramatically less time trying to improve the agents working
on the process. To do this, a new role is needed in call centers.

Call centers leaders have someone to help with all the technology,
someone in charge of all the training, someone in charge of monitoring,
someone in charge of call and workforce planning, and someone in
charge of the agents.

But who owns the call types? Who owns mapping out how each call
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should go? Who owns the results...C-Sat, Quality, and Productivity...for
each call type? Who owns running tests and experiments to try to
improve those results? In manufacturing it would be a process
engineer. The process engineer(s) are responsible for defining,
measuring, and improving the process they are responsible for.

Call center leaders typically do not have this role and that is a key
reason the call center industry does not enjoy the track record of
results that manufacturing does. You can argue that Quality Monitoring
is responsible for all that. Well, are all your call output measures
systematically improving? If they are, congratulations. If not, your
Quality Monitoring organization needs a new game and | suggest it is
spending less time listening to individual agents and more time
experimenting with more effective ways to execute the call process.

In the next issue of In Queue (Vol 2, Number 23) Part Il of "What the
Call Center Industry Can Learn from Manufacturing” will cover the final
key leverage point: give more to and expect more from your
outsourcers.

Call Center Comics (NEW...ish)

WHY WASN'T I PAID FOR
THE OVERTIME I WORKED
LAST TUESDAY?

WHAT OVERTIME? YOU
ONLY WORKED YOUR

YES, BUT I HAD ALREADY
CALLED QUT SICK,
DOESN'T THAT MEAN
THAT I GET PAID FOR
BEIMG ILL, AND FOR
SHOWING UP?

B3 SIS [0 A 0GR

THAT'S RIDICULOUS!
WHAT ARE YOQU
GOING TO TELL ME
NEXT.. THAT I'M NOT
PAID TQ &0 TO
LUNCH?

If you like this comic and would like to see more write Ozzie at
callcentercomics@yahoo.com and visit his website at

http://callcentercomics.com/cartoon categories.htm or just click on

the comic to take you to his page. The NACC appreciates Ozzie letting
us use some of his comics in our newsletter.

To view past issues of In Queue, please click here.

If you would like to contribute to In Queue, please reply to this email
with "Contribute" in the subject line.
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