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Background


XYZ Sporting Goods Company, which has 2,000 employees based in the mid-west, sells sporting goods, outdoor clothing, and camping equipment primarily through three channels--their retail store, an internet site, and a mail order catalog.  Customers who receive the catalog may mail in their orders or phone in their orders to a Call Center of approximately 30 employees.  During the holiday season, from October through January 31st, the company employs an additional 30 people to work in the Call Center.


The company had been growing fairly steadily (10 - 15% annually), however, sales have flattened for the past two years as a result of increased competition and questions about product quality.  The company's quality assurance area has noted a 20% increase in customers returning defective or unsatisfactory products over the previous five years.  The company has introduced a quality assurance program to their manufacturing area in the hopes of reducing product returns.  

XYZ has decided to try to improve sales by increasing their advertising and by introducing a sales strategy to cross-sell products to customers who call in their orders.  In the past Call Center Representatives (CCRs) simply took orders as quickly as possible.  With the new strategy, they are now asked to convince customers to buy more than one product.

The Call Center (CC)


The 30 regular CCRs report to one of two supervisors, Susan Eagerly and Fred Futuro, who report to the Call Center manager, Rob Robinson.  During the holiday season, 30 additional part-time CCRs are hired.  They report to the two supervisors as well.


The supervisors, Susan and Fred, were recently promoted because of their excellent performance as CCRs and their dedication to the CC.  Previously, all CCRs reported directly to Rob, the CC manager.


The CC is a fast-paced environment.  CCRs are expected to handle a minimum of 100-150 calls during an eight-hour shift.  CCRs are expected to get people off the phones quickly, while still being courteous.  Breaks are strictly regulated.  Pay is competitive.  Full time employees get two weeks vacation, a health care, disability and life insurance.


Training in the CC consists of a week-long program, which includes a company orientation, an overview of products, customer service standards, use of the phone system, and entering orders into the computer system.  CCRs receive a job aid, which identifies the 15 elements of a successful call.  

CCRs are very enthusiastic at first.  A seasoned rep mentors new CCRs for the first few months.  Over time, however, CCRs tend to experience "burn out."  They call in sick, and morale suffers.  Morale really nose-dived recently after introduction of the cross-selling and call monitoring programs.


To improve service quality, the CC manager recently started a program of call monitoring.  Supervisors and the manager have the capability of listening in on and audio taping calls without CCR's knowledge.  The supervisory staff then meets with the CCRs to give them feedback on the 15 elements of a successful call.  Susan and Fred tend to focus on areas for improvement, since they assume that CCRs know what they are doing well.  CCRs are very resistant to being taped and being given feedback by people, who recently were their peers.

The Situation


You are a human resource consultant at XYZ Company, and you've been with XYZ for six months.  You provide consulting and services on staffing, training, and development.  You have a background in performance consulting, however, XYZ company is not familiar with performance consulting, and expects HR consultants to be traditional trainers.


Rob Robinson has called and asked you to provide a training program to increase cross-selling.  He knows that people are very busy, and he is certain that this training program will make a big difference.  He mentioned that morale seems to be an issue, and that CCRs seem to have some bad feelings about the call monitoring program.  Rob expects that people will see how useful call monitoring is, once they get used to it.  You have an appointment to meet with Rob for an hour next week.  You need to plan for this meeting.

Business Gaps

Based on your analysis, you have identified the following major gaps:

· Sales have been flat for the past two years (versus previous growth of 10-15%)

· 20% increase in returned, defective products compared to previous five years

· Call center reps absenteeism too high (calling in sick)

· Complaints of poor morale in the Call Center

Your Task as Performance Consultant

As a performance consultant, your task is to plan for your first meeting.

1. What are your goals for the meeting with Rob?

2. What performance problems are you concerned about?

3. What might be causing these performance problems?

4. What information do you want to find out?

5. How would a traditional trainer respond to this same request?


Individually, think about the above questions.  Be prepared to discuss your answers with your group.  Your group will be expected to write brief answers to the 5 questions on a flip chart, and to present your meeting plan to the rest of the class.
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