HRSC Contact Center Training ReDesign, Rev. 4/19/13

Goal:

Current content and delivery model are data-heavy with unrealistic expectations of the amount of information that new hires can retain. The new training model focuses on “data mining” – teaching new hires where and how to find information using various systems. This model more accurately reflects the actual work environment and aligns with the needs of the Contact Center. 
Recommendations:

Spend less time on specifics of “content” and more time on where+how to find content while answering questions. Put content in context of stories and scenarios that are employee-focused and relevant to on-the-job work scenarios.

While introducing content, show where to find information in various systems, then provide opportunities to practice. 

Practice scenarios should progress from easy to complex. Give learners ample opportunity to experience success and gain confidence before moving to more complex situations. For example, start with questions that require research in just one system, then progress move to questions that require research more than one system.

Instructor spends less time as “Sage on the Stage” and more as “Guide on the Side”.

Daily structure stays consistent from day-to-day, but flexible to accommodate presenter, student and subject matter needs. Suggest keeping to same daily lunch and break times, if possible, as content permits.

Existing presentations must be condensed to more general overall information to allow more time for learner practice. Scenarios and practice situations will have to be written for each period. Suggest building increasing complexity into scenarios each day – for example one EE presents an issue within the prescribed time period. Later in the day, revisit another EE with the same issue who has exceeded the time period. 

Mornings begin with a ½ hr. review session. Content for morning review session focuses on problems identified the day before, particularly from learner assessments.

A daily session has been added for Debrief, Q+A prior to the Knowledge Check. Learners get a chance to iron out any difficulties before the knowledge check. Examples from the second practice session can be reworked.

One hour at the end of each day is available for independent review time (30 mins) and instructor wrap up (30 mins). This time can be flexible for student needs and instructor discretion.
Suggested Activities:

Involve learners in designing caller scenarios to solve. Provide support in the form of a chart indicating the pieces needed – a problem related to benefits, retirement, pay, etc… Other information needed may include region, employee group, union/non-union, full or part-time, work status, etc. This could also be done with bags or baskets and slips of paper. Each bag or basket is a category and learners take one slip of paper from each bag to form a problem to solve. Start with some materials provided pre-filled. Invite learners to add their own ideas to category baskets on additional paper slips.

Week 3 – Try role-playing for call handing. Pair up and one person is the caller while the other is the agent and then switch. Provide scripts for callers that are missing key information needed to answer their question. The agent must determine what addl. Information is needed and ask appropriate questions. The script can include clues and suggestions for the caller in case the agent is having trouble. Script can include the answer to the question including path for finding the answer, so caller can assist the agent if he/she is having trouble. 

 
Assessments:

Daily assessments for competence re:objectives (system proficiency, content awareness, call-handling skill, etc).

Daily updates on how participants are assimilating information have been requested. Could be manual assessment (paper with hand-grading or electronic via KP-Learn?) At a minimum, instructor should write a  brief summary description of assessment results, class progress, and plans to Managers, Content Leads, and any other stakeholders identified (cc: Selandra?).

Some existing Content Knowledge Check questions can be rewritten as practice exercises, i.e.: a caller has a specific question – find the answer! (See draft document: ILT_Activities_WasAssess.)

Knowledge Checks can be typical assessment: multiple choice and/or true/false. We could also create a simulation in eLearning application (Captivate, Articulate, Storyline) with clickable areas. (Sequence of clicks might be problematic.) 


Scenarios:

Each day includes an information presentation for one hour. This will involve significantly condensing the existing PowerPoint slides and content. Learning by data-mining will largely be achieved through caller scenarios. Since the average call length for experienced agents is approximately 7 minutes, we suggest allowing. 7.5 minutes to go through the specifics of each call, identify any missing pieces of information that would have to be solicited from the caller, finding the answer using various systems, and problem-solving for the caller. 
Plan for 8 scenarios to be covered in one hour. But instructors should be prepared with extra activities, in case a class moves more quickly than anticipated. Learners should have extra material to work on in case they finish early. They can complete additional scenarios for “extra credit” (points, rewards, prizes can be included for motivation!)  We suggest being prepared for solving scenario in 5 minutes. For each hour with 8 scenarios planned, 12 should be pre-written and available. It’s also possible that solving scenarios may take more time than anticipated, so if scenarios can be ranked in order of importance, put most important at the beginning and any optional or redundant practice scenarios toward the end.
	
	Min. # Scenarios prepared @7.5 mins each
	Max # Scenarios prepared 
@~5 mins. each

	Morning demonstration (45 mins)
	6
	9

	Morning guided practice (1 hr.)
	8
	12

	Afternoon more complex demonstration (30 mins)
	4
	6

	Afternoon independent practice (1.5 hrs.)
	12
	17

	Knowledge check (30 mins)
	4
	6

	Total # scenarios needed PER DAY:
	Minimum: 34
	Including extras: 50



Sample Scenarios

Below are four scenarios that could be used as in-class demonstrations, exercises or knowledge checks. These were rewritten from existing assessment materials. These are provided as a starting point for creating more.


1. I’m a part-time employee and my hours vary anywhere from 10-30 hours per week. Do I qualify for benefits? (must be scheduled for 20 hours)

2. I got married a month ago and would like to include my spouse in (medical/dental/vision) benefits. Do I need to wait until open enrollment to do this? (Dependents must be enrolled within 31 days after a qualifying event)

3. I’m a union member in NCAL. Can I add my Domestic Partner to my health benefits? (Only NCAL union (region and group) can add Domestic Partners at any time.)
4. I’m an NCAL EPO employee. What am I paying each pay period for the low medical plan for myself and my children? ($21.42)

Topics Matrix

This topics matrix can be used as a checklist for developing scenario content. Each box should have enough scenarios written to give learners a good grounding in typical topics and problems presented by callers. Confirm column and row headings with SME(s) before building out. Since more than one system may be needed to answer a question, use row headers as a guideline. What is the primary system or place you’d check first to answer a question or solve a problem?
	
	Enroll-ment, Depen-dents
	Healthcare:
Medical, Dental, 
Vision
	Qualify-ing Events
	Leaves of Absence incl. Disability
	Insurance: (Life, AD&D, etc.)
	Flex Benefits
	ACP (Alt. Compen-sation Plan
	ISCO (In-service Cashout)

	360 screen
	
	
	
	
	
	
	
	

	HRIS
	
	
	
	
	
	
	
	

	Authoria
	
	
	
	
	
	
	
	

	Wiki
	
	
	
	
	
	
	
	

	Notepad
	
	
	
	
	
	
	
	

	CRIM
	
	
	
	
	
	
	
	

	SPDs
	
	
	
	
	
	
	
	

	Bargaining Agreements
	
	
	
	
	
	
	
	

	KP HR Policies
	
	
	
	
	
	
	
	




Scoring 

Here’s an idea for scoring that can add a competitive motivational game component in the classroom while providing some daily documentation about learner progress for managers. Teams are optional. Scoring could be tracked on a whiteboard or chart in the classroom. Team captains, learners, or instructor could document scores after each session.
Scenarios have been written for use throughout each day. During the two guided practice sessions and the knowledge check, completing each scenario provides a certain number of points, increasing throughout the day.  Learners receive points for
a) Answering question or solving problem
b) Process used. (Hold learners accountable for how they found the information)
Afternoon scenarios are more complex so they’re worth more points. Knowledge check questions are done independently with no assistance or discussion so they are worth the most. 
Learners need not know that points are being reported to management. Reporting must  be easy for trainers and managers to complete and access. Email is easy but does not store information. SurveyMonkey provides easily accessible tracking and reporting and may work. Instructor could upload results to SurveyMonkey, or it could be used as a platform for the daily Knowledge Check.
.
	
	Red Team
	Blue Team

	
	Learner 1
	Learner 2
	Learner 3
	Learner 4
	Learner 5
	Learner 6
	Learner 7
	Learner 8

	Morning guided practice 
(1 hr.)
2 points ea x 8 scenarios = 16 pts max.
	
	
	
	
	
	
	
	

	Afternoon practice (1.5 hrs.)
4 points ea x 12 scenarios = 48 pts max.
	
	
	
	
	
	
	
	

	Knowledge check
(30 mins)
16 points ea x 4 scenarios = 64 pts max.
	
	
	
	
	
	
	
	

	TOTAL:
	
	
	
	
	
	
	
	






	Daily Class Structure – Outline 

	Review
8:30 – 9:00 (1/2 hr.)
Review yesterday’s topic(s) and achievements, especially problem areas identified by in-class assessment results.
On Monday, this time can be used as an “ice-breaker”, or fun class bonding activity. Example: find a partner, in 5 minutes, write down as many things that you have in common as you can. Share with group.

	Content, Presentation, Information
9:00 – 10:00 (1 hr.)
Information presentation ok. Content can follow existing content structure to give learners a framework. For example, if Monday Benefits training is Medical and Tuesday Benefits training is Dental/Vision, keep this structure but streamline and condense content considerably.

	Break: 10:00 – 10:15

	Demonstration, Application, on-the-job context
10:15 – 11:00 (45 mins.)
How to apply this information/topic on the job - show+tell – use examples, demonstrate what students will be doing during the rest of the day. Remember to focus on “data mining” – how to find information – rather than expecting students to learn  all content  to serve all  H.R. needs of all K.P. employees (impossible).

	Guided Practice
11:00 – 12:00 (1 hr.)
Students gain an opportunity to practice what they have just seen. Learners should be able to ask questions freely in a supported practice environment – a learning workshop - scenarios, scavenger hunt… Include extra credit work for students who finish early, such as more complicated situations, examples and problems. 

	Lunch: 12:00 – 12:30

	
Demonstration, Application, on-the-job context (Part II – more complex)
12:30 – 1:00 (30 mins.)
How to apply information/topic on the job - show+tell.
More in-depth examples, potential problems, pitfalls, special cases and situations. This is a short demonstration period to leave a longer 1.5 hr. afternoon practice session.

	Guided Practice (Part II – Social Learning!)
1:00 – 2:30 (1.5 hrs.)
Students practice what they have just seen (more complex scenarios and examples). They can ask questions freely in a supported practice environment . (Suggestion – Use afternoon time for social learning. They can work in pairs or teams. There could be points or prizes for fastest team and/or most correct answers.

	Break: 2:30– 2:45

	Debrief, Q+A
2:30 – 3:00 
Opportunity to ask any questions before independent daily knowledge check. 

	Knowledge Check
3:00 – 3:30
Learning Services will explore creating electronic assessments on K.P. Learn instead of current paper-based model. Managers and Content Leads should have access to daily summary of results.

	Knowledge Check - Review
3:30 – 4:00
Check answers, grade assessments, answer questions. This is a great “teachable moment” – students are intrinsically motivated!

	Independent Review Time & Wrap Up
4:00 – 5:00
Students can complete any in-class exercises or examples they didn’t finish during class, or use the time as they see fit to practice, study, or ask questions of each other or instructor. Instructor may need the last 30 minutes of class for “housekeeping”, directions, suggestions, or as needed… 

One idea to help structure this time is to ask students to write questions on post-its and tack them to a whiteboard. These questions are addressed during the 8:30-9am time slot the following day, intended for review.




	Week 2 – Systems & Data Mining – Daily Lesson Plans

	Monday 
	Tuesday 
	Wednesday 
	Thursday 
	Friday 

	Review
8:30 – 9:00 (1/2 hr.)

	Review
8:30 – 9:00 (1/2 hr.)

	Review
8:30 – 9:00 (1/2 hr.)

	Review
8:30 – 9:00 (1/2 hr.)

	Review
8:30 – 9:00 (1/2 hr.)


	Content, Presentation, Information
9:00 – 10:00 (1 hr.)

Benefits 101 eLearning (self-guided)

	Content, Presentation, Information
9:00 – 10:00 (1 hr.)

Enrollments, HealthCare: Medical/Dental/Vision 




	Content, Presentation, Information
9:00 – 10:00 (1 hr.)

WAM, Leaves of Absence, Disability
	Content, Presentation, Information
9:00 – 10:00 (1 hr.)

 Flex Benefits, ISCO


	Content, Presentation, Information
9:00 – 10:00 (1 hr.)

ACP,  other Benefits 


	Break: 10:00 – 10:15
	Break: 10:00 – 10:15
	Break: 10:00 – 10:15
	Break: 10:00 – 10:15
	Break: 10:00 – 10:15

	Demonstration, Application, on-the-job context
10:15 – 11:00 (45 mins.)

How this works in practice – show some examples in the system. 

	Demonstration, Application, on-the-job context
10:15 – 11:00 (45 mins.)

 HRIS, Case Management (CRM?) and 360 Screen  - Simple fact-finding


	Demonstration, Application, on-the-job context
10:15 – 11:00 (45 mins.)

Authoria, Wiki, Notepad

	Demonstration, Application, on-the-job context
10:15 – 11:00 (45 mins.)

All systems, incl.
FLEX benefits & calculations
	Demonstration, Application, on-the-job context
10:15 – 11:00 (45 mins.)

Complex problem resolution using Case Management history.

Other useful information areas: Summary Plan Descriptions, Bargaining Agreements, HR Policies, etc.



	Prep for Afternoon Observation
11:00 – 12:00 (1 hr.)
Learners write on whiteboards – save and bring out later in training for comparison! - What questions do you have, what do you expect to see and hope to learn…

Give “rubric” for observing (don’t introduce QA scorecard until week 3). What systems are used? What type of calls are being answered?


	Guided Practice
Finding Answers
11:00 – 12:00 (1 hr.)

What are my benefits? Is my spouse included and shown in the system for medical/dental? 

	Guided Practice
Finding Answers
11:00 – 12:00 (1 hr.)

Real-life scenarios but straightforward.
	Guided Practice
Finding Answers
11:00 – 12:00 (1 hr.)

	Guided Practice
Finding Answers
11:00 – 12:00 (1 hr.)


	Lunch: 12:00 – 12:30
	Lunch: 12:00 – 12:30
	Lunch: 12:00 – 12:30
	Lunch: 12:00 – 12:30
	Lunch: 12:00 – 12:30

	Get set up for SBS observations
12:30 – 1:00

	Demonstration, Application, on-the-job context (Part II)
12:30 – 1:00 (30 mins.)

	Demonstration, Application, on-the-job context (Part II)
12:30 – 1:00 (30 mins.)

	Demonstration, Application, on-the-job context (Part II)
12:30 – 1:00 (30 mins.)

	Demonstration, Application, on-the-job context (Part II)
12:30 – 1:00 (30 mins.)


	Live call observations!
1:30 – 2:45 
(1 hr.,15 mins.)

	Guided Practice (Part II)
Problem Solving
1:00 – 2:30 (1.5 hrs.)

Problematic issues such as break in service, not meeting deadline for benefits registration, union or geographic region with different benefit. Example: SCAL annual dental benefit max is $1000. (lower than others).

	Guided Practice (Part II)
Problem Solving
1:00 – 2:30 (1.5 hrs.)

Revisit scenarios from the morning session but add a “twist”’ so that they are not as easy to solve. A different region or union or an employee with some extenuating circumstances.
	Guided Practice (Part II)
Problem Solving
1:00 – 2:30 (1.5 hrs.)

Afternoon sessions involve problem solving more than fact finding.
	Guided Practice (Part II)
Problem Solving
1:00 – 2:30 (1.5 hrs.)


	Break: 2:45– 3:00
	Break: 2:30– 2:45
	Break: 2:30– 2:45
	Break: 2:30– 2:45
	Break: 2:30– 2:45

	Debrief, Q+A
3:00 – 3:30
How’d it go?
What did you see?
How are you feeling? What questions do you have now?

Can use “think, pair, share”: Find a partner, describe one of calls you observed and its resolution. What did you learn from SBS observation today? Each pair reports back to the group.

	Debrief, Q+A
2:30 – 3:00 

Prep for Knowledge Check. 

	Debrief, Q+A
2:30 – 3:00 

The Knowledge Check should be challenging but we want learners to be as prepared as possible. 


	Debrief, Q+A
2:30 – 3:00 

	Debrief, Q+A
2:30 – 3:00 


	Knowledge Check
3:30 – 4:00
(Keep it simple, non-threatening, but relevant.)

	Knowledge Check
3:00 – 3:30

	Knowledge Check
3:00 – 3:30

	Knowledge Check
3:00 – 3:30

	Knowledge Check
3:00 – 3:30


	Knowledge Check – Review/Discussion
4:00 – 4:30
	Knowledge Check - Review
3:30 – 4:00

	Knowledge Check - Review
3:30 – 4:00

	Knowledge Check - Review
3:30 – 4:00

	Knowledge Check - Review
3:30 – 4:00


	Independent Review Time & Wrap Up
4:30 – 5:00

	Independent Review Time & Wrap Up
4:00 – 5:00

	Independent Review Time & Wrap Up
4:00 – 5:00

	Independent Review Time & Wrap Up
4:00 – 5:00

	Independent Review Time & Wrap Up
4:00 – 5:00






Call Handling:

Week 3 is devoted to call handling and using the software-based phone system while answering calls. This week focuses heavily on side-by-side observations. The current training model offers 3 hours of trainer observation per day and I have maintained this time but broken it into morning and afternoon sessions, both of which are followed by a classroom discussion period. I suggest giving learners a rubric or checklist to use while observing calls, and include some questions they can bring back to class for reflection and discussion later each day. Questions could vary from day-to-day to change the focus of classroom discussions. 
Have students observe the process used to answer a caller’s question. What systems were accessed and why? What difficulties came up and how did the agent handle them? Learners have an opportunity to “debrief” each afternoon. What were the most common issues? What were the most difficult issues?
Other ideas for activities could be listening to a recorded call and “dissecting” it as a group. This could be particularly useful later in the week to show how an experienced agent can maintain good customer service skills with a challenging caller who may be frustrated, angry, or upset. Call agents must be able to assess and defuse callers’ emotions while addressing the content of HR issues, answering questions and problem-solving. Role-playing with classmates may be a good practice exercise. Simple scripts could be provided. This could be an activity for one of the 1-hr. discussion/ follow- up periods. 




 

	Week 3 – Call Handling – Daily Lesson Plans

	Monday 
	Tuesday 
	Wednesday 
	Thursday 
	Friday 

	Review
8:30 – 9:00 (1/2 hr.)

	Review
8:30 – 9:00 (1/2 hr.)

	Review
8:30 – 9:00 (1/2 hr.)

	Review
8:30 – 9:00 (1/2 hr.)

	Review
8:30 – 9:00 (1/2 hr.)


	Content, Presentation, Information
9:00 – 10:00 (1 hr.)

Call Handling Basics


	Content, Presentation, Information
9:00 – 10:00 (1 hr.)

Introduce QA Scoresheet


	Content, Presentation, Information
9:00 – 10:00 (1 hr.)




	Content, Presentation, Information
9:00 – 10:00 (1 hr.)




	Content, Presentation, Information
9:00 – 10:00 (1 hr.)





	Break: 10:00 – 10:15
	Break: 10:00 – 10:15
	Break: 10:00 – 10:15
	Break: 10:00 – 10:15
	Break: 10:00 – 10:15

	BEN Queue 
Side-by-Side 
10:15 – 12:00 
(1 hr, 45 mins.)


	BEN Queue 
Side-by-Side 
10:15 – 12:00 
(1 hr, 45 mins.)

	BEN Queue 
Side-by-Side 
10:15 – 12:00 (
1 hr, 45 mins.)

	BEN Queue 
Side-by-Side 
10:15 – 12:00 
(1 hr, 45 mins.)

	BEN Queue 
Side-by-Side 
10:15 – 12:00 
(1 hr, 45 mins.)


	Lunch: 12:00 – 12:30
	Lunch: 12:00 – 12:30
	Lunch: 12:00 – 12:30
	Lunch: 12:00 – 12:30
	Lunch: 12:00 – 12:30

	Discuss, debrief, analyze morning 
call observations
12:30 – 1:30 (1 hr.)

	Discuss, debrief, analyze morning 
call observations
12:30 – 1:30 (1 hr.)

	Discuss, debrief, analyze morning 
call observations
12:30 – 1:30 (1 hr.)

	Discuss, debrief, analyze morning 
call observations
12:30 – 1:30 (1 hr.)

	Discuss, debrief, analyze morning 
call observations
12:30 – 1:30 (1 hr.)


	BEN Queue 
Side-by-Side (Part II)
1:30 – 2:45 (1.25 hrs.)

	BEN Queue 
Side-by-Side (Part II)
1:30 – 2:45 (1.25 hrs.)

	BEN Queue 
Side-by-Side (Part II)
1:30 – 2:45 (1.25 hrs.)

	BEN Queue 
Side-by-Side (Part II)
1:30 – 2:45 (1.25 hrs.)

	BEN Queue 
Side-by-Side (Part II)
1:30 – 2:45 (1.25 hrs.)


	Break: 2:45– 3:00
	Break: 2:45– 3:00
	Break: 2:45– 3:00
	Break: 2:45– 3:00
	Break: 2:45– 3:00

	Discuss, debrief, analyze afternoon 
call observations, 
3:00 – 4:00

	Discuss, debrief, analyze afternoon 
call observations, 
3:00 – 4:00

	Discuss, debrief, 
analyze afternoon 
call observations, 
3:00 – 4:00

	Discuss, debrief, analyze afternoon 
call observations, 
3:00 – 4:00

	Discuss, debrief, analyze afternoon 
call observations, 
3:00 – 4:00


	Knowledge Check
4:00 – 4:30

What type of assessment would be valuable for: learners, trainers, and managers?

	Knowledge Check
4:00 – 4:30






	Knowledge Check
4:00 – 4:30






	Knowledge Check
4:00 – 4:30






	Knowledge Check
4:00 – 4:30







	Independent Review Time & Wrap
4:30 – 5:00

	Independent Review Time & Wrap
4:30 – 5:00

	Independent Review 
Time & Wrap
4:30 – 5:00

	Independent Review Time & Wrap
4:30 – 5:00

	Independent Review Time & Wrap
4:30 – 5:00






Next Steps (handoff to Mike R.)

Get “sign off” from Selandra on overall plan. 
Meet with SME (Janique) to review training plan and get feedback, especially about order and topics for daily 1 hour content presentation from 9-10am. 
Streamline existing PPTs so each can fit into daily 1 hr. content presentation. Content can serve as the basis for daily scenario questions and problems. 
Confirm additional week 3 topics re: successful call handling for Wed, Thurs., & Fri. Locate or write this information. (Alternatively, revise week 3 schedule if 1-hr. information presentation from 9-10am is not needed on these days.)
Confirm row and column headings for topics matrix to help plan and manage the scenarios need to be written and recorded.
Begin collecting and documenting scenario ideas and add them to the calendar to build out daily lesson plans. 
Ask Janique to help writing scenarios. (Record SME scenario brainstorming meeting using audio/video and transcribe?)
Include options for learners to take an active part in classroom activities – coming up with their own scenarios if they can, particularly later in the week after they have had some orientation and practice. 
Goal: Pilot early August.
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