Module One:  What was and is a supervisor?

“You contain within yourself a unique combination of talents & abilities which properly identified and applied will enable you to achieve virtually any goal you set for yourself.”

· Brian Tracy –

DEFINITION OF A SUPERVISOR

A supervisor is someone given the responsibility of overseeing the productivity of a group of people. 
Dictionary: To direct and inspect work or workers or the operation of an organization.

CHARACTERISTICS OF AN EFFECTIVE SUPERVISOR

· Communicates instructions and information clearly

· Provides positive reinforcement – gives credit where credit is due

· Takes the time to listen – employee’s needs, wants and concerns

· Professional and level-headed 

· Makes sound decisions – evaluates information before making a decision

· Fair and consistent in enforcing company policies

· Accurately & Logically evaluates situations

· Shows strong leadership qualities – open minded and nonjudgmental

· Is solutions focused

· Talks the talk & walks the walk 

SKILLS & COMPETENCIES OF A SUPERVISOR

Human Relations

· Communication

· Feedback

· Relating to employees

· Coaching/Mentoring

· Motivating 

Technical Skills 

· Equipment

· Accounts

Conceptual Skills 

· Justice

· Fairness

· Diversity 

OBJECTIVES OF A CALL CENTRE SUPERVISOR

· To work in partnership with Team Leads and Managers to ensure the continuity of shifts.
· To ensure the guiding principles and procedures of the operation are upheld.
· To ensure the call centre is operating in an efficient manner.
· To create an environment where employees and clients have positive experiences. 
Activity # 1 

Break-Out Session:  What are the objectives of the Supervisor in your call centre? Compile a list of tasks performed by a supervisor, are there tasks that we have never had to perform before or tasks that we have to perform in a different way for different generations? 

THE SUPERVISOR’S ROLE IN TODAY’S CALL CENTRE

The role of the Call Centre Supervisor has evolved over the years from that of simply supervising people to that of strategically planning the day-to-day operation of an efficient, profit making centre.  

While scheduling, budgets and statistics have become an important part of the Supervisor’s role we can not forget the impact creating a positive work environment has on the overall productivity in our centres.  
THE SUPERVISOR’S FIVE FOUNDATIONS

A key to team productivity is building and maintainning healthy working relationships with CSR’s. 

Healthy working relationships can be built and maintained by implementing foundations into your leadership style. 
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IDON’T HAVE A BAD ATTITUDE SIR. IALREADY
TOLD YOU THAT WE HAVE OUTSOURCED ALL NON-
ESSENTIAL TASKS LIKE BEING EMPATHETIC AND
COURTEOUS, SO WE CAN FOCUS ON WHAT’S
REALLY IMPORTANT.
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REFERENCE: Goodwin, Cliff & Griffin, Daniel B.,The Supervisors Survival Kit –Eleventh Edition, 2008, Prentice Hall

The Rotary Four-Way Test: of the things we think, say or do, ask ourselves..

1. Is it the TRUTH?

2. Is it FAIR to all concerned?

3. Will it build GOODWILL and better FRIENDSHIPS?

4. Will it be BENEFICIAL to all concerned? 

THE SUPERVISOR’S ROLE IN WORKING WITH EMPLOYEES

Call Centre Supervisor’s assist CSR’s to perform at their personal best within a positive team environment by doing the following:

· Leading by example

· Provide sufficient time for employees with extra duties to complete their tasks

· Commend Good work and provide positive praise using facts and observations

· Deal with corrective action using facts, statistics and other measurements

· Handle corrective action(s) efficiently and fairly

· Provide regular performance feedback

· Coaching and mentoring

· Maintaining an open door policy

THE SUPERVISOR’S ROLE IN CREATING & MAINTAINING A POSITIVE WORK ENVIRONMENT

The Supervisor’s attitude sets the tone for the the call centre. If you arrive at work smiling and upbeat your team will respond in a positive manner thus increasing their level of customer service and productivity. On the other hand, if you arrive at work frowning and being miserable your team will respond in a negative manner going about their tasks with little enthusiasm and regard for productivity. 

· Atmosphere

· Emergencies

· Customer Concerns

· Stress

· Change 

· Difficult Situations

ATMOSPHERE

Leading by example sets the working climate of the call centre. CSR’s will model the working behaviours and norms set by the Supervisor. 

· Pace of productivity

· Mannerisms when answering incoming calls

· Enthusiasm

EMERGENCIES

How a Supervisor reacts to emergencies in the call centre directly impacts the confidence your team has in you as their leader. 

Positive Action – Increased team confidence

· Remaining calm

· Level-headed

Negative Actions – Decreased team confidence



· Panic

· Stress

CUSTOMER CONCERNS/ERRORS

How a Supervisor reacts to errors made by a CSR has a direct impact on the employee’s self esteem. 

Positive Reaction – Results in increased self-esteem

· Learning Opportunity

Negative Reaction – Results in decreased self-esteem

· Public ridicule

STRESS

At any given time a call centre Supervisor can be pulled in multiple directions. It is how he/she copes with the multiple demands that will affect the team. 

If the Supervisor appears stressed or takes out the stress on others in the workplace then the CSR’s are going to feel stressed, work in a hesitant manner and a negative workplace forms.

A Supervisor who copes with stress in a positive manner assists the CSR’s to feel that they can handle  the pressure of multiple calls, work in a “I can do” manner and a positive workplace forms. 

CHANGE

Call Centre Supervisors have the difficult task of introducing changes and assisting CSR’s to make transitions as smoothly as possible.  Although it can be a daunting task it can be done with relative ease by developing an action plan for introducing changes to staff. 

Activity #2 

Case Studies – Difficult Situations

CASE STUDY 1

Attendance 

Crystal is a mediocre call centre agent that is eager to learn and has potential to be above average. Crystal was hired 9/18/08. Crystal has been absent once every month since she has started for stints ranging 1-4 days at a time. Your attendance policy allows for 6 unexcused absences within a 12-month period (Jan-Dec) before termination would result. Every absence except one (1) she has had a doctor’s note too excuse her absence. Crystal is a full-time associate who works the second shift and her absences are starting to take a toll on the company. Supervisors are running out of options to call to cover her shifts and other agents are getting frustrated at having to pick up the slack. Reliability and attendance are critical in a call centre environment to keep the operation running smoothly. 

1. How do you approach Crystal with your attendance concerns?

2. If this occurred 20 years ago would you have the same conversation?

CASE STUDY 2

Performance

Simbali has worked for your company for many years. She has been a consistent agent, not above or below average – just consistent. Her performance in the last few years however has been a pattern of passing voice logger marks, then failing 1 or 2. There is always improvement, for months at a time there will be no issues – all passing marks. The shift this agent works has experienced a high turnover in Supervisors – all much younger than Simbali herself. For the last six months the shift has had stable leadership. Simbali recently failed a voice logger after six months of passing marks.

1. What can be done to keep Simbali on a regular pattern of meeting standards?

CASE STUDY 3

Harassment

During break, Shannon and Melanie are standing in the parking lot socializing. Lilly is arriving for her shift and parks in the handicap parking spot. Shannon yells to Lilly as she gets out of her car, “you can’t park there it is for customers with handicaps, what is your handicap?” Lilly is offended and states, “it’s none of your business.” Lilly comes to you and she wants to file a harassment claim. Shannon said she was just kidding and was trying to joke with Lilly. 

1. How would you handle this situation

2. Would this have been a concern 20 years ago? 

CASE STUDY 4

Personal Hygiene 

Sue is a pleasant older lady who you know has had a rough life. She wears the same clothes to work every day. Sue has been confronted already regarding her attire and she states, “as long as it is clean what does it matter.” Your dress code states that it is ok to wear casual attire. She changes her attire but starts to wear this different outfit every day. The shirt is becoming worn at the fringes and the jeans have holes. An odour is starting to follow Sue around; stale smoke with slight body odour. Once again Sue has been confronted regarding her attire and changes to another outfit still insisting that it is clean. The odour that follows Sue is occurring more and more often and becoming very noticeable in the call centre. Agents are now complaining.

1. How would you approach Sue about this issue?

2. How would you deal with issue?

3. How would this issue have been dealt with 20 years ago when smoking was allowed in buildings?

CASE STUDY 5

Disgruntled Employee

The ABC Call Centre is experiencing financial difficulties due to the economy. In an effort to retain jobs a new scheduling program is implemented which reduces work hours instead of laying off staff members. Jean, a part-time employee who has a different permanent full-time job is making a scene in the call centre complaining that she barely gets any hours. She rants and raves to anyone that will listen that she is going to quit, causing a distraction in the call centre. There are other agents in the centre whose hours were cut that are grateful to have a job as this is their sole source of income. 

1. What would you do with Jean?

New Supervisor(s) Section

As some of us begin think about retirement we will be in a position of mentoring new supervisors. How can we assist a team member in transitioning from the trenches to a management position? What advice can we give to those moving into management positions for the first time? 

“I’ve been offered the position of Supervisor in our call centre, should I take it or should I stay where I am?”

Deciding whether or not to make the leap from a CSR position to Supervisor can be exciting, thought provoking and difficult.

Consider the following questions:

1. Does being a Call Centre Supervisor fit into your current lifestyle? 

2. Are you ready to take on a position with greater responsibility?

3. Are you a people person? 

4. Have you thought about how your working relationship with those you’ve become friends with will change? 

5. Do the advantages (pros) of being a Call Centre Supervisor outweigh the disadvantages (cons)?

 “I’ve decided I’m ready for the challenge of being a Supervisor in our call centre, now what?”
It’s time to begin preparing for the transition from being responsible for only your own performance to being responsible for the performance of a group of individuals with different personalities, different work ethics and different workplace needs.  

Think about the adaptation(s) you will have to make in respect to personal behaviour(s) and the adjustment(s) that your team will have to make once you step into the role of Supervisor. 

Make a list of questions that you would like to ask during your orientation to the position.

The first few weeks of your new position may be hectic and challenging. In order to combat stress develop a plan to ensure that you are eating properly, getting adequate sleep and regular exercise. 

“I’ve moved into the role of Supervisor in our call centre, what should I do in my first few weeks?”
The first 2-3 weeks is when your CSR’s may be the most critical of your leadership abilities. This is the time when respect of the team is earned. 

Be yourself – you are the same person now as you were on the boards so avoid morphing into someone you are not. Take time to connect with each team member. Doing so expresses your interest in them as an individual and leaves them feeling valued and appreciated. 

Develop a 2-3 week action plan that focuses on building working relationships with your CSR’s, meeting the performance metrics of your call centre and aligning yourself with management. 

Helpful Tip: Maintaining confidentiality, refraining from favouritism, respecting the privacy of your staff and following company policies will show your personal integrity.

As you gain experience as a Call Centre Supervisor you will notice that your focus shifts from the technology used to handle calls to the CSR’s as individuals and as members of one team. 
​​​​​​​​​​​​​​​​​​​​​​​​​​​​Module Two:  Hiring and Interviewing

Generation “Y”

By Leisa McDonald 

Information contained on or made available through this document is not intended to and does not constitute legal advice, recommendations, mediation or counseling under any circumstance. The document is intended to enable individuals to benefit from the experience of other individuals who have faced similar interviews and other employment situations. 

I believe that 95% of the personnel problems employers face could be eliminated if they hired the right people. Naturally, the pivotal emphasis here is on the word right because the people who are right for your business may be completely wrong for the business next door to yours. You have to know what right looks like in your business, and you have to do everything possible to maintain a healthy flow of applicants to keep the odds of finding the right talent stacked in your favor. 

Nothing can replace personal interviews as the best way to select the right people for your business. However, over the past several years the interviewing game has radically changed. Through instant peer-to-peer information exchange, young applicants already know the “typical” questions they’ll be asked. They’ve also been tipped off as to how to answer those questions in order to “win the game” and get the job offer. In many cases, they’ll give these answers even if there’s a considerable chasm between their responses and what they really think and feel. 

 So how can you really know if you’re hiring the right person or simply getting the right answers from the wrong person? You can start by asking better interview questions or, at the very least, asking questions that will lead to honest, sincere, unrehearsed replies. You’ve got to create a relaxed environment that will enable the applicant to open up, yet avoid being overly casual and turning the interview into an informal chat. That means you must have a game plan going in and know what questions you’re going to ask before the interview begins. You also have to know what questions the law prevents you from asking, including those regarding an applicant’s age, race, ethnicity, gender, birthplace, and religion, as well as disability, marital, family, or pregnancy status. 

 It may sound complicated, and it is. Finding the right people for your business has never been easy. And the combination of the impending labor shortage, the skyrocketing costs of making a bad hire, and the probability that a young applicant can outsmart an experienced interviewer makes this challenge even greater. In today’s world, interviewers need to elevate their game. 
1. If you were to rate yourself on a scale/continuum from “hard work, effort” to “natural ability, talent,” where would you put yourself and why? 

 Whys Consideration: The key to this question is obviously the applicant’s answer to the “why.” This question might make people think about their perceptions of themselves in their work lives. 

2. If my tendency to micromanage you and always look over your shoulder is driving you crazy, how will you: a) get me off your back, and b) help me learn to let go? 

Whys Consideration: This can reveal a lot about how they perceive authority and take direction. It will also give great insight into their conflict resolution mindset. 

 3. If you could buy any skill what would it be? 

Whys Consideration: Isn’t this a better, more positive way to ask them about their weaknesses, and show what they think they need to work on? 

4. Tell me about a time when it was hard for you to be on time and how you handled it. 

 Whys Consideration: Does the applicant have a tendency to come up with excuses, or do they place a high value on punctuality? Also, do they look for solutions to problems, or place blame and look for excuses? 

 5. Have you ever not followed instructions because you thought they were kind of stupid? 

Whys Consideration: More important than the actual response here is the way that they appear after they are asked the question. Does this type of question make them nervous? Can they think on their feet, i.e. “Yeah, the shampoo bottle says to lather, rinse, and repeat, and I never repeat.” It may also give you insight into how they truly feel about rules and authority and what they consider to be a 'stupid' instruction? 

 6. Have you ever been in a situation where you had to follow a rule you disagreed with? How did you handle it?

 Whys Consideration: How does the applicant view authority? Are they inclined to play by your rules, or theirs? 

7. Tell me about a time when you had to work with a difficult person and how you handled it. 

Whys Consideration: Does the candidate have the ability to be sensitive to the needs of others while at the same time the ability to influence them? 

 8. Have you ever heard gossip about someone at school/work? What did you do after hearing it? 

Whys Consideration: Will this person be a positive addition to your team? Additionally, if they respond stating that they heard something that goes beyond petty gossip and is something that a teacher/manager really should know, did they do the right thing and report it? 

 9. What is the most common misperception people have of you? 

 Whys Consideration: This question can reveal a lot about the applicant’s hidden personality and help you determine if he/she has a chip on the shoulder. 

10. Why are your skills for this job better than the average job seeker (be specific)? Followed by: If I have only one job available, and your best friend is also applying for the job, who should get the job, and why? 

 Whys Consideration: This open-ended question can reveal what an applicant sees as his/her strengths. It will also give the interviewer an idea of the candidate’s self-confidence. Finally, you can tell a lot about an applicant from the way he/she describes friends. 
 11. If you saw somebody stealing something, either an employee or a customer, how would you handle this situation? 

 Whys Consideration: Answers to this question can produce a great deal of insight into a person. If the answer is vague, suggest that the applicant elaborate. If he/she continues to be vague, depending on how the rest of your interview goes and the position he/she is applying for will determine whether there is a fit. 

 12. If you were to write your autobiography, what would you title it and why? 

Whys Consideration: An interviewer can tell a lot about an applicant’s creativity with this question. It also speaks to a person’s ability to think fast under pressure and keep composed. 

 13. If you could only have one word written on your tombstone, what would it be? 

 Whys Consideration: How does this applicant see him/herself? 

14. If you had an extra $100 per week, what would you do with it? 

Whys Consideration: This helps determine the applicant’s priorities and interests. Is he/she in debt? (e.g. “I have to pay off some bills.”) Does the applicant show discipline and strategic goal setting by suggesting her/she would save or invest part of it? 

15. What things do customers do that you find annoying? 

 Whys Consideration: This can tell you all you need to know about whether this person will interface well with your customers. 

 16. If a customer were to yell at you for something that is not “your job,” what would you do? 

Whys Consideration: This will show you how the applicant will deal with stress and difficult people. 

 17. If you were interviewing you for this job, what would you want to know about you? 

 Whys Consideration: This question places the applicant in the interviewer’s shoes. An “I don’t know” response shows the person may not be suited for any kind of leadership position. 

 18. If you were the boss, how would you tell somebody that they were not accepted for the position? 

 Whys Consideration: This will speak to an applicant’s ability to relate unpleasant news to customers, and it may speak to his/her honesty and integrity. 

 19. How would you handle a co-worker that always came to you with complaints, be it regarding customers, fellow associates or supervision? 

Whys Consideration: Will this applicant be a positive or negative addition to your team? Is he/she capable of dealing with difficult coworkers? 

 20. If you could be a superhero, who would you want to be and why? What superhero power(s) would you like to have? 

 Whys Consideration: The answer is not as important as the applicant's reaction. Does he or she laugh or take the chance to joke with the interviewer(s)? Does he/she come up with something creative or just say, "I don't know"? This gives the candidate a chance to relax and the interviewer an opportunity to see behind the nerves and prepared answers. 
21.  The most important factor in the hiring process is whether or not candidates want to work for a particular concept and be on the “team.” This is even more important than personal opinion and whether or not there is a desire to hire them. After the interview (if you think he/she is a good candidate), suggest he/she “sleep on it” and call the next day if he/she wants to be on the team. Amazingly, you’ll find about 50% of the candidates don't call back or contact you to say they are not interested! This is important because it saves precious company resources and valuable time for all involved. It also allows them time to think instead of acting impulsively and saying yes to a job because they are excited. Most importantly, it reduces the number of hires that leave within the first three months of employment. 

 Whys Consideration: Frequently, Generation Why candidates are simply looking for "a job" and they don't really look into the future of what their work experience will be like. If this future for them isn’t illustrated, or the seed isn’t planted in their mind to look into the future, they often become frustrated with the realities of the workplace (such as accountability for their actions, meeting expectations, etc.). 

 22. How do you feel about downloading music without paying for it? 

 Whys Consideration: The answer touches on legal and moral issues and forces candidates to articulate their reasoning. 

23. If we were to hire you for this position, how would you make an immediate impact on our organization? 

Whys Consideration: Since most Gen Why’ers are seeking immediate gratification from EVERYTHING they do in life, it may be surprising to see how they handle this question. Surprisingly, it really gets them to open up and feel an instant connection to the company. Worse case scenario ~ the question helps them relax and see the interview as a REAL opportunity instead of just a formality! 

 24. Have you ever had a teacher/supervisor you disliked? How do you deal with teachers/ supervisors you dislike? 

Whys Consideration: Everyone has had teachers and supervisors they didn’t like. If they answer ‘no’, it’s a safe bet they are not being truthful with some other answers. The follow up question of how they dealt with a person in authority they didn’t like will be a key indicator of whether they can survive a difficult relationship with a boss, or if they’ll take the easy road and quit at the first sign of conflict. 

 25. How did you prepare for this job interview? 
 Whys Consideration: Can reveal the depth of interest the applicant has in your opportunity as well as his/her ability to plan ahead. 

26. Is there something missing from your current job that you want in your next job? 

 Whys Consideration: Does the applicant criticize a previous employer? This is a warning sign that the candidate could be a problem employee. 

27. How would your teachers or friends describe you? 

 Whys Consideration: Is the applicant energetic? Does the applicant put his/her mind to the task at hand and see to it that it's accomplished? Is the person accountable--can you always depend on the applicant to see that a task is accomplished? Has the applicant any reference letters? 

 28. How do you continue your learning? 

 Whys Consideration: This question will reveal whether a candidate looks for diversity in learning opportunities--someone who learns from workshops, books, friends, newspapers, internet, etc. It will determine if the candidate is a lifelong learner -- someone who thirsts for knowledge. 
 29. What will your friends think (about you) if you get this job? 

Whys Consideration: Look for an answer that shows how the applicant responds to peer pressure. You can determine if the candidate is guided by “what others think” or is capable of making his/her own decisions apart from the crowd. 

30. What would make you WANT to come to work, vs. HAVE to come to work? 

 Whys Consideration: This question speaks to both the reason the applicant is seeking work as well as the factors, which will motivate him/her once on the job. Surprisingly enough, money often ranks very low on this list. 

 31. What is the most irritating part of your current job—the part you might wish you could delegate to someone else? Why? 

Whys Consideration: This question is aimed at getting behind the rehearsed answers as it's not something usually asked during a first (or second) interview. What does the candidate hate doing and why? Does he/she not like making phone calls, running errands, drafting memos, etc.? Is this a task that may cause problems later? This gives the interviewer the opportunity to address the issue or cross the applicant off of the list. 

 32. Tell me about a time when you were given a project at school/work that you didn't fully understand how to complete it or the teacher/supervisor wasn't descriptive enough on what was expected. How did you go about making sure the project was completed? 

 Whys Consideration: This type of question is great to ask. It shows how much initiative the applicant has - if he/she goes in before school/work starts, stays late to ask questions, just asks his/her peers or if the applicant doesn't really care and tries to figure it out by him/herself. Did the applicant wait until the last minute or did he/she jump right in and try and get the project accomplished? 

 33. Give an example of a situation where you felt proud of what you did without being asked while working at your last job. How were you recognized for doing this? 
Whys Consideration: The kind of personal initiative your applicant has displayed in past employment can serve as a good predictor of the initiative he or she will bring to your position. Pay attention to his or her tone of voice and body language when describing the recognition he/she may or may not have received. Overly negative or critical may be the sign of a prima donna who displays initiative only for the attention or rewards it will bring. 

34. What is the biggest error in judgment you have made? Why did you make it? How did you recover? 

Whys Consideration: How quick is the candidate on his or her feet? Can he/she come up with a good example of miscommunication or an assumption he/she eventually worked through? Is it as simple as communicating face to face versus e-mail and instant message systems? In the end, were any valuable lessons learned from the mishap(s)? Or is the candidate stumped? Is there a perceived belief that he/she is perfect and has never done anything wrong? That can be a red flag in itself. 

35. What is a “pet peeve” you have had about an organization or an environment you’ve worked in? 

 Whys Consideration: Is there another reason for the applicant’s leaving or looking to leave his/her company that has not been revealed before? This is another chance for the candidate to reveal something interesting about his/her personality. 

36. Give me an example of when you disagreed with a teacher -- if a recent student with little work experience -- or a supervisor and what you did about it. What was the end result? 

 Whys Consideration: Conflict is an inevitable part of life and work and inevitably employees will disagree with the boss. Being able to defend your point of view without anger and to gracefully accept defeat when your supervisor insists you do things his or her way are traits to seek in young applicants. 
37. I'd like you to tell me something good about yourself that you think I should know about you - something I wouldn't know unless you told me. 

Whys Consideration: This is the applicant’s chance to do a little bragging and self-promotion. It could be something he/she likes to do that no one knows about, it could be something he/she has been training for, etc. If the applicant is hired, this can be a great conversation opener. 

38. What if you had interruptions? How do you handle that and accomplish your work? 

 Whys Consideration: This question gets to the heart of a candidate’s ability to a.) prioritize and make decisions on the fly, b.) stay on task regardless of interruptions and c.) deal positively with customers when they, as they often will be, are the source of the disruption to the candidate’s assigned tasks. 

39. How do you resolve conflict? How do you react to co-workers disagreeing? 

 Whys Consideration: When conflict occurs, it's because of a failure to see both sides of the situation. Does the applicant ask the other person’s perspective and, at the same time, ask to be allowed to fully explain his/her perspective? Does the applicant work toward compromise? If the conflict is with a supervisor, is the applicant willing to submit to their decision because they are the superior? 

40. Describe an accomplishment that you are really proud of and tell me how you achieved it? 

 Whys Consideration: You are looking for the ability of the “Y’s” to have done something they are proud of and willing to share, and you are looking for an explanation of their road to glory. What is best about this question is it lets you know if they know how to overcome obstacles and it also lets you know things in which they are interested. Occasionally, it will also show you how to motivate if they share with you what helped them get through this process. 

 41. Tell me what person, event, or circumstance most shaped you as a person. 

 Whys Consideration: You can learn a lot about a person’s values and character from this one story-telling exercise. 

42. If you could describe a perfect work environment, what would it look like? 

 Whys Consideration: To see what kind of work environment would engage and retain the candidate...supportive, fun, professional, relaxed, structured, opportunity for advancement. 

43. If you had a really boring task to do, how would you pass the time during that task? 

 Whys Consideration: Most jobs contain a fair amount of rote and repetition, this question will reveal if your applicant can stay focused, on task and committed to a quality outcome even when bored senseless. 

 44. What does being a 'Team Player' mean to you? 

 Whys Consideration: Will the applicant pitch in, even if the task or committee is outside his/her normal job description? In a small business, it’s important to look for people who will grow into more responsibility as the business grows larger and expands into more markets. 

 45. If you were hired, what could we count on from you without fail? 

Whys Consideration: The applicant should be concrete and confident. If he/she is unable to come up with -- or struggles -- with an answer, it might show a struggle with accountability. The applicant here would discuss his/her work ethics, strengths, etc. 
46. Tell me two people you consider to be heroes or role models in your life and two things about each of these people that you admire most. 

 Whys Consideration: We often learn the most by imitating the positive traits and behaviors of those we admire; if a candidate has admirable role models then it’s likely that he/she will pursue admirable behaviors. 

 47. Please describe a time when you had to work very hard to accomplish a goal. 

  a. What did “working very hard” mean to you? 

 b. What were the biggest obstacles you faced? 

 c. Were you successful? If so, what were the most important things that enabled you to be successful? 

 d. How long did it take you to be successful or, alternatively, to determine that you could not accomplish the goal? 

Whys Consideration: This multiple-part question tests whether applicants have the willingness and perseverance to work through a situation (translate “assignment”) to a successful conclusion – or whether they will fold when it is not immediately interesting or they don’t get what they want easily. Pluses for the individual: Someone who describes a situation that required a longer time frame, perhaps one or more false starts, and some obstacles and/or who can identify the key success factors to success means the behavior can most consciously be replicated. 

 47. Describe a time in your previous employment, or in any previous experience, when you "went the extra mile." What motivated you to do this? 

 Whys Consideration: This can help you to see what they interpret as "going the extra mile." If, for instance, they think staying ten minutes late to cover a busy shift is a big deal, you’ll know you might have someone who operates at the ‘minimum daily requirement’ level. The follow-up question about motivation will give you an indication of how they are wired and what it takes to bring out the best in them. 

 48. Tell me about a time you disagreed with something your boss, teacher or coach said or asked you to do; how did you handle it? What was the result? 

Whys Consideration: Did the applicant ask questions to clarify the authority’s position, offer alternatives with his/her own reasons, show examples of his/her own idea?
50. Tell me about a time when you needed to give instructions to or make a request of a teacher, coach or boss who was part of the “older” generation. How did you communicate? How was it successful? 
 Whys Consideration: While we, as employers, are concerned about our ability to communicate clearly with younger generations of employees, it is equally important that our young applicants demonstrate a willingness and ability to communicate with the “older” generation in a clear, concise and respectful manner as well. 

  51. Would you rather work for someone who watches your every move or someone who ignores you? Explain why. 

 Whys Consideration: This question will help define the individual’s personality, which then can be compared to that of who will be supervising the applicant. Many people choose an answer that could go either way, such as, "I have worked with both types of people and have done fine with each.” If that is the answer, ask him/her to give the pros and cons of working for each of the individuals and which one he/she preferred to work with. 
 52. Based on what you know about the job so far, where would you focus your energy first if we were to hire you? 

Whys Consideration: The answer to this question can reveal lots of good information about the candidate, including: 

-How well has he/she researched the company and the position? 

-What are his/her priorities? 

-What are his/her strengths? 

-Is he/she a lone ranger or a team player? 

-Potential leadership style or motivation? 

It also provides launching points for follow-up questions in categories the employer may want to pursue.  
53. When you were little what did you want to be when you grew up? What changed your mind about that decision? 
Whys Consideration: A good answer would be: "I haven't changed my mind; I am working on it." This indicates the applicant is ambitious and sets goals. It's also interesting to learn a little about the applicant and how high his/her goals have been set. 

 54. Where did you (do you) choose to sit in the classroom in school -- the front or back of the class? 

 Whys Consideration: An answer of “Front of the class” shows an interest in paying attention to the teacher and being interested in learning the lessons without distractions. An answer of “Back of the class” shows a bit of reluctance to be called upon to answer the questions or a tendency towards tardiness. 

 55. Think about a day in the last few months that really energized you (personally or professionally). What happened or what were you doing that made it so good? 

 Whys Consideration: Have the candidate describe situations in which he/she was so engaged in an activity that he/she lost track of time. Listen for his/her innate talents. 

56. How do you respond when someone does something really stupid? 

 Whys Consideration: This speaks to the way an applicant interrelates with both authority and peers. 

 57. What one question would you like to ask me? Follow up question: Of all the questions you could have asked why did you choose that one? 

Whys Consideration: What I the applicant looking for in a job? How much preparation has been put into this process? Candidates who are ideally prepared won’t need to be asked this, as they’ve been asking questions of the interviewer throughout the process. 

 58. What question were you afraid I would ask and didn’t? 

 Whys Consideration: If a Gen Why offers a question in response to this, a natural follow-up question is, “Okay, great. Now answer that question for me.” 

Sure Fire Ways to Disconnect With Generation Y

· Inflexible schedules

· Rigid rules

· Prejudge on appearance

· Take away personal identity

· Put company profits before your employees

· Pigeonhole then and don’t give them training opportunities

· Put them on hold and delay growth and learning

Connecting Points with Generation Y
· Keep Positive

· Know and show the Why

· Always tell the Truth

· Get to know them as people

· Look for opportunities to reward

· Zag and look to break patterns to avoid boredom

· Be a living example of what you want them to be

· Generation Y expects a workplace that is: 

• Challenging. They are looking for opportunities to learn, grow, and develop. 
• Collaborative. They are group-oriented and inclusive. They want to work alongside friends, not just coworkers’. 
• Flexible. They have a lot to do in life and will not tolerate a rigid schedule. 
• Respectful. This is a two way street. They’ll listen to you, but they’re used to their voices being heard, even if they have very little experience. 
• Goal-focused. Don’t be surprised if they show up with a list of their career goals on day one. 
• Tech-savvy. Companies who communicate via 

· MSN Messenger is right up their alley. 
• Financially-rewarding. They’ve got future families to think of and a long list of employers with competitive pay. 
• Positive and fun. They’re looking for a friendly atmosphere and colleagues who know how to laugh.
...For Those Seeking to Understand a New Generation

Our kids are so different from the one’s our folks raised.
They don’t obey without reason, they’re not easily fazed.
Their test scores have fallen, about school they don’t care.
They’re street smart, brand conscious and socially aware!
They don’t leap to their feet to show elders respect,
after all there’s “that image” they’ve got to protect.
They often make headlines and the news is not good --
Yes, Generation Why is surely misunderstood.

The Boomers cry out that “teens don’t know their place --
when you try to correct them, they’re right in your face!
They’re lacking in patience; they are easily bored.
The effort’s not there, but they demand the reward!
We’ve given and given and what’s so unnerving . . .
they keep asking for more -- as if they’re deserving!
They don’t understand me -- so who is to blame?
‘Cause I’m doing what I’ve always done, but the results ain’t the same!”

But let us be cautious, non-judgmental, and wise
and draw on compassion to see the world through their eyes . . .

The airwaves are jammed with sex, violence, and rage.
It’s brought to extinction “the innocent age.”
Real heroes among us, but who gets applause?
Celebrity icons with character flaws.
You can break all the rules and if you get caught
a “not guilty” verdict is easily bought.
The music is bleak and the lyrics keep humming --
“Just live for today ’cause tomorrow’s not coming!”

Though often maligned what reports fail to mention
(about these sixty million kids craving love and attention)
is the talent they possess and the drive to make better
the world where we live and our time here together.
What they need are role models who’ll turn on the light
-- and show by example what is morally right --
who know they seek answers and will attend to that need.
You and I are those people, and it’s our time to lead.

There’s promise, I tell you, just look in their eyes. . .
You’ll see hope for the future in our Generation Whys!

	
	

	


Module Three:  Training, Quality Control and Motivation

Module 3

Performance Management

Training, Quality Control & Motivation


“Achieving good performance is a journey, not a destination.”

· Kenneth Blanchard –

Introduction

The main objective of training is to provide an employee with the knowledge, skills, and tools that will assist the employee in making valuable contributions to overall company goals.   


Supervisors who remain current on their centre’s strategic plan are able to provide their agents with a learner centered training program.  Effective and  well-designed, learner-centered experiences provide the opportunity to reflect meaningfully upon the instruction,  empowering their trainees to be self-responsible, self-motivated, self-managing, interdependent, self-aware & lifelong learners.
Learner-centered training is the process of facilitated training that encourages new agents to reflect hugely upon the know-how and process, guiding them to have interactive and deep learning experiences.   The learner-centered design, employs a wide range of training methods which encourage agents to actively participate, helping to draw out the – Why, What, How and What Next. 


Learner Centered Approach to Training

· Step 1 – Assess 


· Needs of the Centre

· Key Tasks

· Needs of the Trainee

· Step 2 – Design 


· Goals

· Who is the Trainer

· Styles of Learning

· Principles of Learning


· Step 3 – Implement 


· Methods 

· Strategies

· Step 4 – Evaluate 


· Results

· Feedback

· Coaching

· Performance Tracking

Generational Preferred ways of learning….    Generation X,Y…..Z

Today's workplaces are not only culturally diverse, but also generationally diverse, all having different workplace values and needs.   This can create a challenge for the trainer who works with a generational mix of new hires. 

Today's younger employees have different values and needs than those of their more "traditional" colleagues.   When you examine the various characteristics of each generation and understand their life experiences, you can see what has shaped their roles in today's workplace. Each generation's values are different and understanding these differences, while identifying misconceptions, can help you to address and meet the needs of each diverse group.

Traditionalists are loyal and hard working; they have great respect for authority and are detail-oriented. Traditionalists began their careers with the intention of remaining with the same employer until retirement.  Often this generation is considering retirement, reduced work week or fewer hours, but still desire to stay involved.
This generation learns better by interacting directly with people, rather than through impersonal media such as computers.   Printed material, hands on training, short courses and opportunities that allow for social interaction in a relaxed atmosphere, provide a learning environment that is most comfortable for this generation. 

Baby Boomers were raised in an era of extreme optimism and progress. They grew up in a post-war, financially stable environment created by Traditionalists. Many are ambitious and driven. Baby Boomers want to succeed. They want to build stellar careers, considers a job change as a detour in their climb to the top.  This generation often faced economic down-sizing, resulting in strong loyalty to the team; seeking out the “star” team, standing out from the multitude of BB’s.
Boomers want to be in charge of their learning as they value learning experiences that enhance their skill or knowledge level and that can be integrated into their everyday work.  They typically enjoy social interaction and want a chance to express what they know. Baby Boomers like a structured approach to learning, therefore community college, industry training programs, short or extended courses provide the Baby Boomers with their ideal structured setting and the opportunity for interaction. 

Generation X formed their view of the world during post-Vietnam and Watergate. They tend to be dependent and somewhat cynical. Generation X views job changing as necessary.  Strong desire for flexibility, but are invested in the continued success of the business as we know it, often gaining remarkable talent through managers and mentors and always asking how I can re-position myself for success.
Generation X’ers are similar to Baby Boomers, in the sense that they want information to be specific and geared to practical outcomes. Social interaction with others is not as necessary as they thoroughly understand technology and expect that it be utilized; Internet, websites, distance learning, webinars etc. They prefer to work independently with self-directed projects.  Members of Generation X consider reading time consuming; therefore, information from printed material needs to be summarized into bulleted or annotated format. 

Generation Y, were born into a high-tech world and the use of technology is almost instinctual. This generation considers changing jobs routine.   They have had 24 hour access to everything creating a strong desire for flexibility, short days/weeks, working from home and setting own hours, always asking what’s in it for me/us (as a group)?

Learning experiences must be interactive and fast-paced, also requiring frequent and instantaneous feedback. This newest work force generation is adept at multi-tasking; however, many members lack people or socialization skills. Surprisingly, Generation Y members are readers and will take the time to re-enforce knowledge learned through another process, however as expected, internet and website, interactive, and hands-on learning best suits them.  Short attention spans require learning opportunities to be supervised, structured, and fast-paced; they are the 30-second sound-bite generation geared to information uptake on the scale of a television commercial.  

Brain Dominance Preferred ways of learning

Thinkers like to understand the learning process by getting facts, analyzing and dissecting data.  They honor facts and logic, enjoying solving problems in a logical fashion, arriving at a thoughtful decision or ah-ha.   They require a trainer who is a content expert. 


· What are the essential facts I need to know?

· What do the experts have to say about this?

· What does research show?

Doers like to test the theories presented to them, by observing outcomes, researching what worked in the past and working with detailed formulas.  They are often persistent and dependable, oriented towards results and achievement by thoroughly researching details and organizing the appropriate steps to achieve the end result.   They require training through a coach. 


· How do I do this?

· How can I put this to practical use?

· How can I use this to improve what I do?

· Has this been done before? With what outcomes?

Feelers honor personal experience and highly value connecting with others, rather than being bombarded with facts, data and details.  They often rely on gut feelings, personal experiences, and the potential impact in the process of decision making.  Feelers are highly sensitive social creatures, who support harmony through gracious, spiritual nurturing.  They require a trainer who is a motivator.


· Will I experience a benefit?

· Will I be included? 

· Will I have influence?

· Will I enjoy the experience?

· Will there be group harmony?

Innovators use intuition, inspiration, visions and dreams to guide their learning experience.  These people are often big picture learners, trusting personal inner visions and intuitive sense of possibilities.  They often express themselves as original, innovative, creative, intuitive, visionary and holistic.  They require trainer that is a motivator.  


· What if I use/adapt this for my own purpose?

· What if I combined this with something else?

· What if there is an innovative use of this that no one else has thought of?

· What if I changed this part?

Understanding your preferred way of knowing 

Ned Herrmann’s brain dominance theory, suggests that to help participants gain maximum learning, trainers need to help them process the experience by asking questions that assist learners to explore the concerns of all learning styles and preferences. 

1. I would prefer to take a college course in…


a. Science

b. Business Management

c. Group Dynamics

d. Independent study 


2. I solve problems by…


a. Standing back, thinking, and analyzing what is wrong. 

b. Doing something practical and seeing how it works. 

c. Leaping in and doing what feels right at the time. 

d. Trusting my intuition.


3. Career groups that appeal to me are…


a. Engineer, researcher, financial planner.

b. Administrator, city manager, military officer.

c. Teacher, social worker, physical therapist.

d. Entrepreneur, artist, inventor


4. Before I make a decision, I …


a. I understand all of the relevant ideas and facts. 

b. I am confident my solution will work. 

c. I know how my decision will affect others. 

d. I haven’t overlooked a more creative solution. 


5. I believe…


a. Life today needs more logical thinking and less emotion. 

b. Life rewards the practical, hard-working, down-to-earth person. 

c. Life must be lived with enthusiasm and passion. 

d. Life, like music, is best composed by creative inspiration, not by rules. 


6. I would enjoy reading a book titled…


a. Great Theories and Ideas of the 20th Century.

b. How to Organize Your Life and Accomplish More.

c. Keys to Developing Better Relationships.

d. Tapping Into Your Creative Genius.


7. I believe the most valuable information is…


a. Logical analysis of facts. 

b. What has worked in the past. 

c. Gut feelings. 

d. My imagination. 


8. I am persuaded by an argument that…


a. Offers statistical or factual proof. 

b. Presents the findings of recognized experts. 

c. Is passionately presented by someone I admire. 

d. Explores innovative possibilities for future change. 
9. I prefer a teacher who…


a. Lectures knowledgeably about the important facts and theories of the subject. 

b. Provides practical, step by step, hands on activities with clear learning objectives.

c. Stimulates exciting class discussion and group projects.

d. Challenges me to think for myself and explore the subject in my own way. 

10. People who know me would describe me 
as…


a. Logical.

b. Practical.

c. Emotional.

d. Creative.

Total your scores for each letter and record here:







       A:

     B:

   C:

D:


Seven Strategies for capturing a well rounded training program. 

· Focus on Outcomes rather Process

Help agents put information to work, to do something, not only know something.  For example, the training director of the Olive Garden restaurants placed the restaurants' server trainees in the role of tour guides for the menu. Rather than memorizing the ingredients of the dishes on the menu, the trainees had to practice telling customers about each dish in appealing terms. In that way, the trainees "not only know why they are learning the ingredients, but they also know how to put the information to work" 
· Make Learning Experiential 

Connect agents in engaging relationships and cooperative learning experiences. Knowing how to work cooperatively with others, who can bring different perspective to the thinking and reasoning process, can help agents to expand their thinking and explore new approaches to learning.

· Give Agents Control Over Learning 

Provide agents a range of options, in learning content and processes.  Most learners  demand a variety of instructional methods from which they can choose to learn.
· Respect Agents Abilities 

Generation X & Yers grew up on computers; they have used the mouse to jump around and explore new areas of information.  As a result, they have the ability to assimilate information quickly and to focus on multiple ideas at once. Designing education and training materials to include a variety of ways learning aid in reaching all participants. 
· Highlight Key Points 

Give attention to the format of instructional materials. The new learners are surfers and scanners rather than readers and viewers. They are prone to move quickly from one point to another. They want to gather pertinent information as quickly as possible and move on, however the traditional learners like to read and follow instruction to accomplish a task. 
· Motivate Learning 

Engage agents in creating their own learning environments. Give them a role in establishing learning goals, standards, and evaluation criteria. By transferring rules and management to agents for their direction, trainers become facilitators of learning, enabling agents to determine the strategies that will motivate them to learn.
· Provide Challenges 

Challenge them to construct knowledge from their experiences by connecting learning to worksite applications. 
10 Ways to Motivate and Foster Relationships

1. Know your employees.  Getting to know your agents as individuals will allow them to know you care about them as people and are not just interested in the work they produce.  
2. Understand the Work Culture.   Recognize and plan incentives or events to encompass all generations.  If your staff is family orientated, plan a baseball game together or team BBQ.  

3. Be Creative. Sometimes a change of pace is all that employees need to be motivated.  Try delegating new tasks, or ask for their input into changes of processes. Creativity does not need to be expensive, it should just help inspire and energize your agents. 

4. Share Experiences.  Letting your staff know that you can be human, can be more motivating that you think.  Being able to share experiences allows you to foster relationships and provide the confidence that making a mistake allows for a learning experience. 

5. Keep employees informed.  Staff will likely feel more personally connected to the company or organization, if they are connected to the goals and activities of the leadership group.  (Newsletters, staff meetings, bulletins).

6. Rotate leadership roles.  Job Swap.  Have an agent step into a supervisor role and a supervisor to step into an agent role.  This type of interaction allows for us understand and identify the different dynamics of each role, creating opportunity to identify support needs and address them as necessary. 

7. Provide learning opportunities. Allowing your employees to broaden their horizons and increase their knowledge, progresses their career and individual confidence. Workshops, seminars, and off-site conferences can be effective tools in boosting the enrichment and expertise of staff. 

8. Monitor your own performance.  As leaders we set the standard for the behavior our staff exhibits.  If we emulate professionalism, effectiveness, fun and respect towards others, we naturally generate a higher office atmosphere. 

9. Ask for feedback.  It is likely that most employees will not come forward and tell you what they think, however offering them an anonymous feedback point allows them to feel that their opinions matter, and allows the leaders to address issues of motivation, productivity and morale. 

10. Have fun.  If work is fun, employees will be more motivated to want to come to work and produce while they are there.  Try planning light music in the office, a fun day, job swap or whatever creative instincts you may have to lighten the mood. 
30 Learner Centered Training Strategies  

1. Coaching: The coach models the step-by-step application of a new skill, and then the agent performs the skills and receives immediate feedback from the coach. 

2. Case Study: A story, made up or real, that generates different opinions, requiring agents to use Case Study: critical thinking to justify their view point. 
3. Group Discussion. A trainer-guided group conversation after an activity intended to guide agents to discover (rather than be told) the desired learning outcomes.

4. AHA Journal: A blank Journal Book in which agents record AHAs they have during the training program. 

5. Task List:  Have individuals split off by themselves and create a list of tasks required to complete a specific task.   Once complete, split into groups, share ideas as a complete group.

6. Brainstorm: Agents write or call out responses to a prompt or question. This structure can be solo, in pairs, or in groups of any size. 

7. Card Swap: A brainstorming activity in which agents develop numerous ideas in four steps: 1) Individuals record ideas on cards, mix them all together, and redistribute them, 2) Individuals swap cards to try to improve the quality of the ideas in their hand of cards. 3) Groups meet, pool their cards, and reduce them to a small number of quality ideas. 4) Groups REPORT on their favorite ideas. 

8. IOU Reflection:  A method for encouraging agents to concentrate on creating an IOU list, standing for "Interesting or Useable." The employees are ask to record anything that they find "interesting" or that they think they could "use" in some valuable way and share back with their team, group of office. 

9. Learning Buddy: Agents are paired for the ongoing purpose of helping one another learn important information or skills from a course or learning experience. 
10. Staff Meeting Presentation: A spoken presentation that informs agents about a skill or body of knowledge. 

11. Mentoring: A person with more experience and skill in the desired area of learning undertakes the ongoing guidance of a agents with less information and skill. The mentor promotes professional and personal growth by modeling expected behaviors and values, answering questions, and giving advice about challenging problems. Often the mentor learns as much as, or more than, the agent. 
12. 32-Day Commitment: A form for helping to create/extinguish habits. On the form, a behavior is recorded that the agent commits to do or avoid for 32 consecutive days, marking the form each day that this commitment is kept. 

13. Next Steps:  At the end of a learning experience, agents define what they will do next with the information or skills they have learned. 

14. Panel: A group of people who present their knowledge or opinion about a topic. Often this is followed by questions from the agents.

15. Problem Based Learning: Agents are given a problem that requires them to learn new skills and/or knowledge before they can address the problem effectively. 
16.  (Q&A): Agents are invited to ask questions of the trainer, guest speaker, panel, or others experts.
17. Record: A scribe writes the contributions of agents on a blackboard, transparency, or flip chart. The chart is often posted for later reference and review.
18. Self-Assessment:  A series of questions offering agents a means to gage their strengths and weakness in some area of knowledge, skill, or ability.
19. Service Learning: A project done as a service to a client or agent and/or an opportunity to for the agents to discover important work and call processing lessons.
20. Success Team: Small groups of students support one another to achieve their goals in the training program. Each person identifies his or her desired outcomes and experiences, and the group decides what actions they will take to assure every team member's success. 
5 Strategies for On-Going Training

1. System Review Account.  Have agents utilize this account to display messages regarding updates, new accounts, feed-back and training requirements.   
2. Personal Sub Account.  Create a distribution account that allows you to send updates, feedback and training program information to all agents via personal sub accounts. 
3. Sign Off Sheets.  Create one page outlines of information regarding the account for agents to read and confirm they have understood. 
4. Test Calls.  Provide hands on training, by performing test calls to accounts requiring constant review and updating. 
5. Staff Meetings.  Set aside time for training agenda. 
6. Games & Challenges.  Make training fun.  Introduce games like trivia or work place jeopardy to challenge agents. 
7. Exercise or Quizzes.  Test the readers and thinkers in your group.  Create exercises or quizzes related to the account content or training program. 
8. Agent Buddy or Training Partner.  Assign agents a backup buddy that is responsible for ensuring each agents training success.  Works well to have partners or buddies on different shifts. 
9. Account File or Client Records.  Create a file or document to house all account updates, copy of information pages and quick reference training material for agents to reference. 
10. Procedures Manual.  Create a reference binder to store common procedures, training material, troubleshooting and FAQ information for ongoing use.  
Coaching and Feedback 


1. Regularly review job descriptions. Reviewing job descriptions will ensure that processes are effective and that all important responsibilities are accounted for / assigned. 

2. Build relationships with your peers, including those outside of your team.  Leaders should meet with their peers often. Frequent contact will make the employee feel comfortable in openly communicating with you as a leader. 

3. Get regular goal/status reports.  Knowing project statuses and future plans can help you identify problems before they occur.

4. Develop procedures for routine tasks.  Developing procedures for routine tasks increases efficiency when a task is repetitive and / or completed by a number of employees.  Having employees develop procedures gives them input into how their job is done; an important component contributing to job satisfaction. 

5. Hold regular meetings. Regular meetings should be scheduled to communicate new initiatives, as well as to celebrate success. 

6. Communicate performance standards and expectations.  Ensure employees know what is expected, not only in terms of specific tasks, but the results that are required to succeed in the position. 

7. Provide regular and frequent feedback.  Giving regular and frequent feedback provides an opportunity to confirm that expectations are understood and accepted. 

8. Rewards and recognition, formal and informal.  Recognition is probably the most powerful motivator of all; making it more likely that desired behavior will be repeated. To best understand how an employee wishes to be recognized, ask them what recognition is to them (money, high five, praise etc.).

9. Make full use of the probationary period. Leaders should closely monitor employees during the probation period, and have clearly defined performance standards to benchmark new employees.

Developing employee performance:

 Prepare employees for good performance. Ensure the proper tools and training is provided.  Ask employees for their input into this aspect of development. Consider having employees set goals for themselves and assist in preparing a training plan.

 Encourage good performance.  Open communication and appropriate feedback. When there is open communication, employees will feel comfortable in asking for assistance and identifying barriers impeding their success. 


 Correct performance problems:  Address performance problems as they arise.  

· One skill at a time: Correcting too much at once will discourage, and maybe de-motivate employees. This is one reason why you need to provide regular feedback; keeping “on-top” of potential problems. Waiting until there are a number of issues can overwhelm an employee.

· Find the cause: The employee may or may not know the cause. The root cause may not be obvious, but it is critical to identify it. It could be something as simple as a shortage of resources, and it is the manager’s job to determine that. A tool that can be used to find the root cause is to ask “why” five times.

· Provide constructive instruction: Managers should focus on “how to do it right”, not “what’s not right”. Providing instructions rather giving criticism will have a motivational effect.

REFERENCE: Belcourt, Bohlander, Snell, Managing Human Resources, 2007, Thompson South Western.  Skip Downing, On Course II.  Performance Management, Leisa McDonald 

Designing a Learner-Centered Training Program

1. What is the purpose of your training program?  State your desired outcomes.  What does it look like to you?

2. What is methods will you use to deliver your training program?  Gather as many relevant structures and strategies as possible from other participants.   

3. Organize your training program using the design grid.  Choose and arrange your desired structures and strategies to encompass all learning styles and generations.  

Outline

· Start.  Outline a start, what strategies will help to kick start the training program or process.   


· Preferred ways of learning.  Address all four of the preferred ways of learning.


· Generational ways of learning.  Address all four of the generations and expectations.


· Intrinsic Motivation.  Address as many intrinsic motivators as possible.  Intrinsic motivation refers to motivation that comes from inside an individual rather than from any external or outside rewards, such as money or grades. 


· Variety.  Keep participants alert with diversity. 

· Learner-Centered Focus.  Design your training program so that the agent’s involvement increases and the trainers decrease. 

· Positive experience.  Choose experiences that will create the greater chance of interaction, comfort and fun. 

· End.  Provide an opportunity to review and deepen training experience. 
Design Grid for Learner Centered Training

Training Purpose:

Training Time:



	B   Doer
	C   Feeler




	Traditionalists


	Baby Boomers



	Generation X
	Generation Y




Module Four:  Scheduling and Stats

It has been our experience that in business, things can, and do, change rapidly.  What constituted best practices a year, or even a month ago, may no longer yield an optimal return on your investment.  To ensure your company’s practices are in line with the real-time business goals there needs to be consistent reassessment of procedures and technology.     

In a call center this is especially true when it comes to scheduling.   

The schedule is without a doubt one of the most important and at the same time, most stressful of tasks.  The experience of everyone your call center comes into contact with, employees, clients, callers, is dependant on a properly designed schedule.  A properly designed schedule ensures each step of every customer contact contributes to clearly defined company objectives.    

Having an efficient & effective way of scheduling is… 

· Important…because having too little or too many Agents on a shift can make a significant difference to the company’s success

· Challenging… because there are so many things to consider, such as call volumes, Agent skill level and experience

· And rewarding…because when you get it right – it’s noticeable to the Agents, Clients, Callers and the company’s financial statement
Developing an efficient and effective schedule can be manageable or stressful… but much depends on how you look at it.  

Many companies believe younger workers have a poor work ethic when really all they want is to be in control of what shapes their lives, (they work to live). 

Older workers may regret having paid their “dues” at the expense of family and happiness, (live to work).  They now want a fuller life. 

Today we’re going to focus on four specific steps that will serve as a guide in helping you build a successful schedule – a schedule for all generations.  

1. Know Your Company

2. Know Your People

3. Have Clearly Defined Systems

4. Be Solution Focused

Know Your Company  

Having a clear understanding about what your company stands for can act as your guide, creating alignment for decision-making.  

· Do you know the culture or philosophy of your company?

· Does your company have values & standards they stand by? 

There was a time in our company when our culture was not clearly defined therefore most of our decisions were based on past mistakes.  A little over a year ago we collectively re-developed our mission and vision statements and incorporated a list of core values to serve as our compass.  

Prior to doing this exercise, I don’t think any of us understood the real value of having clearly defined values and mission & vision statements.  We learned very quickly that these serve as our guide and help us to make decisions that are right for us.   

In other words, every decision we make must be in alignment with our vision and values and if it isn’t – we pass.  Decisions suddenly became so much easier.

Our vision statement is:

The vision of Re: Messaging Solutions Inc. is to deliver the best answering service experience.  Being the best means focusing on truth, friendliness, integrity, open communication and harmony with all the people we come in contact with, in order to create enjoyable experiences for all.

The key element of our vision is to create enjoyable experiences for all.
A few of our values are:

· Accountability

· Compassion

· Fairness

· Harmony

· Honesty

· Integrity

· Joyfulness

· Kindness

Know your company’s culture and values and your decisions come easier.

Other things of significance about your company that will help when building your schedule are:

· Know your clients… 

Asking key questions before the client comes on board will save any misunderstandings later on…

· What is the level of difficulty 
· What is the approximate duration of each call?
· What hours will we be answering?

· How many calls can we anticipate on a daily basis?

· The approximate duration of each call

· Know your call flow:  the peak / slow times…
· Know what type of administrative work is required:  time for filing, troubleshooting…
Know Your People

John Whitehead (some of you may know him through CAMX) once said, “When things are running smoothly and all your shifts are filled with good, qualified people and the calls are being answering in a timely manner – hire more people - because tomorrow it will change”.  

Anticipating change will help keep things manageable and lessen the stress.

Know your people:

· Who wants full/part time hours?

· Who enjoys/ dislikes rotations?

· Who is will/ unwilling to take on extra shifts?

· What are their individual skill levels?

Knowing what your culture is will help when tough decisions need to be made with your schedule.  

For example… 

Knowing that our culture is creating enjoyable experiences – we would not continually (week after week) ask Sally to work additional shifts when she clearly stated she could only work three days a week.  Instead, we would hire another Agent to help with the shortage.

On the other hand…

Responsibility is another one of our core values.  Our scheduler has spent a great deal of time creating the schedule and it’s been posted for several days, (she fulfilled her end of the bargain).  Sally learns that her daughter has a dance recital on Thursday (she forgot about)… our system outlines that once the schedule has been posted – it is the Agent’s responsibility to cover their shift if they are unable to do so.  Sally is now responsible to cover her shift if she wishes to attend the recital.

Know your people:  Make sure your policies don’t lump everyone together 

Jane has been with you 11 weeks and has called in sick 3 times – always on a Sunday.   

One of our company’s key values is accountability and if Jane has repeatedly called in sick on a Sunday morning… we are going to step into our system for disciplinary action.

Sally has worked with your company for 14 years and you can count on one hand the amount of days she has called in sick.  This past year she has called in sick 7 times and she is working with a doctor to find out why she hasn’t been herself.  Our trust value kicks in here… Sally has already shown us that she is a loyal and dedicated employee.  There will be no disciplinary action – only support and compassion

· If an employee only wants three days/week, is consistently here and always gives 110% - can you ask for more? 

· If an employee consistently works any shifts you throw their way, (they love the money!), but really needs a Friday night off next month to go to a concert – why would you not help them?  

Have Clearly Defined Systems

Systems are a way of doing things... a process or a method.  When a process has to be repeated such as hiring, scheduling, training, programming, disciplining, etc. – there should be a system to follow.  Systems are guidelines that include who, why, what, where and how.  Systems must be transparent so everyone knows the rules and knows what is expected of them... there should be no surprises.  

· Guiding Principals that define the rules – keeping in mind the rules need ‘wiggle’ room at times

· Ensure all employees have access to the Guiding Principals

· Revisit the system often – to ensure it’s still effective

Having  a system for scheduling is a key element in it’s success.

Know Your Tools - The ‘Mechanics”

· Run reports based on the system your center uses, i.e…MDR, Voicelogger.  

· Total calls answered per hour/half hour

· Total calls dropped per hour/half hour

Together, these two statistics give the number of calls your center needs to be prepared to answer every hour/half hour – the call flow.

· Create a spreadsheet to log the daily call flow – note the peak/slow times

Remember…call flow variations have a direct and profound impact on customer satisfaction and call center efficiency and effectiveness…

· Too many calls, not enough Agents - long holds, unhappy clients

· Too few calls, too many Agents – idle hands, paying for people to do nothing.  At Re: Messaging this means no ‘nickels’ for the boss!

What about the Agents answering the calls?  What are the individual skill levels? Will two Junior Agents equal one Senior?

· Total calls per Agent per hour/half hour 
· Average talk time per Agent – The bonus – monitoring the number of calls and average talk time per Agent will help you see very clearly where more coaching or training is needed

Together, these two statistics give the average time per Agent to complete a call.  
Set a base line….

· What is the average number of calls each Agent will need to complete every hour/half hour to ensure efficiency and effectiveness?  

i.e…if the average is 40 calls per hour, this is your base line.  

· Determine the necessary shifts according to the base line

· Fill the shifts using seniority and Agent preferences as your guide

When all is not working out quite like you planned…

· Re-asses

Most call centers use standard tools supplied with their call center software to create custom reports.  These reports consolidate selected statistics and can distribute them to supervisors and managers who need the information to make business and operational decisions. As business goals, staff, and procedures change, such reports can lose their relevance – Review reports periodically and ask…

· Are we measuring the most important factors to meeting our business and operational goals?  For example:  when we changed to one call answer the hold time statistic was not as relevant as when we were two call answer.  

· Does the format of our reports still make the most useful information easily accessible?

· Are the reports being distributed to the right people? Do the ones receiving the reports still need them? Are there new individuals who don’t get them but need to?

Use the answers as a basis for eliminating unnecessary reports.  Refine the ones that are still useful and develop new reports as needed.  Ensure all who need the information receive it in the most usable form. 

While you’re at it, question your reporting tools themselves.  Is the reporting software adequate to meet your current needs?  Do you need a more advanced reporting solution?  Many businesses are finding traditional production reports don’t give supervisors and managers enough timely information, or that sorting and analyzing the information takes too much time away from other critical tasks. 

· Be Solution Focused

· Spend two minutes discussing the problem, then move to the solution.  

· Negativity Blocks Creativity

Innovative Scheduling Tips 

· XL Scheduler – Vicki is our resident expert today.  Any and all questions can be directed to her at any time during the weekend.  Thank you Vicki!!

· Two hour shifts – cover the ‘crunch’ time rather than the entire shift when short staffed (Check the Labour Standards for your Province as they are not all the same)

· Balance of Senior and Junior Agents on every shift – not so many Juniors that there is not enough Seniors to help them (‘score’ system)
· Have Agents start earlier/stay later

· Post extra shifts 

· If understaffed – can you ‘steal’ from an overstaffed shift?

· If overstaffed – does anyone want a day off?

· Central Dispatch Agent – only one person turned off to dispatch calls

· Mirrored rotations – when one is not here, the other is

· Schedule breaks outside of ‘peak’ call volume periods

· The Weather Network – it will be busier during severe weather, be informed! 

· Sporting Events – it will be quieter when the home team is playing (NHL.com)

· Full shifts on weekends – Agents can maximize their hours by working these days

· Restrictions on holidays requests during the busy summer months and at Christmas – no more than two weeks

· Find our what your clients plans are – a survey of office closure times sent out just before summer and Christmas

· Agents filling the scheduled shifts they can’t be here for - get them involved in ownership of their job! 

· Happy Days’ – giving something back 

In Closing

When we know, and live by, the culture of our company – creating enjoyable experiences – your decisions will come easier.  Employees will feel valued, respected and understood, creating more opportunity for compromise.  It will be possible to build a schedule that works for everyone.   

Is our schedule perfect every day?  No!  Would we like it to be?  Absolutely!  The reality however is, things can, and do, change rapidly.  At Re: Messaging we are very fortunate, our schedule for the most part works - unforeseen circumstances aside – and we believe it is due to…          

· Knowing Our Company  

· Knowing Our People

· Having a Clearly Defined System 

· Being Solution Focused

Module Five:  Keeping it fresh

John Whitehead
Module Six:  Frequently used abbreviations

Information Sources you cannot do without

Useful Websites

Cam-X

http://www.camx.ca
Office Templates

http://office.microsoft.com/en-us/templates/default.aspx
Office Power Point Templates

http://office.microsoft.com/en-us/powerpoint/default.aspx
Canada Post- Postal Code Look Ups

http://www.canadapost.ca/tools/pcl/bin/advanced-e.asp
World Time Clock

http://www.timeanddate.com/worldclock/city.html?n=250
Resource Centre – How To?

http://www.ehow.com/
Graphics for Websites, Birthdays, Posters

http://www.brownielocks.com/holidayauthenticity.html
Tools for a Successful Leader

http://www.leadership-tools.com/free-team-building-exercises.html
Team activities and Team Building

http://www.teachmeteamwork.com/
Sassie Scheduler Survey Internet Engine

http://www.sassieshop.com/2thecrg/clients/LoginClient.norm.php
The Weather Network

http://www.theweathernetwork.com/
Birthday Card Maker for Staff

http://www.care2.com/send/birthday_cards.html
Promotional Items – Service Pins

http://www.mrpinman.com/
Camera Review Site

http://www.tried.com/
Download 55 minute recording by Bruce Tulgan – Secrets on Managing GenY

http://www.teachmeteamwork.com/files/bruce-tulgan---secrets-of-managing-gen-y.mp3
Interesting website on Gen Y
www.hrs.ualberta.ca/EFAP/Newsletters/Vitality-12-1.pdf
Employing a Diverse Workforce – Gov’t of Alberta Publication

http://alis.alberta.ca/ep/careershop/showproduct.html?DisplayCode=PRODUCT&EntityKey=6388
Hiring Temporary Foreign Workers

http://www.hrsdc.gc.ca/eng/workplaceskills/foreign_workers/index.shtml
Government Sites

Government of Ontario

http://www.ontario.ca/http://www.ontario.ca/en/business/index.htm
Alberta Business

http://www.canadabusiness.ca/alberta/main.cfm
Government of Alberta – Business programs and Services

http://www.programs.alberta.ca/Business/IndexB.aspx?N=772
Federal Government

http://www.cra-arc.gc.ca/menu-e.html
Privacy Legislation

http://www.privcom.gc.ca/index_e.asps

Human Resources
http://www.hrsdc.gc.ca/eng/home.shtml
Canadian Centre for Occupational Health and Safety

http://www.ccohs.ca/ccohs/inq.html
WSIB

http://www.wsib.on.ca/wsib/wsibsite.nsf/public/Home_e
Ergonomics in the Workplace
http://www.headsetzone.com/ergonomics.html
Reducing Injuries in the workplace

http://www.jandvdirect.com/news/backpain.php
Canada Job Bank

http://www.jobbank.gc.ca/prov_eng.aspx?Student=No
Government Of Canada

http://www.ontario.ca/en/business/index.htm
 
	Abbreviation Keys Using Alt + Alphabet

	   For Message taking 

	Alt + A
	ASAP
	
	

	Alt + B
	Back Number  
	
	

	Alt + C
	Cancel 
	
	

	Alt + D
	Dispatched Message
	
	

	Alt + E
	Emergency
	
	

	Alt + F
	Please Call 
	
	

	Alt + G
	Gone for the day 
	
	

	Alt + H
	Hold for office 
	
	

	Alt + I
	Important 
	
	

	Alt + J
	Call Forwarding  
	
	

	Alt + K 
	Caller says you know #
	
	

	Alt + L
	Answering Service 
	
	 

	Alt + M
	Left Message 
	
	

	Alt + N
	Gone for lunch 
	
	

	Alt + O
	Passed to on call  
	
	

	Alt + P
	Paged 
	
	

	Alt + Q
	Confirmed 
	
	

	Alt + R
	Returned you call  
	
	

	Alt + S
	Still waiting 
	
	

	Alt + T
	No Message 
	
	

	Alt + U 
	Urgent 
	
	

	Alt + V
	Transferred the caller 
	
	

	Alt + W
	Will call back  
	
	

	Alt + X
	paged to confirm
	
	

	Alt + Y
	At  your convenience
	
	

	Alt + Z
	Request an appt to show
	
	

	
	
	
	

	
	
	
	

	Commonly Used Abbreviations 
	
	

	
	
	

	
	
	
	

	OOT
	Out of town 
	
	

	TFN
	Until further notice 
	
	

	WCB
	Will call back  
	
	

	PAT or PT
	Patient
	
	

	OC
	On call
	
	

	DOB
	Date of Birth
	
	

	ER
	Emergency/could also mean Emergency Room 
	
	

	Stat
	Medical term ASAP
	
	

	NA
	Not available or no answer 
	
	

	VM
	Voicemail
	
	

	LW
	Left word 
	
	

	LM
	Left message 
	
	

	Res
	Residence /Home 
	
	

	DAS
	Dial to Answering Service 
	
	

	D#
	We pager the callers number to client 
	
	

	OFC
	Office 
	
	

	UL
	Unlisted number 
	
	

	MSG
	Message
	
	

	GFTD
	Gone for the day  
	
	

	RX
	Prescription  
	
	

	APT
	Apartment 
	
	

	APPT
	Appointment  
	
	

	Res
	Regarding 
	
	

	HVAC
	Heating and Air  
	
	

	Plum
	Plumber or plumbing 
	
	

	IT
	Information Technology
	
	

	MOB
	Mobile/Cellular  
	
	

	CLD
	Called
	
	

	B/Y
	Busy
	
	

	 
	
	
	

	
	
	
	

	
	
	
	

	A/C
	Air Conditioning
	
	

	A/M
	Answering Machine
	
	

	APT
	Apartment
	
	

	APPT
	Appointment
	
	

	ASSOC
	Association
	
	

	ASAP
	As Soon As Possible
	
	

	@ 
	At
	
	

	ATTN
	Attention
	
	

	ATTY
	Attorney
	
	

	AVE
	Avenue
	
	

	B/L or BKL
	Back Line
	
	

	BDRM
	Bedroom
	
	

	B/4
	Before
	
	

	BLVD
	Boulevard
	
	

	BLDG
	Building
	
	

	C/F
	Call Forward
	
	

	C/I
	Check In
	
	

	CELL
	Cellular Phone
	
	

	ER or EMER
	Emergency
	
	

	FYI
	For Your Information
	
	

	HWY
	Highway
	
	

	HOSP
	Hospital
	
	

	INFO
	Information
	
	

	INTL or INT’L
	International
	
	

	L/W
	Left Word
	
	

	LPN
	Licensed Practical Nurse
	
	

	MAINT
	Maintenance
	
	

	MGMT
	Management
	
	

	MGR
	Manager
	
	

	MTG
	Meeting
	
	

	MSG
	Message
	
	

	NATL
	National
	
	

	N/A
	No Answer or Not Applicable
	
	

	O/C
	On Call
	
	

	OFC
	Office
	
	

	PKG
	Package
	
	

	P/U
	Pick Up
	
	

	PLS
	Please
	
	

	RE:
	Regarding
	
	

	REF’D
	Referred
	
	

	RX
	Prescription
	
	

	RN
	Registered Nurse
	
	

	SVC
	Service
	
	

	ST
	Street
	
	

	TEMP
	Temporary
	
	

	TMRW
	Tomorrow
	
	

	WK
	Week
	
	

	WKND
	Weekend
	
	

	WRG #
	Wrong Number
	
	


Books for 1st Time Supervisors

First Time Supervisor Survival Guide - 1st Edition 

Author: George Fuller

Publisher: Prentice Hall Press

Publication Date: 2003

The New Supervisor: Stepping Up With Confidence

Author: Elwood N. Chapman

Publisher: Crisp Learning

Publication Date: November 2002

 New Supervisor Training (ASTD Workshop Series)

Author: John Jones & Chris W. Chen

Publisher: ASTD Press

Publication Date: April 2002

 Excellence in Supervision

Author: Richard Conlow

Publisher: Crisp Learning

Publication Date: May 2001

NOT EVERYONE GETS A TROPHY: How to Manage Generation Y

Author: Bruce Tulgan

Publisher:Jossey-Bass

Publication Date: March 2009

Review: http://rainmakerthinking.com/book_trophy.php


People Skills


Open Door Policy


Non-judgmental


Respect 





Empowerment


Include CSRs in Decision Making


Ask for input from CSR’s








Standards


Clear Expectations


Clear Instructions





Communication


Constructive Feedback 


Relaying Information 





Recognition


Positive Reinforcement


Compliments





Skill Monitoring & Evaluation





Learning Style & Training Objectives





Training, Coaching & Feedback





Tracking & Goal Setting





C       Feeler


Why & Who


Feelings & Personal Connections





B        Doer


How?


Form & Application








A      Thinker


What?


Facts & Theories








D      Innovator


What if…


Future, Possibilities & Innovations





LINEAR





HOLISTIC





 EMOTIONAL





    LOGICAL








