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Top tips for broken processes
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Broken
Processes

Optimising processes is the quickest way to increase contact centre productivity and
customer satisfaction at the same time.

Why then are there so many companies with poor processes, when it is something
we live and breathe every day?

We have asked our panel to provide their insight...

Optimising processes and customer satisfaction
- The two most important questions.

Optimising processes is the quickest way to increase contact centre
productivity and customer satisfaction at the same time. Why then are there
SO companies with poor processes, when it is something we live and
breathe every day? A major reason is the same reason the overall industry
isn't doing better; we're too busy fighting fires trying to cope with ever
increasing volumes and complexity of calls to properly look at why those
calls are coming in. If we start adding the question why to our monitoring
and not just when, magic happens.

On the surface we have the KPI first contact resolution to give us an idea of how our
processes are doing. This isn’'t enough though; learn from helpdesks to start decreasing
unnecessary calls. At IT service desks you log two things; what the user / customer had a
problem with; “the incident” and, start a process to find out why this was caused and try
stopping it happening again; “the problem”. In the contact centre industry we talk about root
cause analysis and call avoidance but the reality is that when we are out reviewing centres,
a majority does not measure the reason for the customers’ calls. At least not in an ongoing
and analytical way. And for the centres out there still not measuring FCR, note that it's not
just about quality, there are huge cost savings to be made as well on call backs.

So what are the most common reasons for bad FCR? Normally three:
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Mandate — the agent wants to help the customer but isn’t allowed to.
Competency — the agent does not have the right training to be able to help.
Systems — the technology support is not good enough.

Add to this a good call routing solution and you are on your way to optimising your

processes. Sounds basic? Yes, but “Everyone is looking for magic but magic comes in being
brilliant at the basics”.
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By Dave Appleby, Resource Analyst, Healthcare Insur  ance
Company

Stop patching things up

Great, you know the business well enough to realise the
process/system is broken. So, what next?

Well, from experience, the worst thing you can do is patch it or devise
a work-round. It’s already broken once, it will again. Patched
processes grow! They evolve into something that would give the most hardened
Zombie movie fans nightmares. Also, unfortunately, they very quickly become the
norm...

The crisis management acronym STAR fits quite well...

Stop.
Think.
Assess.
React.
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Chances are, the process is working after a fashion. This means an extra week or
two fixing it properly isn’t going to have that much of an impact, is it?

This is the way we’ve always done this.
This follows immediately from the above...

You've now got a fantastic opportunity not only to fix a broken process, but also to
improve the whole thing for your customers, your staff and yourselves...

Ask the staff what they think is broken. Ask them what they would like to see. Look at
the MI coming out at the end. Is it fit for purpose now, not when the system was
designed? What can you not only fix but improve?

Odds on, your requirements have changed since it was developed. Are you hanging
on to, “Well, we've always done it that way” or something similar?

All too often we hang onto something because that’s the way we do it,
subconsciously we resist change and a broken process is the opportunity we need to
fool ourselves into accepting change.

Personally, | don’t see what’'s wrong with my slide rule, but they keep trying to get
me to use this thing with buttons....

By Steve Woosey, Membership Director, Professional Planning Forum
(www.planningforum.co.uk)

Find some quick wins

Mending broken processes can not only save money but create
happier customers who you are more likely to retain and with whom
you can create more value. Our overriding top tip is to find some
customer-friendly quick wins and to use these to secure the buy-in of
senior managers for further work.

We have some great examples in the area of contact avoidance. Using this as an
example:

Create an agent panel

The first thing we’d suggest is that you speak to your staff. Create an agent panel or
carry out agent surveys to discover the most common customer calls. Once you
have a ‘top ten’ list, start delving deeper to analyse the root causes or triggers for
those calls. Actively look for the problems that occur during the customer journey.
Talk to agents — and to departments or partners outside the contact centre. Work to
develop options for routing that journey differently through policy, system or call-
handling process changes.
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If you receive a lot of similar billing enquiries, for instance, could you change the way
your statements are phrased. If your customers call habitually because deliveries
haven’'t been made on time, could you change your policy slightly?

Think about how and what you communicate

Secondly, therefore, you need to think about how and what you communicate. Go
back to the beginning of the customer journey and tell people what you intend to do
differently. Rather than waiting for customers to call about their bill, for instance, alter
the wording of the letter to make it clearer. Your customers won't ring you if they
aren’t confused about the bill or delivery in the first place.

Quantify any changes

Thirdly, naturally, it's important to quantify any changes you make. So, once you've
identified key flash points, measure how many contacts you receive on that particular
subject before you make appropriate adjustments. Then, after a specific amount of
time, go back and measure your call volumes again. If you can quantify the benefits
of change, you can use this to prove the value of instigating a wider, more formal
contact avoidance analysis programme to senior managers.

Through exploring and correcting broken processes, EDF brought down the number
of calls to its billing helpline by 61%, manual billing backlogs by 60%, and Direct
Debit review queries by 50%. What's more, they experienced an 80% rise in
customers who reckon they’re more likely to stay with the company following a billing
enquiry.

The reality is that preventing avoidable contact can save you money. And during a
recession, contact centres are under increasing pressure to do just that. But the
bonus with this kind of scheme is that you also save your customers time and worry
— and smart managers know that, ultimately, this is the winning combination.

By Peter Massey, Founder Director, Budd  (www.budd-uk.com)

Given our passion is “how do we stop doing dumb things to our
customers and our people?” you won't be surprised at my top tips.

Spotting broken processes — ask the customer!

How is it that when you mention call centres down the pub everyone .
has a recent war story about their bank, insurer or mobile phone company! Yet when
you talk to those same companies, they say “yes we know...”. And a year later the
customers and the company say the same thing. Businesses have to get much
smarter at bringing the customers’ feedback inside the company and acting on it
quickly and systematically. The best companies are starting to crack this. The rest
will fall behind fast.
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Spotting broken processes — ask the front-line staff!

Try taking a problem to the call centre agent, the airline front desk, the mobile
company’s shop assistant, or the bank teller. It's a fight and they know the answers.
Why? Because they practise the argument all day with the same problems. To
paraphrase Monty Python: “Is this the 3-minute debate about why you can’t upgrade
without cancelling the subscription first, or will this be the 10-minute argument about
why you will cancel and go elsewhere if | don’t upgrade you?” If you want to know
which processes are broken, just talk to the front-line staff.

Fixing broken processes

Ask the same staff member what they would do if you gave them feedback about the
dumb process and they’ll probably not know. At best they’ll send you to the website.
As if that’ll be acted on... Their job is to get rid of you. But it's not so in all
companies. In some companies it’s the front-line’s job to meet your need and it’s
their job to find out how it could have been easier for you. Having found that out, it's
their job to go fix the dumb process so it doesn’t happen to others. And if they can’t
fix it, then it's their manager’s job to fix it. If your company isn't like this, beware. Your
competitors may be changing.

By Chris Colyer, IT Director, Garlands  (www.cjgarland.co.uk)

Use speech analytics to spot when processes are broken

With speech analytics you can spot very early when a process gets
broken.

For example, a new item on a bill or method of presentation of a bill
could cause a dramatic increase in call volumes and more importantly
result in caller frustration. Speech analytics was used as part of a call -F:,
elimination focus to quickly identify this as an issue and allow for '
immediate remedial action. Analytics are an invaluable capability for gaining
customer insight that can typically only be gained through the mining and analysis of
call recordings.

We bulk record all of our calls (both speech and screen capture) and through
analytics are able to pinpoint process breaks very quickly.

By Andy Turner, Head of WFO, ProtoCall One  (www.pc-1.c0.uk)

Avoid the “ball and chain” approach to processes

What do we mean by process? If we mean following regulatory
requirements, then there has to be a certain amount of activity pre-
designed to occur during your customer interactions. Many
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organisations, however, miss the opportunity to lessen the pain for the customer by
applying even more spiky internal process requirements such as overloaded quality
matrices, call objectives, poor reason code design. etc., all of which burden the
agent with additional activity that ensures a taut ‘Il am not really listening to your
hidden needs or showing any empathy Mr Customer as | am trying not to drop any
balls’ type of conversation.

By Carl Adkins, Managing Director, Infinity CCS
(www.infinityccs.com)

Having spent more years than | care to mention in the contact centre
world, | have seen my fair share of broken processes. However, what
is more frustrating than seeing obviously broken processes, is seeing
an organisation fixing the symptoms or visible elements of the broken
processes and not understanding, or addressing, the underlying issue.

From my experience, the top three approaches/attitudes towards broken processes
are as follows:

A broken process is not a negative thing

Contact centres are one of the most dynamic environments to work in. It is very rare
for anything to stand still for long, with constant change in the products you provide,
the services you offer, the rules and regulations around engaging with the customer,
why the customer is calling, what expectations the customer has, etc, etc.

It is therefore not surprising that a process that was working perfectly twelve months
ago might not be as appropriate in today’s environment. In fact if none of your
processes are broken, then it is more likely a sign that you are not changing or
evolving with your market.

So my tip is not to think of broken processes as a negative but as a positive; they are
a sign of change, a sign of advancement. You should not try to ignore the existence
of broken processes but seek them out. What is your process for identifying required
process change?

Paper is good too

Sometimes in our eagerness to automate or systemise a process we forget to test it
first. We make changes to our back-office systems or CRM applications and tick the
box that the process is fixed. In reality, we all know that fixing a broken process does
not work like that.

We should not ignore the value of paper to either understand more about a process
or to introduce changes to that process. With the paper form, we can collect
information quickly and go through the iterative process of optimising the new
process in real time by changing the paper form. When we have tested the process
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and have proven its value, we can then make the changes to our supporting IT
systems and formalise the process.

Fix the issue not the symptom

When looking at a process and evaluating its effectiveness, always, always, ask the
guestions: what is the objective of the process and what is the ‘test’ that the process
is working?

| have seen far too many times organisations being so focused on fixing a broken
process that they lose sight of the underlying objective of that process. There is no
point in making a process more efficient if in doing so it loses its effectiveness.

Understand your objectives. Have in place your key performance indicators and
then go about fixing or adjusting processes that will have a positive impact on your
individual performance indicators.

By Dave Paulding, Regional Sales Director UK, Middl e East and Africa,
Interactive Intelligence (www.inin.com)

Decide what information you want to track

Firstly, choose from the many available data types to create a scheme
describing what information you need to collect as part of the process.
Once you have identified this, security levels can be set for every
piece of information to control who can see it and who can change it.
For example, credit card numbers and other sensitive information can
be encrypted so that it never exists in an identifiable form that can be
hacked or stolen.

Design the user interface forms that end users will see

The second step to achieving efficient processes is to ensure that the user interface
forms are simple to use. To avoid confusion create different forms for the various
users that will participate in the process and limit the user interface controls available
to what is appropriate according to their specific role. To maximise efficiency the
interface should be able to handle images, document attachments, faxes, and even
embed web browser controls.

Lay out the process flow

Once this has been achieved ascertain the different states through which work flows
during the process and what actions need to be performed along the way. This could
include a variety of things such as accessing databases, interfacing with
mainframes, sending emails, generating phone calls, invoking web services, queuing
tasks for groups of people, obtaining credit reports, processing card payments or
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integrating with CRM applications, to name but a few. By working in this way
processes can be created for customers, partners, suppliers and employees.

Use technology to deploy the solution

The final step is to deploy your process. As soon as this is achieved end users will
start to see assigned work items appear in the same desktop interface they use to
handle phone calls, access corporate directories, and otherwise perform business
communications functions. When they click on a work item, the appropriate form will
appear, showing them what they’re supposed to see and allowing them to do the
things they’re supposed to do. If an employee doesn’'t complete a task in time, it can
be automatically taken away and assigned to another employee in order to meet
service levels. If you follow these simple tips, creating processes for all types of
activities can be child’s play.

By Nigel Jones, Business Development Director — Cor  porate Solutions,
Alcatel-Lucent Enterprise Solutions Group (www.alcatel-lucent.com/enterprise)

Essentially — can you get hold of the right person with the right
knowledge fast enough to help out with a specific customer query?

Furthermore — could a complete re-engineered process be the right
move?

Mobility of people within your business \ ‘

Without doubt, mobility of individuals is on the increase within many businesses
today.

Have you recently assessed how the mobility of people may be affecting your own
business processes? Some companies are now even using mobile devices for
‘agents’ that can be managed and monitored just as any other resource in the
contact centre. Not for all companies, you might say — but is this an area which might
help your own situation?

Support organisations involving mobility of ‘expert’ individuals are now embracing
new technologies to help connect mobile experts. Queries can be dealt with faster,
and once more, operational stats can be used to measure overall performance
outside the traditional boundaries, even allowing call recording of mobile device
conversations and audit tracking.

Collaboration

Connecting the right knowledge during the call can either make or break a sale.
Traditionally, transferring calls can always be tricky — and getting hold of the right
person to answer a specific query can be hit and miss. Combining collaboration
technologies onto the agent desktop gives a real-time view of the people that need to
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be monitored — very often back-office staff who may have very specialist skills who
are not always that accessible.

Early adopter organisations have already started to demonstrate that equipping
agents with the ability to see who in their support group is ‘present’ can give them
real-time support using Instant Messaging, audio or even desktop share.

Some companies have even changed business processes to conference in
customer, agent and back-office specialist. This move has had a very positive effect
on business and sales. Check out the customer case below :
http://www.tradingmarkets.com/.site/news/Stock%20News/2250020/

e’ Enable manual based processes.

‘e’ enabling an existing manual-based process means that you increase the
granularity of control through personal ‘role-based access’, so sensitive data access
by anyone can be monitored with full compliance audit trails.

As aresult, ‘e’ enablement of existing manual-based processes is finding uses
across numerous areas such as medical operations where privacy of data and

compliance tracking is mandatory, and where up until now only manual-based

methods to support a particular outcome were possible.




