
le Boef says: "You always get more of what you
reward." Using analytical words such as
"observed" keeps personality out of the frame.
Employees are not interested in phrases such
as: "I think, “I feel” or “I suspect". These are
subjective and they are looking for their
supervisor to be wholly and only objective. 

4 As we move into the formative phase, we
never use words like "improve". Again, specific
words like "what" will help the individual focus
more clearly, and "develop" recognises the
need for change, but shows that, while maybe
more work needs to be done, there is a base
on which to build. 

5 Here, the clinical use of the word "observed"
takes personality out of the equation, and
using the word "could", rather than "will" or
"want", suggests that things are open to
interpretation and uses a softer style. 

6 Last, but importantly, it is the job of the
trainer/supervisor to help the individual
improve. Employees need to feel as if they are
being led from the front, rather than being
pushed uphill. The task of development is the
responsibility of all parties, and it can be a
good idea to have some extra ideas for
resources ready to share. 

This Coaching Wheel is used to great effect
among our clients both small and large. Its
benefits are greater buy-in from staff, it's easy
to remember – statement, question, statement,
question, statement, question – and after
about seven goes it begins to flow like magic.
Try it in your call centre and see how a

feedback session can be turned from a
dreaded crit ique into an opportunity for
connection and positive plans. 

Henri Jaume is a senior trainer and
customer relationship manager at BPA
Corporate Facilitation
Contact: info@bpaworldwide.com

Make
training
messages
live and
breathe

WE ALL know that taking people away from
the phones can hit service levels – so it’s
vital that training has impact and brings value
to the business. Here are some tips to make
sure your training messages remain and
translate into a change of behaviour which
brings personal and business benefits.

Market training effectively Make sure
people understand the reasons behind the
training. Wrapping a marketing campaign
around training can real ly help with the
retention of the messages if they are followed
up effectively afterwards.

Reynolds Cater ing Suppl ies, a family
business which has grown to become one of
the UK's leading independent distributors of
fresh produce, needed a programme for its
growing B2B inbound sales and customer
services teams. We developed for Reynolds
a programme called “Let's Get Fresh” to
ensure the messages were highly
memorable whi le sound ski l ls  pract ice
training enabled the development of key
customer facing skills.

Darren Maloney, customer serv ices
manager, said: "It was important to us that
we undertook training that was relevant for
our people and our business, and that it was
delivered in a way which people would enjoy
and benefit from." 

And Verne Wooden, call centre manager,
said: “…Let 's Get Fresh has a fun
participative approach, which has brought a
consistency and a professional focus to both
departments."

Include the bigger picture Win peoples'

hearts and minds by helping them to
understand, on a day-to-day basis, what they
do for your business and your customers.
Elevate call handling from average handling
times, wrap up times, the recording of the
call in the system, and help people to see the
part they can play in making a customer’s
day.

People learn by doing and good skills
training has to include well timed practice,
which includes the opportuni ty for
meaningful  discussion and feedback.
Telephone coaching equipment, such as
Phonecoach products,  is invaluable in
practice or in coaching l ive calls. While
people may enter the training room dreading
the thought of role-play, this is where learning
accelerates. It’s because people are making
their  own sense of  the theory and i ts
relevance to their role. To get the best from
role play:
� Make it realistic as possible
� Introduce the first practice carefully. Take
time to explain how the equipment will be
used. Focusing people on how the
equipment works shifts their nerves from the
exercise to more practical things
� Explain the importance of the preparation,
do and review cycle in learning and how
preparing will give them a better outcome
� Get them to focus on what they personally
want to concentrate on and use that in the
feedback discussions
� Ensure there is a clear process for giving
feedback, which gets everyone to
acknowledge what people do well. Skills
practice should be about aff i rming and
building confidence as well as learning skills
and approaches that will help participants
improve

Support the learning with coaching It's
the practice that builds the skill and if the
coaching teams and the training messages
are aligned, then there is a real change in the
behaviours which can bring about business
success. A delegate on a recent programme
was explaining how he was building skill in
archery. To hit the target, every time, he
explained it's important to learn what works,
which when you're learning isn't necessarily
what feels right. Having someone evaluate
your approach with you can really elevate
hitting the target.

Develop clear best practice Make sure all
your people have a clear understanding of
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the approaches, call structures, practices,
skills and knowledge which will deliver the
focus that the business requires. As business
needs change, your approach will need to
flex. Does your best practice reflect the
conversations that your people need to have
with your customers to deliver your marketing
strategies? Dialogue development
workshops with representatives from agents,
coaches, managers and marketers can
develop clear best practice using call maps,
which can then be trained into your teams. 

Reinforce, reinforce, reinforce Make sure
training sessions include learning reviews
and action plans. Review those one-to-one
when people are back on the floor, either with
team leaders,  coaches, peer- to-peer
coaches or buddies. Repeat the messages
with emai ls,  posters,  competi t ions and
games. Bite-sized sessions run in team
meetings or when the time is right can build
momentum and really embed the learning

Gain, retain, grow This is a great model for
developing a customer base, and it equally
applies to attracting and retaining the right
people within a business. It's also a good
way to consider training. What insights,
practices and behaviours must your people
gain in order to be effective? 

What mechanisms will you have in place to
remind, reinforce and enable people to retain
their learning? How will you enable people to
grow their skills and career through well
chosen and relevant training as part of their
individual development plan?

And, finally, remember a training course is
the beginning not the end.

Diane Banister, MD, Intelligent Dialogue
www.intelligentdialogue.co.uk
www.phonecoach.com

People, not
kit, will
delight your
customers

PICTURE the scene: you
have just invested heavily in a brand new,
state-of-the-art system designed to help you
handle more calls and deliver a higher
standard of customer service by boosting first
call resolution.

Fantastic! It's all there: advanced skills-
based routing, business value routing,
integrated multi-media control, productivity
tools, presence and collaboration and more
reports than you can shake a stick at.
Everything you ever thought you needed to
really up the ante and knock the spots off your
competition.

Is that it? Is technology the panacea? We all
know it isn't.

It doesn't matter how sophisticated the
technology is if your agents provide a poor
telephone service. Inadequate levels of service
and professionalism on the telephone can
make hard won customers walk away. 

Your agents must demonstrate confidence
and professionalism in all their customer
interactions and, working in a dynamic
environment, they must be able to react to
changes quickly yet calmly. Many call centres
spend lots of time and money on product
training, yet fail to spend in the key area of call
handling techniques.

Whether your customers are happy, sad,
angry or frustrated, agents need to understand,
create empathy and build a relationship with
them. Ensuring agents understand and
demonstrate control of the process and
structure of call handling, without seeming
pushy, requires a high level of behavioural skill.
Developing questioning techniques and
effective l istening skil ls helps agents to
understand your customers, situation, needs
and, most importantly, their expectations. 

Meeting a customer's expectations may not
just involve your front l ine call handlers.
Therefore, the abil i ty to influence other
departments to ensure these expectations are
met may be crucial

Furthermore, by delivering good service,
agents’ morale will soar as they identify the
posit ive impact they have. Handling
unnecessarily protracted or difficult enquiries
leads to poor motivation or morale, which will
increase attrition and raise costs. 

How do you determine what training is
needed by which agents and what is the best
way to deliver this training? Some of these tips
might steer you in the right direction:

Get advice Many organisations offer

EACH month, Affinion International hires 20-
30 people for its call centre in Portsmouth.
With a dedicated new recruits team, and a
group of in-house trainers headed by Fiona
Johnston, HR Manager, these new starters
take part in a series of classroom-based
exercises, practical workshops and
simulations.

The key, says Affinion, is ensuring that
new recruits are absorbing the information
being delivered, tests are in place to test
understanding and additional training is given
if necessary. 

After completing their induction, new
starters graduate to what Affinion calls the
“academy”. Here they are introduced to the
“live” call centre environment where they
consolidate the skills and knowledge learned
in the classroom. During their time in the
academy team members will begin taking
customer interactions, receiving learning from
the academy trainers.

Finally, once both the academy trainers
and the individual sign off that they are ready
to go live, they join their teams.

It is at this stage that on-going
development and appraisal system begins. All
call centre staff receive regular coaching, one-
to-one and development support each month,
aimed at improving their telephone
interactions, product knowledge and ability to
handle difficult calls.

Employees meet their team leaders on an
individual basis to discuss expectations,
questions about products and a review of
monthly targets. At these meetings they can
also choose training courses that they feel
would be right for them.

It is part of what Andrew Mutch, head of
client services, calls the “learning journey”
and is the basis of the company's appraisal
system.

The “learning journey”, he explained,
analyses employees’ skills and behaviours at
regular intervals throughout their career. As
skills and knowledge increase team members
progress from a starting point of “developing
in the role”, through “at level” to “above
level”. All job roles have been mapped and
clear indicators underpin the requirements at
each of the levels. These capability profiles
are used for recruitment, assessment centres
and development planning centres as well as

the annual appraisal system.
This was the route taken by Barbara Budd,

contact centre manager. She said: “I started
working part-time in the evenings to earn some
extra money and to try something new. I soon
realised that I could make this into more of a
career opportunity and I enquired about the
potential to try other roles and apply for
management positions. After a few years I was
successful and I've kept progressing ever since.

“Those that have recently joined us can
look at my experience and those of my
colleagues and know that the ‘learning
journey’ can take them to a similar position.”

The “learning journey” is the cornerstone
of the company’s “Amazing Customer
Experience” programme, a value system that
underlines every action. 

Ms Budd said: “ACE is about engaging
staff, agreeing company values and making
them the foundation of every conversation we
have. If employees are given ownership of
their company culture and feel in control of
their futures, they will be more motivated and
loyal. That contentment makes for an amazing
customer experience and that's what we aim
to offer with every phone call.”

� Affinion International has 400 staff at its
call centre in Portsmouth, which is open
round-the-clock all year. The company’s
services – provided to customers of banks,
credit card providers and other large
companies – include card and identity fraud
protection, computer and internet security,
travel discounts and a concierge service.
Worldwide, Affinion has about 3,500 staff and
nearly 80m customers.

Barbara Budd (left), contact centre
manager

Fiona Johnson (right), HR manager
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