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Summary:

There are eight types of primary NCR associates.  Each has slightly different needs for their system and business-function training.  The three main New Hire Training groups are HIPS NCR, Greensboro Executive NCR, and Louisville Product Service Call-taker NCR.  The other positions primarily use On-the-Job Training (informal) to advance an experienced NCR worker to those tasks.

All of the New Hire Training materials would benefit from revision and updating.  The contents are good, although they may be not as complete as desired.  The record of the contents is less than desired making it difficult to transfer the duty of training materials to anyone outside the current three trainers (two in Greensboro and one in Louisville).

There is also a need to capitalize on improving soft skills in all NCR workers.  I recommend building monthly newsletter for at-desk learning that can also be partnered with team training review of information using training games or activities.  I also recommend building granular training materials that can be added or substituted into current materials as appropriate and also used for short refresher training for current associates.  

Eventually, the New Hire Training could be created based on using the various granular pieces.  This would help allow us to customize for each audience but avoid the time consumed creating only one New Hire Training at a time.  This also allows us to concentrate on the most universal subjects first, which include the soft skills—skills almost everyone identified for immediate improvement.

The granular pieces would also allow the current development efforts at the two sites to continue.  These trainers and curriculum can work in partnership to build the desired improvements to the current materials.  But it would allow the current trainers to continue with the function-specific focuses, such as the product training for HIPS NCR or the systems training for each area.  It would also encourage synergy for best results as each team reviews and suggests improvements to the granular segments.

Final recommendations is to structure the training with a stepping stone mentorship program so that each New Hire class has opportunities to discuss any stumping occurrences and review, refresh, and refine the skills that make one an effective associate.  Both sites believe this type of program can be very successful and will hopefully reduce the current time it takes a New Hire to stop needing assistance on most calls (6 months for HIPS NCR).

Needs Analysis Process

This Needs Analysis was performed as an on-site visit and review by a curriculum specialist.  The structure is based on Performance Technology model, which identifies the ideal performance and the actual performance.  The gap between the two performances is analyzed for reasons causing the ideal performance not to exist.

Because of the limits on time and resources, this analysis primarily focused on current training materials and immediate training needs for the NCR personnel.  The suggested interventions are focused only at training opportunities.  

In addition, I’ve attached the notes taken during the visit to help record sources of information and requests.

The following is a list of the sections in this Needs Analysis:
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Types of Audience:

Although the National Customer Relations (NCR) Teams have the similar goal of helping and retaining our customer base, the tools, process/procedures, and authorization vary widely between the seven teams.  Below is a matrix summarizing the seven teams investigated.

Location
Greensboro, NC
Louisville, KY

Business Supported
HIPS
Exec letters/ e-mails —many businesses
Product Services
Account Services

Type of Associate
Call-takers
Call-takers
Letter/ e-mail
Call-takers
Executive Letters
Executive e-mail
Call/ Letter-takers

# of Audience
45
20
10
64
5
4
10/2

# of New Hires/year



15-20
From Call-takers
From Call-takers
From Credit Assist Team

Systems Used by Associates
HMS
HMS

NPS

MANCR
HMS

NPS

MANCR
NPS (30 & CR)
CCMS

NPS (30 & CR)

Fast Data
Octane

NPS (30 & CR)
SCENO

Lotus Notes

Champs

Fast Data

FOCIS

NAPS

NPS

Word

Pega

Tsys

Primary Initial Training 
HIPS NCR NHT
Exec.

NCR

NHT
Exec.

NCR

NHT
NCR NHT
OJT
OJT
OJT

Additional Training
Call Model + Customer Advocate.  Some Product Knowledge Training for HIPS.

CCMS
Octane system
Pega

(CCMS eventually)

HIPS NCR and Product Services NCR teams are primarily from normal New Hire pool at call centers.  In Greensboro the parameters are well-defined to focus on personnel that will probably be at job for more than 1 year.  This includes high school education, but little or no college education.  Workers may have prior call center experience or not.  For some, this is their first job.  Other new hires may have past experience in retail or service jobs.  New hires are required to have a certain level of computer competency.

SCENO team is part of a career path that includes at least 2-3 years on the Credit teams.  

Ideal Situation

The ideal worker would demonstrate the following skills:

· Efficient manipulation of the computer systems to access, review, and record onto customer records.

· Enthusiastic courtesy and professionalism for supporting the customer (strong customer service skills).

· Discriminating judgement for Sears’ best solution to resolve issue and retain customer.  This includes providing mediation or negotiation between the necessary parties to achieve best win-win scenario.

· Knowledge of how to access and apply policies and procedures.

· Effective stress management skills.

· Excellent use of all call model skills, including conflict management for difficult customers.

· Excellent communication skills, both speaking and writing.

· Effective communication of the business functions and features to any of the following:  customer, licensee, contractor, Sears franchise units, and other Sears units.  This includes terminology understanding for our products and services.

· Willingness to participate in receiving coaching for performance improvement.

Note that most of the skills involved are based on attitude and not physical motor or knowledge capabilities.

Actual Situation

The average worker at NCR demonstrates the following skills:

· Efficient manipulation of the computer systems to access, review, and record onto customer records. 

· Varying degrees of expressed courtesy.  Unemotional conversations with customers, which lack communicating empathy or acknowledging customer’s concern.  Observed the associate simply apologizes and does nothing or passes the customer off to another part of the business.  Poor communication of support or appreciation expressed to the customer.  There were excellent examples also observed.

· Various NCR groups have different authority levels and that impacts their sense of ability.  Many demonstrated an unclear sense of best judgement to help retain customers without offering too much from Sears.  Mediation or Negotiating skills were not observed or poorly demonstrated.

· Excellent portrayal of knowing how to apply policies and most procedures concerned with the “rules” of the business.  However, HIPS NCR indicated it usually takes 6 months for a New Hire to stop sending many of their calls to the Assist Team.  In addition, the documentation of some procedures and some policies is non-existent.

· No observed stress management techniques in use beyond venting.  Many demonstrate a “cop mentality” of judging the customer, technician, licensee, contractor or other party in a negative fashion.

· Call Model and dialoging skills were variable between members.  It was identified that there was not a defined dialogue except for the opening script.  Empathy statements were seldom expressed.

· Varying communication skills observed throughout the associates.  Most are effective, but not pleasant in tone or phrasing.  Polite expressions are not consistently added unless verbatim scripting is used.

· Product or business knowledge tends to be inconsistent and primarily learned by personal experience. 

· Coaching and performance improvement appears irregular.  Personnel are monitored and graded in Greensboro, but associates indicated a lack of coaching or team meetings providing performance improving communication to whole team for last 3 to 6 months.  

Causes of Gap

There are 4 areas that summarize the causes for gaps in performance:  1) Lack of skills or knowledge, 2) Lack of environment, 3) Lack of incentives, 4) Lack of motivation (attitude).  Lack of skills or knowledge is usually corrected by training or coaching.  Lack of environment is usually corrected by changing the environment.  Lack of incentives is usually corrected by changing incentive structure and providing management guidance on feedback and coaching, which are part of the incentives.  Lack of motivation or attitude is usually corrected by 1) open communication of expectations and reasoning, and 2) modeling of ideal behavior by a respected individual.

Lack of Skills or Knowledge:  

· Call Model and dialogue for expressing empathy, acknowledgement, support of needs, and appreciation of the customer

· What are right questions to ask to gather all facts

· Communication techniques, e.g., paraphrasing, etiquette, avoiding trigger words

· Mediation or facilitation techniques

· Negotiation techniques, including how to communicate options for win-win

· Stress management techniques

· HIPS NCR product terminology and meanings

· Supported businesses functions and features

· Conflict management techniques, including dealing with a difficult customer

· New or improved system usage, such as Pega for Account Services, and CCMS for all executive letter handlers

Lack of Environment:
· Documentation of Policies and Procedures not always readily available to each business.  (Product Services NCR personnel do not even have copies of the TeleService Policy and Procedure Manual available in their work area, although they do schedule repair service as needed.) 

· Multiple systems causing additional time and effort, especially multiple documenting of actions taken for resolution in each system

· The Greensboro Executive team lacks authority to influence the business— they have limited ability to change MA and NCR screens and must contact other business partners to effect any needed changes; they cannot affect most solutions, but only put the customer in touch with another part of business who can offer customer refunds, discounts, or maintenance agreement extensions; Comparatively the Louisville NCR team has authority to offer up to $75 dollars or 3-month extension to Maintenance Agreements

· The Account Services NCR team cannot offer same deals as Retention Team to help retain customers  (This is frustrating to the workers and potentially frustrating to customer as they are not offered the incentive or are transferred to another person.)

· HIPS Product Knowledge information is not well-documented as an on-going resource for the workers

· Partners in these businesses may not provide the same values as the NCR personnel are striving for—so supporting the soft skill or organizational needs of Licensees, Contractors, Service Unit’s Customer Relations, or Service Unit’s Technicians should be considered

· System and business changes are not always clearly communicated.  Some of these changes include Product Service business communications that impact how to do things and how NCR is supposed to respond

· Scheduling at Louisville causes periods of “too many” and “too few” people taking calls.  When “too many” the team managers are encouraged to do short group meetings and/or team training events.

· Louisville has system limit of Powerpoint and Training Copy not being able to be on same computer for delivery.  Louisville has limited classrooms and resources so that the “do a 45 minute training” demands are not supportable because there is no free space for presentation

· Octane system has a potentially work-eating flaw.  While the e-mail is being composed, the system may time-out.  When you click on send, the timed-out system will lose the e-mail you just drafted.  To prevent having to re-write the e-mails, the associate is performing precautionary steps of copying the message.  This step is not needed for probably over 90% of the e-mails.  

· Account Services NCR Associates believe that having 2 Tsys screens (as they had up until a few months past) made the work easier and smoother.  Having 2 such screens does allow a work in progress screen and a free one for any calls that come in.  For the letter-handler, it allows for comparing 2 records for same customer at once.

Lack of Incentives:
· Monitoring and coaching seem irregular

· Except for the Account Services team in Louisville, there is no designed career path to encourage the best of the business to transfer into NCR

· No mentor program is in place to help new hires do routine follow-up coaching or question-answering once placed on floor.  

Lack of Motivation/Attitudes:
· Value for expressing empathy, acknowledgement, support of needs, and appreciation of the customer

· Value of communication 

· Value of courtesy in communication

· Value of mediation or facilitation 

· Value of negotiation and making customer feel they’ve “won”

· Value of managing stress

· Avoiding “cop mentality” and being truly customer-centric

· Recognizing different perspectives are not one wrong and other right but both are giving credit for right from the individual’s perception

· Value of conflict management skills

Training Opportunities to Reduce Gap 

The interventions identified do not really include the opportunities for improvement by changing the environment, incentive program, or motivation.  These type of needs may be touched on by training, but are best addressed through business operations.

The following is a comprehensive list of training opportunities that could be used to support the many NCR functions, separate from the Resolve plans for major system re-design and current CCMS needs.

· Creating training material in modular form on common themes that could be added or substituted into the current materials.  Common themes are mostly the soft skills, e.g., good communication techniques, targeting customer delight (see example), or stress management.

· Creating training opportunities in granular forms that can be used for the training classes, but could also be used by the trainers or team managers or mentors to do as on-going training.  These opportunities need to be independent of each other and under one hour.  They can be combined as a follow-up to self-study pieces.  

· Creating at-the-desk training materials and activities.  To start with this could be a 4 to 6 page newsletter with word puzzles and activities that reinforce some “quick learning” articles.  Similar to Awareness magazine.  There could even be a single page insert that includes job-specific learning opportunities, such as product knowledge for HIPS NCR and “our partners: the Service Unit” for Product Services.  If resources allow, this could be converted to on-line training.

· Revising New Hire Training (NHT) materials for each of the five main NHTs.

· Establishing On-the-Job-Training (OJT) Guidelines for the three groups that use OJT for their new personnel.

· Documenting the HIS businesses, including capturing information from the hands-on product knowledge training so that photos, schematics, and text rendition of the information can be maintained as a resource for HIPS NCR personnel.

· Creating on-line resources for the associates, including HIS product knowledge, policy and procedure documents, decision-flow charts to help guide “what to offer” a customer.

· Providing “Mentor Training” so that we can use excellent and experienced associates, such as the Assist Team, to work with new hires during their first 60 or 90 days to provide feedback, answers on problems encountered, and some follow-up training and skill practices

· Designing some structure for the stepping stone continuation training that the mentors may use during the 60-90 day period

Notes From On-Site Visits

Notes from Greensboro (general)

Notes are based on interviews and observations.  Contacts include Ann Pursell (HIPS NCR Manager), Donna and Leslie (Trainers for HIPS NCR and Executive NCR), Jim Sparling (HIPS NCR Business Manager), and associates on the floor representing each type of worker.

Ann:  Everything to date has been created in-house—usually by instructional designers that design was not primary duty nor were they usually educated for design.  Customer Service training is lacking and critical.  Associates are monitored and evaluated using a form.  A copy of this form has been requested.

Ann Pursell will be Single Point of Contact for the Greensboro Materials.

Random Thoughts for resources:  Guest and Difficult Guest videos.  Heroz, especially how it pulls the situation to a different setting than the call-floor.  Tadhg’s 15 ways to tell their Majesties they are full of it and have their Majesties like it.  Send Donna a copy of “Calm Down...You...But” game.

Systems in Use and Available:  HMS (HIPS Management System) was developed for HIS business.  It has a tickler system built in.  MANCR is a local database.  It is primarily used to record history of actions.  It is very slow.  Witness is available for observing or monitoring calls.  

Notes on HIPS NCR

Ann: Lots of resources are spent on HIPS complaints, even out of warranty items.  Need Negotiation Training for these people—essentially how to build win-win situations without giving away the farm.  We do way too many Good Will Gestures; we want to save the customer but Sears is not a charity.  Basic courtesy skills seem lacking with the average new hire—they often won’t even recognize the lack of please and thank you’s are perceived as rude.

Assist team is product specialists, but there is no OJT with them.

Perceptions by associates include that the Licensees don’t listen.  Therefore mediation skills are needed [hmm:  and building seeing the multiple perceptions without taking one side or becoming personally pulled into it].

Training Pattern:  The general training pattern is New Hire Training (NHT) on Policies and Procedures, at 30 days Call Model training, at 60 days Customer Advocate training, and then at 90 days Negotiation training (not currently designed).

Product Training:  Product training for HIPS is seriously lacking—although they do a monthly continuing training on product types using the licensees.  Information on these monthly product training is not captured for posterity.  

NHT:  The New Hire Training should be expanded.  Primarily it was built using the beg, borrow, and steal method:  two items lifted from Account Services:  Fraud and the Call Model pieces.  Currently the initial class runs 1 and ½ weeks.
Donna:  Product Training is one of greatest lack.  The Policy and Procedure information needs more documentation.

Current NHT Training:  1 week to 1 ½ weeks of training.  New Hires must be computer- and Windows-competent.  Contents:  business, mouse/keystrokes, contracts/warranties/terms of condition, some product impacts and typical issues, some customer service.

Follow-Up Training:  At 30 days, they receive the Call Model (8-hour) training including the “Choose and Check” Jolt.  At 60 days, they receive the Customer Advocate training.  At 90 days, a class on Mediation and/or Negotiation is recommended.  Some discussion of having one person from the Assist Team be a mentor to the new hires for first 60 days.  Could even capture small 30-60 minute refresher/continuing training for them to use for end of day for first 2-3 weeks.  This would include a debrief of any issues that had occurred that day and then training/exercises to help refine their skills.

Donna’s Ideal Training:  Students would be in classroom for 2 weeks and then 1-3 weeks on a transition team.  The NHT would spend 33% on customer service, 33% on product training, and 33% on policy and procedures.  The NHT would incorporate tenets of Call Model and Customer Advocate, but not so much that the 30-day and 60-day trainings would be repetitious.

Associates:  Some quick discussion with three associates included the following requests for training:  NHT should include how to set up in HMS and when to send out a service order.  Associates should be more closely monitored for the first 90 days.  Associates feel that there are “old timers” who are not adjusting to changes and so that refresher training is needed to help keep people on the same page.  

During the last 3-6 months, there have been no team meetings or coaching.

Jim:  Associates need more product training.  Our business partners will be happy to help supply the hands-on models and materials.  He did like the customer advocate training they provided, even felt we should consider taking such training to the licensees.  Licensees do not really understand our function (perceive NCR as group who just likes to give money away).  First priority is solid and on-going product training with hands-on examples (as Donna and Leslie and Jim are currently coordinating).  Second need would be on how to escalate a call and customer service.  Third need is reaching out to the licensees and contractors to help them improve their customer service skills.  He also believes the associates need better guidance on how to ask the right questions for a situation.  Jim will be happy to review training materials—he has past experience as a trainer too.

Notes on Executive NCR

Ann:  This group needs the customer service and Mediation Training (helping two parties communicate and resolve issues).

Donna (Trainer):  Executive associates need more in-depth Maintenance Agreement (MA) and Product Services training on the systems.  One of the demands for this team is that they do not know what type of call, and therefore which of 4 doors (multiple systems), they will need to respond to.  Multiple systems also means multiple time learning the navigation of each.  They also have limited ability to change information on MA screens and no changes can be made to NCR screen.  Instead they must contact another part of the business to make those changes.  Associates do executive mail follow-up calls.  They also take MA calls.  One of the lacks is these folks have a “Policy Specialist Mindset” and they need to become “Customer Specialist.”

Donna’s Ideal Training:  Would only transition people from HIPS NCR team.  So at minimum:  would train new hires on HIPS NCR and have them complete 4 weeks of doing HIPS NCR calls.  Then would provide them the NCR training to transition to Executive team and the additional computer systems.  

Slogans Posted in Classroom

QED = Quality Every Day!  “Always make the experience a delight for the customer.

Vision Statement:  To always provide the very best quality products and services at a value that will deliver customer delight and loyalty.  Setting Sears apart as a premier home improvement team.

Neat Ideas by Donna

“Choose and Check” that distinguishes between professional caring and personally caring as you interact with customers.  You are a professional because you choose to come to work that day and you are paid (get a check) for your job.  Your personal life is not really affected by a dissatisfied customer—nor should it be.  Professionally, however, you care deeply about resolving the issue.  You need to maintain a gulf and if you are on a call that starts slipping up (like they are yelling at you) then you need to say you want to check into the matter and will call them back within an hour—during which time you do something to reacquire the gulf.

“Satisfaction Gradient” with dissatisfied customer at the bottom rung.  Next up and the minimum we should strive for is the satisfied customer.  Above that is the loyal customer.  Highest is the delighted customer.  Satisfied customers may shop at Sears if they notice something, but they can easily be lured away by $5 or so difference in price.  The loyal customer tends to shop at Sears first or regularly and needs a higher price differential to be lured away.  They also will forgive so uncommon rudeness once, but probably not more than once.  The delighted customer always chooses Sears and believes in our products and services.  They tend to be very forgiving of occasional lapses in customer service because they see them as the exception and not the rule.  They will even act as an effective marketing method as they will praise Sears to their friends and families.

To this idea I want to add something.  I believe there can be different levels of dissatisfied too—I would add angry customer to the rung below dissatisfied. Jim Pemble suggested using a visual of a thermometer or bulls-eye.  A draft presentation has been developed in Powerpoint.  Notes of suggested presentation and dialogue are in the “notes” section of the file.  File is located on score drive at distfs1.atc.sears.com/training/ curriculum/complaint management/trainer’s toolbox/Customer Scale.

Notes from Louisville (general)

Notes are based on interviews and observations.  Contacts include Mike Smith (NCR Manager), Ric Janes (Trainer for Product Services NCR), Debbie Beishline (Center Training Manager), and associates on the floor representing each type of worker.

Mike:  One of the greatest needs is Soft Skills training for ALL NCR personnel.  What is there, could be improved.  The primary job of the NCR associate is to be the customer’s advocate, but to stay within parameters:

· <$75 gift certificate,

· <$75 discount/refund

· <3-month extension on maintenance agreement

· veto service unit decision, if necessary

· and team manager can authorize replacement of an appliance

Primary goal of NCR associate is to re-install confidence in Sears.

Work load is estimated to be 80% warm transfers from TeleService and 20% from Golden, usually through the VRU for general information or for repair issues.  

NCR personnel have hot line numbers to each service unit that are supposed to be answered immediately.

Points of Contacts:  SPOC for Product Services should probably be Frank Lopuszynski, National Operations Manager for Product Services.  SPOC for Credit should probably be Randy Lawrence, Compliance Business Credit.  For reviews of materials, Mike Smith wants to be a reviewer and will agree to act as gatekeeper for reviews at Louisville.  Ric Janes should be included as a reviewer.

Mike’s Vision of Ideal Training:  NCR would be a career path improvement (like the incentives/growth for the Account Services team).  New Hire Training would be followed by using a training transition team with once a week (or so) refresher/continuing training for first 60 days after training.  Previously this type program was very successful.

Mike’s Vision of Ideal Associate:  The ideal NCR representative has negotiation skills that help make the customer feels he has “won” with the solution.  He or she would demonstrate a good judgement on decisions to balance knowing what to do with how far to go.  Be able to put oneself really in the customer’s shoes and consequently read the customer and express true empathy.  He or she would have a sense of urgency to resolve issue for customer’s satisfaction—urgency, but not panic.  The associate would under-promise and over-deliver to help exceed satisfying customer and help rebuild loyalty and delight in customer (so would build in margins to ensure we meet customer’s expectation).

What Mike said are the Impediments to meeting the Ideal:  Time and resources primarily.  Resources include flipcards, team managers, NPS with inquiry attachment to service unit.

Debbie:  Need Call Model/Dialoging guidelines.  Need soft skills—especially diffusing irate customers.  Would like to see the NCR team being part of a career pathway that attracts experienced CSRs to the team.  

Debbie’s Vision of the Ideal Associate:  The ideal NCR Associate would be an experienced CSR from TeleService or Account Services so that all they need is to know the boundaries within which they can try and raise the customers sense of satisfaction.  He or she would know the systems.  There would need to be refined Call Model Training that would focus on managing the difficult customer.  The ideal Associate would be good at stress management and soft skills.

Debbie’s Expectations:  Materials need to be prepared so that the “universal trainer” can use them.  Any materials for students should not be over 8th grade reading level.

Ric:  NCR can’t replace an item—but they can tell them to start the replacement (heavy suggestion).

Ric’s Vision for Ideal Associate:  Confident of what the right answer is.  Would not let Service Unit buffalo them.  See attached list of elements of NHT recommendations.

Associates:  Stress management was suggested as a need.  It included a suggestion for an isolation room with low lighting, soft music and such for 5-minute stress breaks to help deal with the difficult calls.

One associate pointed out that the TeleService Policy and Procedure Manual was not available on the NCR floor—eventhough they do many of those procedures.  This employee indicated that good communication of business changes does not happen.  This can include changes that impacts how NCR should be doing their jobs.

Notes on Product Services NCR Call-Takers

Mike:  Ric Janes (trainer) maintains his copy of the out-of-date Leader’s Guide and wings the extra stuff.  Material is all home grown from NCR (not training).  March through May is the peak time for hiring new associates.  Continuing training is usually created by TMs and presented by them.  

Associates:  Because of current scheduling policy, coverage of phones is poorly arranged.  There are peak periods that have inadequate coverage and there are other periods with too many people on the phone and RMT will request team managers to pull off x number of people for 45 minutes and are told to “do some training or something with them.”  One person observed this imbalance seems to have developed primarily after the emphasis for 70% of workforce being full-time instead of part-time.

Notes on Product Services Executive Letter-Handlers

Associates:  These workers also take calls when demand exists.  This cuts into their effectiveness on handling their primary work planned for each day.  One of the hurdles experienced is the slow callback responses.  Service units are perceived as not being as responsive as wanted to assist customers.

They use a variety of systems:  Directory with Branch Managers and Fax numbers; Fast Data (a NPS? System); CCMS; NPS-30 (to set service); and NPS-CR (to do inquiries and communicate with service units).  Multiple systems means that there is also multiple and repetitive documentation in the different systems.

Notes on Product Services Executive E-Mail Handlers

Very few e-mail handlers.  They use a variety of systems:  NPS-30, NPS-CR, and Octane.  They have only been using Octane since October 19, 2001.  However, Des Moines has been using it for quite a while.  Octane has a serious system concern.  The user routinely copies all e-mail responses before sending.  This is because the system may “time him out” and that message would then be lost.  Being timed out happened once during the observed hour.  

Notes on Account Services NCR Call-Takers

Mike:  No designed training.  Informal OJT for the new person who has at least 2-3 years experience with the credit systems.

Associates:  Up until 6 months past, they had 2 Tsys screens available so that you could work on both at once, do side-by-side comparisons and be able to have a work-in-progress screen and a new-call screen in Tsys.  By all users talked to the need is felt for 2 Tsys screens.  Work is estimated to be impeded by not having the two screens.

It was identified that the NCR team (ultimate team for retaining customers) does not have the needed authority that another part of the business does have.  Specifically, the Retention Team can offer the customer a lower APR or other incentives to maintain their account with Sears.  The NCR personnel feel they should have the authority to make those same offers as needed to help retain a complaining customer.

Not all NCR Call-Takers have Pega Training and that does cause some longer searches through the resource guides to resolve discrepancies or the like.  Requests for Pega training have been in place for a while, but the training department does not have the resources to supply this training in addition to the high priority training they have scheduled.

Notes on Account Services Executive Letter-Handlers

Aside from agreement with the Call-taker comments.  I noted that the Letter Handlers for Account Services NCR do not have CCMS training although they receive letters from legal that have been entered in CCMS.  Having CCMS training would allow these two associates to enter data into the record for that complaint.

Elements of NHT
 Recommendation for NCR Louisville

Ric Janes walked through his current Leader’s Guide and provided the following suggestions on what to keep, emphasize, and occasionally what to delete.

· Escalation staircase (where calls come from)

· Job Expectation form (is business requirement so be verbatim)

· Communication skills!

· Skills for giving information (needs improvement)

· Skills for getting information (what is there is good)

· “Elements of Dialogue” is good message but not in right format

· Phone Phun—with Ric’s twist to it

· Currently teaches to sign on Training Server and doesn’t feel we should.

· Scavenger Hunts are good items (good team building too)

· Not currently in materials but needed is structure of a service unit—who are the players and their functions, like the Parts Pro

· All status codes are really important

· Payment methods

· More time needs to be spent on emergencies!  “For every ounce of authority comes a pound of responsibility too”

· Phone number list is important but out of date

· NPS features:  Action codes, Local service unit info screen, 13 command codes at bottom of screen (Ric calls these “The Doors”)

· Need to ensure information reflects ready time system

· The info on HHT is good

· The Customer Recovery Process should be advance training and not basic

· Third part of NCR Inquiry Text—emphasize reasonable solution is to customer AND Sears

· Lose current NCR Scenarios, we need new ones

· NPS-30 may be introduced too late in training

· Ric can’t spell “scenario” so can we call them “Skill Practices” please <Grin>

· The NCR form is pretty much obsolete except for the complaint and compliment portion

· Some information may need to be updated on where stuff is located—partners with all of these teams

· Policy Adj. Guidelines must be verbatim

· Policy Adjustment form must have “sample” on it!

· These are handouts along with the Job Expectation—PA form and last page of Job Expectations must be signed and returned.

· Siemens phone training--needs revamping and flexibility because the phones are different throughout the ROC

· Explain hard hold verse soft hold

· Spend more time on transfers

· Every step (task) should have a skill practice; in addition there should be a single day in program of comprehensive skill practices; 15-20 should be made available

· Skill practices need to be designed to cover easy as well as hard—ultimate goal is to make them bamboozle, fluster, and challenge the associate so that when they hit the calls they will never be as “hard as Ric is”

· Currently the signing onto the system information is wrong since the move to the ROC building

· In Louisville, the Powerpoint and Training Copy are not able to be up at same time

· Need Chart Your Course-like activity.  It is important for them to know the screen names

· Inquiry Resolution good (Ric wrote)

· Stress management

· Satisfaction Policy—they need to really understand what it says and means

· Difficult Guest video

· #12 on current test being thrown out.  Will replace with “Write the statement for a policy adjustment that goes in your NCR inquiry”

· The handout Creating an NCR Tag Order is good

· On one of pages shows code as OT=other.  It is actually Over the Counter/In-Shop

· Phone Conferencing information is good

· Phone number list may not be accurate

· Password maintenance as a handout 

· Route Update Screen is a good handout

· Cause Code Handout should be compressed if possible to 1 page

· Schedule at Louisville is to have HR do Orientation the day before—it is not part of the NHT curriculum.

Recommend the following timing blocks:

· Day 1-4 the materials in class; afternoon of day for be entirely skill practices

· Day 5-6 have associates just listen to calls

· Day 7-8 (or 9) have associates take live calls with mentors on hand
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