
Team
Performance
Getting the most out of your 
key assets - your people!



What’s the focus these days?

These days – probably more than ever before, 
given the expectations that customers have – the 
service experience directly impacts the customer 
lifetime value. The power of service is now touted as 
a legitimate marketing tool encouraging brand and 
service advocacy.

The key asset that can really bring these two goals 
into alignment are your team(s). This paper outlines 
how embedding the right technology infrastructure 
will help build and maintain a high performing team 
that will improve overall customer experience whilst 
reducing operational costs.

Given that the largest cost (by a long way) in your 
customer service operation is eaten up with your 
staffing budget, I thought it was overdue to discuss 
how you can optimise this most unpredictable 
resource...

When I managed teams in contact centres, my 
goal as far as my advisors and team leaders were 
concerned was to ensure that they could leave at 
the end of the day knowing they had added some 
value and would be able to share something of the 
day with their loved ones – this may sound twee 
but I think that this can represent the difference 
between frustration and comfort.

Don’t forget – a contact centre advisor is the shop 
window to your post sales operation...

From my time spent managing customer service 
operations, I would say that the people management 
side of the business took by far the lion’s share of 
my time and delivered some of the real highs and 
considerable lows.

As a great example, I managed an outsource 
business services contact centre and offered a 
development opportunity to two of my team leaders. 
Both of them took up the challenge with huge 
enthusiasm and at first limited success. After a little 
development, they both succeeded way beyond 
my expectation and they and I were absolutely 
delighted. So the lows were definitely followed by 
the highs and it’s this that really motivates me to 
research this subject area.

A final thought before moving on... The service 
offer is rapidly becoming a key part of the ‘offer’ for 
clever organisations and in effect adding significant 
value to the marketing side of the business. Whether 
this is in presenting an explicit set of brand values 
in the tone and style of the Customer Service 
Representative (CSR) or in the customer insight 
that can be gained when you are able to have a 
‘conversation’ with your customers. All in all, this is 
a lot easier to do when your customers are being 
served by a team of people who value their roles. In 
effect, service is almost the new marketing...

Both customer advocacy and operational/cost 
efficiencies are the top two focus areas for most 
organisations however, we often find that they don’t 
always go hand in hand. Operational efficiencies 
always seem to come at the cost of customer 
advocacy.

Getting the most out of your key assets 
in order to deliver service excellence!

Team Performance



Our goals as customer service professionals must 
always be to drive customer satisfaction and focus 
on creating brand and service advocates. This is 
just business sense. Customers who receive a 
perceived higher level of service are more likely 
and more often have a degree of loyalty over those 
who receive a perceived lower level of service – I 
know it’s obvious but given some of my personal 
experience of service, I’d suggest that it’s not 
obvious to all brands...

As mentioned, your people represent the highest 
operational cost therefore enabling them to 
perform better will naturally lead to a demonstrably 
better customer service experience for your 
customers which in turn, theoretically to more 
customer advocacy.

There are some less obvious benefits in having your 
teams perform more effectively as well – the better 
the environment, the lower the advisor churn, the 
lower the advisor churn, the lower overall cost to 
serve and the more competitive your service offer.
It also speaks directly to one of my points in the 
introduction - the advisor and their line manager 
are much more likely to able to go home at the end 
of their shift with some nice experiences to share.

The key to building and maintaining a high 
performing team

OK then - what are top tips to building and 
maintaining a high performing team? Here’s my 
guide:

1. What is it they say? Before the selection of the 
right advisors, you must clearly define the service 
vision and your corporate goals. Ensure you have 
done the competitor and market analysis to craft 
a differentiating strategy. The strategy setting is 
a complex process of stakeholder management, 
understanding your operational goals, profitability 
aspirations and most importantly knowing what 
your customers expect so that you can exceed their 
requirements. 

Seek external help here as if you get this step wrong 
– the success of the execution will be meaningless.

2. Next you will need to select the competences 
required to be one of your high performing team 
members. Set them goals that will truly have an 
impact on your overall service level objectives – we 
all know that the wrong goals will drive the wrong 
behaviours. For this you need to understand the 
behaviours required to deliver the service level 
expectations.

3. Make sure you go through a rigorous testing 
process for your candidates so they demonstrate the 
competences you require for the job.

4. Design your service organisation in line with 
the service vision – this means having the right 
organisational structure and design to support your 
service aspirations. For example if you would like to 
completely embrace social as part of your service 
offering, your marketing and customer service will 
need to share the responsibility of social media 
presence. This requires some real thought to ensure 
it’s executed in a way that adds value to the end 
customer.

5. Build your initial and on-going training aligned 
with your vision.

6. Empower the team to deal with customer queries 
and issues in a way that again adds to
the customer experience. 

7. Enable them with the correct tools - a critical 
success factor.

8. Cut out unnecessary bureaucracy that doesn’t 
add obvious value to the customer–nothing
frustrates customers and advisors more.

9. Reward the team–not just with appropriate 
compensation, but with positive behaviour.

What are the benefits of having 
high performing teams?
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I’ve already mentioned this before but it is a clarity 
of vision that is vital, this needs to be the foundation 
of all communications.

Frustrations for your team

Your customer service teams are often the ‘human 
face’ of your company and the main touch point 
when customers are at their most vulnerable. The 
power of the high performing team coupled with 
the tools to deliver world class service can help 
take your customers to advocates and can increase 
loyalty and revenue.

Your advisor community can only deliver service 
that matters if they are equipped and supported in 
the right environment.

 Constraints to service delivery as far as your teams  
 are concerned are:

• Frustrating contact reasons
• Impersonal service outside their control
• Measures and rewards that discourage ‘service’ 

and that don’t recognise their personal 
contribution

• Inappropriate up and cross sell pressures
• Lack of understanding about how I add value to 

the customer
• Inability to act on operational change
• The dos and don’ts

So, concentrate your efforts on supporting your 
teams to ensure you look beyond operational 
management – understand the impact of your 
processes on the advisors as well as the customers.
Don’t frustrate the customer with complex and 
in some situations, pointless IVR menus before 
presenting them to the advisor – remember, the first 
impression is crucial.

Ensure you motivate your advisor community to 
behave in ways that deliver the service mission, 
driving the right behaviour is in all the stakeholder’s 
benefits. 

The advisors really do need to understand how their 
performance adds value.

Sales through service represents a fabulous oppor-
tunity to grow your revenues but remember, putting 
the customer in a comfortable place and frame of 
mind to buy can’t be achieved every time they call – 
up-selling must be perceived as a natural extension 
to the service experience. So, ease the pressure by 
ensuring that the tools they need are flexible and 
‘personalised’ to the call type.

Communication is tricky in the contact centre en-
vironment given the busy nature of the day but it is 
key to motivating the advisor community – they all 
need to know the difference that their performance 
can make. Communications strategy and the sup-
porting tools are hugely significant in advisor reten-
tion, managing performance and extending their 
role from customer service advisor to ‘customer 
advocate’.

Continuing this theme - the customer service advi-
sor can offer real insight into the operation, they talk 
to customers all day, every day and when asked, can 
always offer a customer view of performance.

How do you know it’s working?

What are the best measures of success for this?
There are several measures that can be used to 
understand the performance of your advisor com-
munity however, I would suggest that you concen-
trate your efforts in measuring what really matters 
to your customers and to your advisors.

This means focussing on first contact resolution 
(FCR) rather than average handling time, customer 
and advisor satisfaction rather than SLA...

Can anyone remember when an organisation asked 
you, the customer, what SLA was acceptable to 
you? No, neither can I. So ask your customers what 
really matters to them and will make the difference 
between them being an advocate or not.

Remember this: “If you want to build a ship, don’t drum 
up people together to collect wood and don’t assign 
them tasks and work, but rather teach them to long for 
the endless immensity of the sea.”
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If you are not in a position to ask your customers for 
whatever reason, here’s some of the KPIs that high 
performing contact centres measure:

• Efficiency – cost per call, self-service adoption, 
upselling etc 

• Quality – FCR, abandonment etc
• Resourcing – utilisation, attrition etc

Conclusion

If you agree that your human resource element 
to successful customer service delivery not only 
represents your most expensive element but also 
represents the human face of your organisation, 
invest your energy into offering the best support and 
tools that can enable the service mission.

The tools they require need to deliver are:

• A holistic customer view that is easily accessible.
• An easy and motivational way of understanding 

how their performance adds value. 
• A set of tools to support the first contact 

resolution capability such as easy to search 
knowledge bases and collaboration tools that 
allow real time support.

Final thoughts

So, ask yourself;

“Am I doing everything possible to support my most 
expensive resource?”

“Is your most important asset performing to it’s 
best?”

“Is our service offer and vision clearly defined, 
bought into and well communicated?” “Does 
everything I do deliver value to my customers and/
or advisors?”

“Is my mix of technology and processes aligned with 
my customer and advisor needs?”

“Invest your energy into 
offering the best support 
and tools that can enable 
the service mission.”

Change can be a frightening concept but if change 
is required, whether subtle or radical, it is a stronger 
leader that grapples with ‘when’ and ‘how’ rather 
than sweeping it under the carpet. If your teams are 
not performing as well as your competitors, they’re 
not taking care of your customers then give us a call 
- remember it’s getting easier for the customer to 
change...

Author: Martin Taylor – Contact centre specialist
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