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Introduction

Contact centers in banking are continuing to grow in complexity
as they shift from handling mainly transactional interactions,
such as informational calls, to addressing more complex of
issues, including sales and purchase-related activities.

With successful investment in self-service technolo-
gies, banks have enabled customers to handle many
of their own basic issue and transaction activities.
This transition has allowed contact center agents to
become the primary point for more complex interac-
tions with customers, such as loans and mortgages.
This expanding role has the potential to lead to
opportunities for agents within the contact centers to
cross-sell and up-sell financial products and services.
Additionally, contact centers are a critical compo-
nent in a financial institution’s ability to deliver an
omnichannel experience to customers. As alternative
channels such as mobile banking grow, the contact
center must continue to evolve beyond basic trans-
action handling to a relationship and omnichannel
focused approach that supports 24x7 interaction with
customers and their activities, questions and needs
across banking channels and lines of business. This
means not only effectively resolving complex inbound
calls and identifying opportunities to expand share of
wallet but also increasing customer satisfaction and
improving overall customer experience.

To explore ideas and inspire innovative thinking on

how contact centers in banking can be more effec-

Mobile Online

tively operated in this complex and changing operat-
ing environment, BAIl hosted an executive roundtable
discussion in April 2015. The dialogue centered on
key issues, from enabling a connected customer
experience to leveraging physical branches and using
data to make more informed business decisions. A
central focus throughout was the pivotal role of the
agent in the contact center, with topics encompass-
ing everything from hiring the right people to training
and engaging those employees as well as evaluating
their performance and reducing attrition.

Sponsored by Avanade, the roundtable provided

an open exchange of thoughts and best practices
among senior executives responsible for contact
centers at their financial organizations. BAl is pleased
to present this whitepaper containing perspectives
and insights from the roundtable discussion, supple-
mented with additional content drawn from industry
trends and information. We developed this resource
to add value to your business planning and decision
making as you seek to deliver an exceptional custom-

er experience in your contact center.
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“Banks are
recalibrating
contact center
processes and
staff performance
metrics to better
align them with
market changes due
to the increasing
complexity of
customer questions
and concerns.”

Bill Hippensteel
Chief Content Officer, BAI

Executive Summary

Customers expect the same type of effortless experience from their bank as

they have with Amazon, Apple and other leading retailers. Meanwhile, digital

technology enables customers to do their banking over multiple channels,

making contact center operations in the omnichannel environment increasingly

more complex.

Based on insights from roundtable participants and supplemental research on

building an effective contact center, the role of the agent is critical and rests

on three key components.

Pillar 1: Recruiting and Retaining the Right
Agents: Start with a Strong Foundation

As identified by roundtable participants,
attracting and retaining agents continues to
be one of the biggest challenges faced by
contact centers. Yet, much like the custom-
ers they serve, employees entering the con-
tact center as agents expect simplicity—
with the same convenient use of technology
and information accessibility in their work
environment as they have elsewhere. Along
with fine-tuning pre-hire assessment tools,
contact centers leadership should consider
revamping onboarding with a goal towards
ensuring extended employment. While
awards, incentives and other recognitions
can help ensure a satisfied and engaged
workforce, they may no longer be as effec-
tive, particularly with younger employees
coming into the workforce.

Pillar 2: Empowering Agents with the
Right Tools: Expert Use of Customer
Information

A common theme in the roundtable discus-
sion was that while financial institutions are
becoming more proficient at gathering and
presenting data to form a single view of the
customer relationship, challenges remain

in enabling agents to use customer data
effectively during customer interactions.
The modern contact center for banking will
move beyond presentation of single view
of the customer to a platform for enabling
agents to become proactive advisors to
customers. Banks need to make it easier for
agents to view and understand customer
journeys and actions across channels,

such as providing visual maps to agents of
customer actions. Banks must also invest
in turning customer data and insight into
action. With the right tools, contact center
agents can use customer information to
effectively and accurately answer customer
questions and concerns as well as make
proactive recommendations on the next
best action a customer can take regarding
products, services and account management.

Pillar 3: Measuring Performance with
the Right Metrics: Relevancy and
Effectiveness Are Key

While metrics traditionally look at average
handle time, first call resolution, sales
conversion, customer satisfaction, net
promoter scores and other key measures,
these metrics may no longer be as
relevant. In today’s omnichannel banking
environment, typical customer-agent
interaction has moved from transaction

to relationship oriented. These types of
call naturally affect average handle time
and first call resolution, and these metrics
may no longer be effective gauges of
performance. By recognizing these factors,
contact center leadership can converse
with agents to see what’s working and what
is not. Many of the participating roundtable
organizations have started using new
customer satisfaction scores, and while they
believe other metrics may be changing,
customer experience is still weighted the
most, generally 40 percent across all scoring.
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Profile of Today's Contact Center:
Changing Dynamics

Contact center operations in the
omnichannel environment have become
increasingly more complex. Customers
expect the same type of effortless experience
from their bank as they have with Amazon,
Apple and other retailers. Meanwhile,

digital technology enables customers to do
their banking over multiple channels. But,
whether a request or transaction was begun
online, in the branch, on an ATM or from
their smartphone, customers still want an
easy, seamless experience, without having to
start over should they need assistance from
the contact center.

The ability of a contact center to meet customer expectations hinges on a key factor: the
agent. As identified by roundtable participants, attracting and retaining agents continues
to be one of the biggest challenges faced by contact centers. “How do you find people who
want to solve 100 problems every day,” said one participant. Yesterday's requirements and
skill sets are no longer applicable in today’s omnichannel operating environment as agents need
to be tech savvy, problem solvers and proactive financial advisors able to effectively cross-sell

while maintaining a high level of customer satisfaction.

Yet, much like the customers they serve, employees entering the contact center as agents
expect simplicity—with the same convenient use of technology and information accessibility

in their work environment as they have elsewhere. These two opposing forces—increasing
complexity versus an expectation of simplicity—affect the performance of the contact
center and need to be addressed by engaging and empowering agents. This whitepaper
delves deeper into these crucial topics and suggests three key components to help build

an effective contact center in an omnichannel environment.

Banking Customers Want
Proactive Relationships
Not Transactions

More than half of banking
customers surveyed want their bank
to proactively recommend products
or services that can help meet
their financial needs. Among those
interested in these services, 55
percent say that it would strongly
increase their loyalty to the bank!

o/7
O 45%

Millennials Expect a
Seamless Omnichannel
Experience

67 percent of millennials feel the
traditional and digital experience
they receive from their bank is
somewhat or not at all seamless
(compared to 45 percent for those

over 55)
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Featured Insights from
Roundtable Participants

Throughout this whitepaper, we’ve
presented comments and observations
from roundtable discussions to help
stimulate dialog and fresh thinking at
your organization.

"Attracting and
retaining talent

is the biggest
challenge we face.
How do you find
people who want to
solve 100 problems

every day?”’

Three Pillars in Building an
Effective Contact Center

Based on insights from roundtable participants and supplemental research,

we've developed some recommendations for building an effective contact center.
This strategy centers on the critical role of the agent and rests on three key
components: Recruiting and retaining the right agents, empowering them with the
right tools and then measuring their performance with the right metrics.

Pillar 1: Recruiting and Retaining the Right Agents:
Start with a Strong Foundation

While recruiting is vital to getting the right people for your organization, competition for
talented employees is fierce, and today’s job applicants know it. They not only have more
employment choices, they also have higher expectations for job satisfaction and demand

more from their employers.

What can contact center leadership do to address recruitment challenges? Look at
compensation to make sure it is competitive with similar positions elsewhere - not just

the salary but the overall package of benefits. Effectively communicate with recruits that
their salary will increase when training is successfully completed and the future earnings
potential if they stay engaged in their work. While awards, incentives and other recognitions
can help ensure a satisfied and engaged workforce, they may no longer be as effective,
particularly with younger employees coming into the workforce.

Similarly, keep in mind that traditional recruiting methods no longer apply to millennials.
Instead, consider social media and digital strategies to attract their interest. Social net-
working sites can also be used to map, validate and perform reference checks on suitable
candidates. The key is to use the same technology platforms that your prospective hires

are using.

Identifying Candidates with Greatest Potential

Hiring the wrong person is expensive, in more ways than one. The average cost to source,
recruit and hire a new contact center agent is about $4,000, according to the 2014 US Con-
tact Center Decision Makers Guide.® That amount does not include the related expenses

of onboarding and training the new hire. Beyond those dollars, there is also the potential
negative impact on the customer experience when an agent who is not right for the job is
dealing directly with customers.

Several tools can also help identify candidates with the greatest potential, helping to mini-
mize the risk of a bad hire. Pre-hire assessments, for example, provide valuable insight into
a candidate’s communication, language and critical thinking skills. To make the assessment
tool most effective, really think about who your ideal agent is and ensure you are asking
the right questions to identify that individual. This will allow you to get an understanding of
not only capabilities but the skill set and personality that would fit well into that candidate
profile. Screening for these elements is crucial for contact center agents and can help en-
sure high-quality hires. One bank at the roundtable gave the pre-hire assessment to thirty
current employees to develop a baseline. Recruits must now pass the test to be hired. This
strategy helps keep turnover low by identifying individuals best suited for the job.
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Along with fine-tuning pre-hire assessment tools, consider revamping your onboarding with
a goal towards ensuring extended employment. Rather than moving a new hire through the
typical human resources steps of payroll and benefits and then into training, take a more
employee-centric focus, particularly for millennials. One participant at the roundtable, for
example, is using modular training with onboarding and peer interaction. There is a focus
on proficiency and new hires progress through a workshop. As they reach proficiency, their
pay increases. Such an approach can provide a foundation upon which newly hired employ-
ees begin to feel valued and successful for the long term.

Metrics for measuring performance are discussed later in this white paper, but it is im-
portant to note here that any interview and assessment results from candidates should be
saved. This information should be monitored during their employment to develop accurate,
reliable models to help identify future candidates that are likely to excel in their role as agent.

Addressing Retention Challenges

Once you've found and hired the right agent, how do you keep that person? Sustaining
employee engagement in the contact center environment is not about going from good

to great, according to one roundtable participant. It is about keeping that agent engaged.
Employees leave for many reasons, from frustration with cumbersome, manual processes to
the misperception that there is no growth outside of the agent’s role. Others burn out from
the stress of solving problems all day long, every day, particularly if there is a lack of internal
resources and tools to help them in their role.

Several strategies can help build retention. Review your training and development program
to see if it is meeting the needs of your agents. If it isn't, identify what the program is miss-
ing and update it to more fully engage agents in training. Consider expanding training with
gamification, especially with younger workers entering the contact center environment. By
applying game mechanics to non-game experiences, you can address employees’ need for
community, feedback, achievement and rewards. Badges and points can be used to moti-
vate agents to learn more and gain further recognition, particularly when tied to financial
awards and advancement.

Continuously Communicate and Recognize Top Performers

By clearly establishing and communicating opportunities for advancement on an ongoing
basis, agents will most likely see the long-term benefits of staying. This proactive approach
will encourage agents to remain with the contact center as they work to reach those ele-
vated opportunities. A blend of rewards, individual praise and promotions can make agents
feel appreciated and valued. Such continual feedback and recognition can go a long ways
in creating a positive work environment and fostering retention. At the same time, a little
competition among peers can be a great way to drive productivity.

Another strategy to consider is to leverage employees as agents of change. Identify indi-
viduals who other agents gravitate to and make them part of your efforts to build retention.
Engaging agents that are seen as influencers among their peers can help create the culture
you are trying to cultivate within the contact center. While these agents may not be your
top performers, they usually have a dynamic personality or other qualities that give them a
large sphere of influence with their colleagues.

Finally, don't let the focus on increasing productivity stifle creative thinking in your agents.
All too often contact centers turn to repetitive tasks, rigid scripts and other methods to
improve productivity. Unfortunately, agent boredom can quickly set in, inhibiting employee
stimulation. Instead keep agents on their toes by varying work activities along with collabo-
ration and team building exercises.

“We're looking

at leveraging
physical branches
with more hybrid
roles, and testing
models such as
agents being in the
branch half of the
day, then going to
contact center.”

“We developed an

employee excitement
strategy. Initially,

I thought it might

be soft, but it

works and is a way

to authenticate
leadership.”
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Pillar 2: Empowering Agents with the Right Tools:
Expert Use of Customer Information

Now that the right people are in place, how do you provide them with the right tools to han-
dle different types of customer activities and requests in an omnichannel environment? The
key is to get information to agents in a format they can understand and effectively translate

CALL DURATION

into action when engaging with customers. This means equipping agents with tools to:

Respond to and help customers with what's on their mind by providing effective

and accurate answers to customer questions and meeting customer needs.

Engender emotional attachment by going beyond the basic questions and

needs to anticipating and recommending solutions to potential needs, becoming

a true personal and trusted advisors to customers.
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understand how to use it.

The modern contact center for banking will move beyond presentation of single view of the
customer to a platform for enabling agents to become proactive advisors to customers. Yes,
banks still must invest in formulating a single consolidated view of customers and their
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experiences, including unifying attitudes, needs, risk profile, loyalty and a host of other
factors for both internal and external customer data sources. Further, banks need to make
it easier for agents to view and understand customer journeys and actions across channels,
such as providing visual maps to agents of customer actions. For example, a customer may
do some loan research using a loan evaluation tool on a mobile device and then continue
on their personal computer, the map would display the actions, then information access,
and the point of abandonment.

As the roundtable discussion surfaced, banks must also invest in turning customer data
and insight into action. With the right tools, contact center agents can use customer infor-
mation to effectively and accurately answer customer questions and concerns. Perhaps
even more important, agents can use this customer information to make proactive recom-
mendations on the next best action a customer can take regarding products, services and
account management.

Contact center technology will need to continually evolve to enable and empower agents to
effectively advise customers, which can help build greater customer trust and improve prof-
itability by transforming the way banks do business with their customers. Future contact
center technology must evolve into next-best action platforms that:

Turn customer data into holistic customer information: Customer information
is deduced and aggregated from internal and external sources, including all chan-
nels, and prepared for real-time use in the contact center.

Convert information into actionable recommendations: Customer informa-
tion is used to make recommendations on next-best actions, including historical
analysis of the customer as well as predictive analysis of future customer needs
and behavior.

Make recommendations easily understandable to agent: Execution tools,
such as template, call scripts, and workflows, enable agents to evaluate, under-
stand and present recommendations to customers. Tread carefully, there is a fine
line between providing call scripts as guidance and creating an over prescrip-
tive process that removes the independence of the agent. Analytics and data
visualization tools can play a key role in execution by exposing agents to the
performance of recommendations and the reasons for acceptance or rejection by
the customer. Increasing the agents’ understanding of customer behavior enables
and empowers them to make their own decisions on what to recommend to the

customer.

Introducing next-based action capabilities can help banks move the contact center from

a channel for transaction completion to a channel for relationhip building by empowering
agents to offer personalized recommendations, more convenience and more immediacy for
customers.

“We see an
opportunity in data,
to turn it into good
business decisions.”

“We are consolidating
processes around
customer effort &
enabling a connected
customer experience.”
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“As much as we talk
about handle time
and other metrics,
it's the customer
experience that gets
weighted the most.”

Pillar 3: Measuring Performance with the Right Metrics:
Relevancy and Effectiveness Are Key

The right agents empowered with the right tools are at work in your contact center, now
how do you determine if they're successful? It's important to measure agents against the
key performance metrics that are relevant to the contact center. Depending on what

is appropriate for your organization, these metrics can typically include average handle
time, first call resolution, sales conversion, customer satisfaction, net promoter scores and
other key measures. Such regular, consistent tracking helps ensure your contact center is
providing high-quality service and keeps recruitment efforts in line with your institution’s
overall business goals.

These metrics may traditionally have been the primary measure of an agent’s capabilities
and potential. However, they may no longer be relevant in today’s omnichannel banking
environment where the typical customer-agent interaction has moved from transaction to
relationship oriented. According to roundtable participants, the majority of contact center
calls are more complex and issues oriented versus just a request for information. These
types of call naturally affect average handle time and first call resolution, and these metrics
may no longer be effective gauges of performance. By recognizing these factors, contact
center leadership can converse with agents to see what’s working and what is not. Some
organizations at the roundtable, for example, now route long, intricate calls away from
agents to a separate team. The agent may do the initial troubleshooting, and then transfer
the call with team leader approval. In considering this process, weigh it against any possible
negative impact on the customer experience with being passed from one agent to another
and the need to repeat information for the other agent.

When polled if existing metrics still apply, roundtable participants generally agreed that
while average handle time may not go away, it could be de-emphasized in measuring per-
formance. Many of the participating roundtable organizations have started using new cus-
tomer satisfaction scores, and while they believe other metrics may be changing, customer
experience is still weighted the most, generally 40 percent across all scoring.

Another useful tool in measuring success is the interview and assessment information com-
piled when the agents were hired. As mentioned earlier in this whitepaper that pre-hire data
should be maintained and ideally has already been updated with other post-hire information
and business-relevant outcomes. This process will provide not only continuous validation of

the employee’s performance over time, but a way to improve recruiting efforts as well.
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Key Takeaways

Based on perspectives and insights from participants at

the BAI executive roundtable, supplemented with content
drawn from industry trends and information, here are some
recommendations on building an effective contact center for
your organization.

Keep in mind that traditional recruiting methods no longer apply to millennials. Instead consider social
media and digital strategies to attract their interest. The key is to use the same technology platforms as
prospective hires.

ook at compensation to make sure it is competitive with similar positions elsewhere—not just the
salary but the overall package of benefits. Effectively communicate with recruits that their salary
will increase when training is successfully completed and the future earnings potential if they stay
engaged in their work.

Equip agents with a single consolidated view of customers and their experiences, including
unifying attitudes, needs, risk profile, loyalty and other factors for both internal and external
customer data sources.

Make it easier for agents to view and understand customer journeys and actions across channels, such
as providing visual maps to agents of customer actions.

Consider next-based action capabilities to move the contact center from a channel for transaction
completion to a channel for relationship building by empowering agents to offer personalized
recommendations, more convenience and more immediacy for customers.

Employ regular, consistent tracking to ensure your contact center is providing high-quality service and
keep recruitment efforts in line with your institution’s overall business goals.



About BAI

BAI delivers the financial services industry’s most actionable insights, enabling leaders to
make smart business decisions, every day. We're passionate about the trusted information
and powerful tools that provide leaders with the clarity and confidence needed to prepare
for tomorrow, while performing better today.

BAl is Bank Administration Institute and BAI Center.

About Avanade

Avanade helps clients realize results in a digital world through business technology
solutions, cloud and managed services that combine insight, innovation and expertise
focused on Microsoft technologies. Our people have helped organizations in all industries
improve business agility, employee productivity and customer loyalty. Avanade combines
business, technical and industry expertise with the rigor of an industrialized delivery model
to provide and deploy high quality solutions—on premises, cloud-based or outsourced.
Avanade, which is majority owned by Accenture, was founded in 2000 by Accenture

LLP and Microsoft Corporation and has 25,000 professionals in more than 22 countries.
Additional information can be found at www.avanade.com.

Our global practice of digital strategy, technical, and functional professionals specialize in
understanding the complexities unique to the banking industry and how digital technology
can address issues of customer experience, market differentiation, and workplace
performance. Our approach, offerings and services for banking are formed from our work
with over 300 financial services firms worldwide including seven of the world’s largest banks.

For more information on Avanade, please contact John Konczal, Avanade Industry
Marketing at john.a.konczal@avanade.com.
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