Kohl’s Charge - Call Center Services

Customer Service Department of the Year – Retail
The Kohl’s Charge Call Center is a 300+ seat environment with locations in Menomonee Falls, WI and Corsicana, TX.  It provides Customer Service and Operational Support to over 20 million customers who have a Kohl’s Charge Card for use exclusively at Kohl’s Department Stores throughout the US.  

In the ongoing pursuit of quality design and maximum customer impact, the Kohl’s Call Center has created and implemented a variety of initiatives that has aligned Purpose & Process with the People that provide our services.  The emphasis of excellent (i.e. “world class”) service today centers around easy access to information/solutions (via IVR, Associate, support group, etc.), responsiveness of the individual or firm to customers (connection with the customer and ownership of the call), and resolution of any issue accurately (identifying the reason as well as the appropriate outcome for the call).  

Focused on providing easy access, responsive services and accurate resolution, Kohl’s Charge Call center has designed a Unique Call Center Brand experience to deliver this to all callers.  Based on the premise of being “one thing” to all people, not all things to all people, the Kohl’s caller experience has been designed to provide Convenient (access), Courteous (responsive) & Correct (accurate) service – or C/3 Performance.   In the C/3 model, the Kohl’s Call Center expects to “Take Care of People,” one call at-a time.  The design of Associate accountabilities (their “experience”) must therefore align clearly with the branded design for the customer and provide a consistent “First Customer Focus” with each caller over the course of the day (the absence of variation is critical to a “quality experience”).

Delivering this C/3 experience or the branded “impact” on our customers effectively as well as the gathering feedback directly from the customer to validate the consistency and quality of their experience is the focus of the remainder of this document.

C/3 Performance Scorecarding … Seven fundamental Associate behaviors have been identified that will create a C/3 (i.e. Convenient, Courteous & Correct) Experience. All Associates are recruited, trained and coached for successful performance in each area.  The scorecard is a measure of each Associates performance (including direct customer survey results) from the previous day.  In addition, these “scorecard results” roll up into Team Leader, Management and site level outcomes for review on a daily, monthly and annual basis.  Finally, these “behaviors” form the content for the Accountabilities (i.e. goals and objectives) that “cascade” throughout all Management and Associate levels of the Call Center Organization.   

Associate Name: ______________________________
Month Performance:  _________ YTD Average:  ___________

	Convenient
	 
	 
	 
	 
	30%
	Courteous
	 
	40%
	Correct 30%
	Overall

	Goal:
	85%
	80%
	Total
	80%
	80%
	Total
	80%
	        100

	Productive Score (10%)
	 
	   Avg Handle Time (20%)
	Score
	Quality 30%
	VOC 10%
	Score
	Quality 30%
	Final Score

	%Productive 
	Score
	CC Avg
	SC Avg 
	Score
	 
	Courteous Avg
	My Avg  Score
	 
	Correct Avg
	 

	Xx%
	##
	Xx%
	Xx%
	##
	
	Xx%
	Xx%
	##
	Xx%
	##


Unique Pay-for Performance programs, … based on the C/3 Brand model and performance Scorecarding above have been designed to identify and reward Associates on three separate tiers of performance.  Since this innovative program was implemented, Associate performance has improved over 13%, resulting in increasing performance targets (“raising the bar”) three times in the past 24 months. Finally the plan has averaged annual payouts to Associates of over $250,000 while cost has been more than offset by a 4% increase in production.
Customer Satisfaction Indexing … CSAT Reporting … Increasing the scope of the Call Center Experience resulted in the development of a comprehensive CSAT (i.e. Customer Satisfaction Index) Report based on industry performance tiers and measurable benchmark targets.  Gathered from a variety of industry sources and tied to 19 Retail & Financial performance traits for Credit Card Services, it provides a comprehensive tool that aligned the C/3 Brand experience with benchmark and “best in class” metrics (The 2009 CSAT index also included the 4th and 5th C’s of Employee Communication and Cost designed in the past year to reflect “internal experiences” within the Call Center Operation.) 
	Kohl's Charge Call Center Customer Service - Benchmark & Performance Scorecard - Jan, 2010

	Customer Focus
	Metric
	Key Performance Indicator
	Kohl's LOB
	Min
	Benchmark
	Max
	Tier

	
	
	
	Score
	Tier 1
	Peer - Tier 2
	Tier 3
	Ranking

	Convenient - 30%
	Productivity
	Contacts/Associate Month
	xxx
	1,500
	1,900
	2,500
	3

	
	 
	Agent Productivity (utilization)
	xx%
	50%
	58%
	66%
	3

	
	 
	 
	 
	 
	 
	 
	 

	
	Service Level
	Percent answered in 20 Seconds
	xx%/20
	70%/40
	80%/30
	80%/20
	3

	
	 
	Average Seconds to Answer
	x sec
	45 sec
	29 sec
	18 sec
	3

	
	 
	Abandon Rate
	0.xx%
	7%
	4%
	2%
	3

	
	 
	 
	 
	 
	 
	 
	 

	
	Call Handling
	Average Handle Time
	xxx sec
	312 sec
	246 sec
	186 sec
	2

	
	 
	IVR Penetration (completion rate - Card)
	xx%
	0%
	32%
	41%
	3

	
	 
	 
	 
	 
	 
	 
	 

	
	Agent
	Adherence
	xx%
	70%
	81%
	92%
	3

	Total Score
	 
	 
	 
	 
	 
	 
	2.875

	Courteous - 40%
	Quality
	Call Quality (Q/A scores - Internal)
	xx%
	85%
	91%
	98%
	2

	
	 
	Overall Service Rating (VOC - External)*
	xx%
	28%
	65%
	92%
	3

	Total Score
	 
	 
	 
	 
	 
	 
	2.5

	Correct - 30%
	Accuracy
	First Call Resolution (VOC - External)*
	xx%
	25%
	66%
	94%
	3

	Total Score
	 
	 
	 
	 
	 
	 
	3

	Customer (Brand) CSAT - 50%
	 
	 
	 
	 
	 
	2.76

	Advocate Focus
	Metric
	Key Performance Indicator
	Kohl's LOB
	Min
	Benchmark
	Max
	Tier

	
	
	
	Score
	Tier 1
	Peer - Tier 2
	Tier 3
	Ranking

	Communication - 75%
	Engagement
	Voice of Employee Results (CC)
	xx%
	64%
	73%
	89%
	2

	
	 
	Voice of Employee Results (Ops)
	xx%
	64%
	73%
	89%
	2

	
	 
	 
	 
	 
	 
	 
	 

	
	Retention 
	Annualized Turnover (CC and Card Ops)
	xx%
	44%
	31%
	18%
	2

	
	 
	 
	 
	 
	 
	 
	 

	
	Coaching
	Annualized Coaching Hrs (per FTE)
	xx hrs
	26 hrs
	52 hrs
	75 hrs
	2

	Total Score
	 
	 
	 
	 
	 
	 
	2

	Process Focus
	Metric
	Key Performance Indicator
	Kohl's LOB
	Min
	Benchmark
	Max
	Tier

	
	
	
	Score
	Tier 1
	Peer - Tier 2
	Tier 3
	Ranking

	Cost - 25%
	Expense
	Cost per Call
	$x.xx
	$4.90 
	$3.15 
	$2.72 
	3

	Total Score
	 
	 
	 
	 
	 
	 
	3

	Internal (Kohl's) CSAT - 50%
	 
	 
	 
	 
	 
	 
	2.25

	Kohl's Charge Call Center Customer Services … CSAT Grand Total
	 
	 
	 
	2.5







*VOC – Voice of Customer – External  - post call surveys conducted with the customer via IVR

Strawman & Scarecrow Production Modeling … Development of standard templates (i.e. The Strawman) that establish production, coaching, training, meeting times, etc. are scheduled for Managers and their Associates on a daily basis (i.e. “the gift of time”).  Strawman scheduling identifies the most productive time (based on Call Volumes,  schedules, etc.) for an Associate to spend in coaching, training and meeting sessions with their managers.  Scarecrow reporting then measures the actual outcome of these activities as a part of Associate and Management daily/monthly performance (tied to their Convenience objectives).  As a result, Associate productive time on the phones has increased, coaching and training for Associates consistently averages to over 1 hour a week, and schedule adherence remains above 90% on a daily basis. 
12 Box Grid of Management Skills … Based on input from the Management Staff, ongoing development of a 12 box grid of common Exempt Skills defined a fundamental and trainable skill set for all Managers in the Call Center.  This management tool identifies critical skills like Training, Coaching, Meeting Leadership, Documentation, and so on to ensure Associates will have a consistent experience in all aspects of their jobs (for example: The skill of Reviewing … Kohl’s expects to complete 400 Associate annual reviews consistently, one way - not 400 ways) regardless of their team alignment, shift, status (part time, full time, flex, etc.) or skill set.
Unique IVR strategy … The Kohl’s Charge Call Center changed its IVR in 2008 (i.e. automated 800 number) allowing callers to select an Agent at the “front end” of the call.  This has not only reduced the time for a customer to reach an agent, but improved VOC (i.e. Voice of Customer post call survey scores) results immediately upon its release into production.   Additionally, in 2008, the Kohl’s Charge Customer Service IVR was recognized by SQM (i.e. Survey Quality Measurement, Inc.) for Highest IVR Customer Satisfaction - in the area of Navigation.  

In conclusion, focus on a Convenient, Courteous & Correct experience and the tools to manage performance and measure outcomes has led to a 13% increase in Associate and Manager Performance, a decline of nearly 20% in Associate turnover, Telephone Service Levels that have consistently exceeded 90% of all calls answered under 20 second and VOC (i.e. Voice of Customer post call surveys, refer to attached document) scores which have exceeded the 90% industry target for world class service and “first call resolution”  routinely throughout the year. In addition, the Call Center Agents and Managers are more focused, engaged and successful as indicated by internal Associate surveys completed annually for the past 3 years.  Finally, in 2008 & 09 the Kohl’s Call Center has been recognized by the States of Wisconsin and Texas for its Quality commitment and performance as well as by the American Business Awards (i.e. finalist for the past 2 years in as “Best Customer Service Organization” category).
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Bio. for Kohl’s Vice President of Call Center Operations
Jim Nagle’s current responsibilities include the overall direction of the Kohl’s Charge (i.e. Card) Call Center, providing Customer Service and Operational Support to Kohl’s Charge customers across the nation.  Prior to Kohl’s, Jim spent 20+ years in the Financial Industry holding leadership positions in Retail Banking, Mortgage Servicing, Call Center Sales and Servicing, Technical & Merchant Help Desk Support as well as Debit & Credit Card Operations.  In addition, Jim has been a frequent presenter on the local and national levels touching on topics ranging from Leadership to Call Center design.  Jim’s background in Call Center work has also focused heavily on a variety of quality principles impacting strategic design and management that have led his teams and Call center operations to various State and National Awards for Excellence. 
