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Needs Assessment
Our company, Stout 3, was hired by PJ Enterprises to design, develop and deliver a learning program for the Customer Service Representatives (CSR’s) because it is apparent there is a gap in the way calls are handled versus the way they should be handled. In addition to answering fewer calls per hour, the CSR’s do not seem equipped, or have the knowledge, to answer the calls to the satisfaction of the caller. This has resulted in poor customer service and a high turnover rate for the CSR’s.

In order to meet the goal of efficiency and customer service, our team will need to get a better understanding of the CSR job responsibilities, as well as, their level of engagement. We will conduct an employee engagement survey for all employees and will conduct several “town hall” meetings with groups of employees so they are able to provide feedback regarding the issues and their concerns.

In order to gauge employee engagement, we will survey all employees asking the following questions:

1. Do you know what is expected of you?

2. In the last seven days, have you received recognition or praise for doing a good job?

3. Do your opinions seem to count?

4. Does the mission/vision of the company make you feel your job is important?

5. Do you have the materials and equipment to do your work right?

6. Do you have the knowledge you need to do your job well?

We will conduct three town hall meetings with the following groups and ask questions pertinent to the individual groups.

CSR’s
1. What is your current process for answering calls?

2. What would you suggest for increasing the number of calls you respond to?

3. What is the most difficult part of your job?

4. What is most frustrating about your job?

5. Can you find the information easily that you need to answer the calls?

6. Is the information current, or is there too much outdated information you need to go through to get the correct answer?

7. What is your preferred method for being informed about new products: newsletters, “live” training sessions, online software, etc,?

Supervisors of the CSR’s
1. What currently works well in your department?

2. What do you think would help you or your operators improve service to your customers?

3. How long is the typical wait time before a customer speaks with an operator?

4. What is the call volume year to year and staffing levels year to year?

5. If most customer complaints are concerning product knowledge, how often do the operators participate in product knowledge training?

6. How do you set and address calling targets?

7. How do you address customer complaints?

8. How do you motivate customer service operators? 

Upper level management and Human Resources 

1. What are three key elements or skills you would like to see included in future training designed to improve customer service and employee product knowledge?

2. Currently, why is the staff not being paid to attend staff or training meetings?

3. Would you consider paying your employees to attend training sessions?

4. Do your employees understand the standards they are expected to meet?

5. How are standards currently communicated to employees? 

6. Do your employees have access to see the metrics and their levels?

7. To what do you attribute the high level of employee turn over? Could training help alleviate any of these issues?

Our team will complete the following activities:

· Cheri Judkins will conduct the all employee engagement survey. Raw data will be collected and forwarded for analysis by the ID team. 
· Chris Howard will develop a survey to be used with the CSR’s and the Customer Service Supervisors. Raw data will be collected and forwarded to Arlene Friberg-Vivaldi for analysis. 
· Julie Kling will conduct a town hall meeting and a follow-up survey with upper level management and Human Resources personnel. Raw data will be collected and forwarded to Arlene Friberg-Vivaldi for analysis. 
· Based on the data collection, Arlene Friberg-Vivaldi will develop a matrix of the felt, expressed, anticipated and critical incident needs that will serve as an aid during Stakeholder "buy-in" meetings.

Collectively, we have identified some potential roadblocks to successfully completing the needs analysis. First, it appears management has already determined the problem to be a lack of product knowledge. Therefore, they may not see the need for the needs assessment. If they are not supportive of the needs assessment, do we have the ability to win them over to support a needs assessment? 
Second is the availability of key personnel. For example, supervisors and operators are busy with the launch of the fall line of products. Are they able to take the time away from the phones to participate in the survey and town hall meetings? Lastly, it appears that members of the management team are unaware of the dissatisfaction and engagement of the employees.  
Currently, employees are not compensated to attend training sessions, nor are provisions provided at the expense of the company to accommodate employees during training; refreshments, lunch, take-away information etc. We can anticipate the lack of motivation on the part of the customer service operators will adversely impact training attendance.

Project Charter
Project Description

Address PJ Enterprises concern for reaching and maintaining last year’s sales goals in both the catalog and retail divisions and improve the ability to reach the target sales goals for this year by increasing Customer Service Representatives (CSR's) and their supervisors product knowledge, customer service skills, and phone etiquette. This will lead to an increase sales/customers and decrease customer/employee dissatisfaction.
Business Objectives and Success Criteria

If the project is successful, sales will increase, the number of customers on the list will increase and customer complaints will decrease. Project success will be determined by the degree to which the stated business objectives using Customer Service Index (CSI) scores and other measurement tools are met. 
· Increase the customer list by 9% over the next 12 months.

· Increase CSI scores on customer feedback reporting tools by 10% over the next six months.

· Customer service complaints decrease by 10% over the next 12 months.

· Increase catalog sales by $3 million U.S.D.

Stakeholders

	Stakeholder
	Name

	Project Sponsor
	Dr. Paul Coverstone

	Project Manager
	Arlene Friberg-Vivaldi

	Team Members
	Cheri Judkins, Julie Kling and Chris Howard

	Customer Service Reps
	25 employees

	Customer Service Supervisors
	4 employees

	Catalog Director
	Judie Thompson

	Merchandising Manager
	Sheena Perez

	HR, IT and Leadership
	9 full time employees

	Part-time/seasonal workers
	10 part time/seasonal employees

	Mail-order Customers
	All customers


Vision

For women between the ages of 25 and 55 years old who own their own home and have family incomes between $40,000 and $80,000 who like to purchase product from our mail order catalogs to receive the best customer service experience that they continue to look to PJ Enterprises as their primary outlet to purchase goods and services.

Project Scope

In scope is the development and delivery of a complete training program including job aids, follow up assessment and modifications as needed to improve upon the overall product. Job aids will assist in consistency in handling customers, build confidence in new customer service representatives, and allow CSR’s to troubleshoot customer issues before referring them to a manager for resolution. 
This project will deal with customer service improvement for the telephone support CSR’s and their supervisors in the catalog division only. It will not involve training for CSR’s or Sales Associates in the retail stores of PJ Enterprises.  

The goal of this training is to improve customer service and in turn sales, so this training, while replacing the current year’s training, is not designed to fully replace the training conducted by Sheena  Perez and Judie Thompson which introduces the CSR’s to new products. CSR’s will still need ongoing training as new products are introduced.

Furthermore, while current products are used as part of the training, in order to teach product knowledge and encourage suggestive selling to increase sales, the deliverables will not be automatically updated to include new products or delete products that are removed from PJ Enterprises product line.  PJ Enterprises will need to take responsibility for further updates or contract with Stout 3 or another company for future updates.

As far as equipment needed for the training, Stout 3 will supply the learning aids and deliverables stated in the design document as well as copies of the Facilitators Guide.  Other general materials (markers, flip charter, name cards) and equipment (LCD, laptop, etc.) that are needed for the training are the responsibility of PJ Enterprises. 

The initial facilitator’s training will be conducted by Stout 3. After the initial training, any further training of facilitators will be the responsibility of PJ Enterprises.  

Ongoing support once the training goes “live” is not included in this contract.  A separate contract will need to be issued. 

While the Human Resources (HR) department has expressed interest in training for its staff regarding how to recruit persons with skills needed to be successful CSR’s that is beyond the scope of this training initiative, as is to develop and deliver a successful employee engagement program.

Assumptions and Dependencies

AS-1: CSR’s have the ability and skill set to complete the training.

AS-2: If given extrinsic motivators such as additional pay or incentives (i.e. employee gift cards (EGC’s) that could be used at the retail store or catalog), CSR’s will be more willing to attend face-to-face training or complete online educational components. 

DE-1:  CSR’s must be given time away from the telephone in order to complete the training.

DE-2:  An on-site conference room must be available for the training to take place.

Constraints

	Dimension
	Constraint
	Driver
	Degree of Freedom

	Features
	
	
	Training sessions to be delivered in ½ day sessions minimizing a CSR’s time off the telephone.

	Quality
	
	
	Attending CSR’s successfully completing the course will receive an EGC

	Cost
	
	
	Budget overrun not acceptable without executive review

	Schedule
	
	Training for the spring line to be completed by 12/30. Training for summer line to be completed by 03/30. Training for fall/holiday product line to be completed by 06/30. Training for Christmas product line to be completed by 09/15.
	

	Staff
	Project team size is four full-time Stout 3 employees. 
	
	


Deliverables

	Event or Deliverable
	Target Date
	Responsibility

	Project charter approved
	07/25/10
	Executive Sponsor

	Troubleshooting diagram - Will assist the CSR in narrowing down the problem and determining its cause
	09/15/10
	Project Team

	Flowchart job aid for procedures for moving from taking a customer order to suggesting other products.
	09/30/10
	Project Team

	Flowchart job aid to enable the CSR’s to see the big picture of the customer service process, i.e. how each department fits together.  
	10/15/10
	Project Team

	Script - Will aid in consistent performance for CSR’s and positive experience for the customer.
	10/30/10
	Project Team

	Instructor-led training modules made from Reusable Learning Objects: 1) defining customer service, 2) providing superior customer service (accuracy, efficiency, and effectiveness), 3)techniques for suggestive selling, 4) caring for customers and 5) dealing with difficult people.
	11/15/10
	Project Manager

	First group of five or six CSR’s and one CSR Supervisor to complete the training program – use as a pilot group.
	12/15/10
	

	Make necessary revisions to materials.
	01/15/11
	Project Team

	All program materials approved
	01/30/11
	Executive Sponsor

	Remaining three groups to complete the training program.
	03/01/11
	

	Project closed out
	03/15/11
	Project Manager


Business Risks

	Risk
	Probability
	Impact
	Mitigation

	Attendance: Currently no incentives or pay are offered to CSR’s and their supervisors to attend training.
	Likely
	CSR’s wouldn’t gain product knowledge
	Provide pay or EGC to encourage attendance.

	Technology:  May not be adequate.  While PJ Enterprises wants to update technology will it be in place when training begins?  Will employees be familiar with new technology? 
	Possibly
	CSR’s unable to take the training or become too frustrated.
	Plan for face-to-face training to take place until technology is in place and CSR’s are comfortable with system.

	Timing: Fall is one of their busiest seasons. Training must be completed for the spring season no later than 12/30 leaving five months for the project. 
	Possibly
	Start out the new year without CSR’s having the necessary training to handle calls.
	Commitment from leadership to support training efforts and timelines.


Budget

The company had allocated $400,000 for the calendar year for training deliverables. This instructor-led training will be launched prior to the online version after the new software is installed at PJ Enterprises. The remaining dollars could be used to offset the cost of the follow-up online course.
	Amount
	Description and Source

	$95,000
	Development of the instructor-led training program.

	$5,000
	Printed materials for instructor-led portion ($100 pp)

	$50,000
	Job aids

	$40,000
	Conduct the four training sessions

	$5,000
	(50) $100 employee gift cards


Approvals

(  Approved, development of detailed project plan is authorized

(  Approved, project execution is authorized

(  Approved, but project is on hold until future notice

(  Revise charter and resubmit for approval

(  Charter and project proposal are rejected

	Role or Title
	Name and Signature
	Date

	Executive Sponsor – CEO of PJ Enterprises
	Dr. Paul Coverstone
	07/25/10

	Catalog Director


	Ms. Judie Thompson
	07/25/10

	Merchandising Manager


	Ms. Sheena Perez
	07/25/10

	Vice-President of Human Resources
	Ms. Donna Martin
	07/25/10

	Project Team


	Ms. Cheri Judkins, Ms. Julie Kling, Ms. Chris Howard and Ms. Arlene Friberg-Vivaldi 
	07/24/10


Instructional Design Document

PJ Enterprises Customer Service Training
The nature of the course is to improve customer service by introducing a method and process of responding to customer complaints as well as good customer service overall. Included in the course are concepts that tie customer service to organizational success. The course is to be completed by 12/15/10.
Background 

PJ Enterprises is a catalog company with 25 Customer Service Representatives (CSR’s) and four Supervisors. Their goal for next year is to increase catalog sales, customer list, quality service and delivery and introduce seasonal catalogs. To reach organizational goals, PJ Enterprises must bridge the current state identified below:
· Out of 250,000 customers surveyed, 50% stated they will not return as customers due to poor customer service; etiquette, wait time, lack of product knowledge, inability to locate information efficiently and ineffective customer complaint handling.

· The CSR’s complain of low motivation to attend current training and the lack of job recognition and performance handicaps all resulting in poor customer service.

· Since 10.8% of customers make purchase averaging $375, PJ Enterprises will lose $5 million in catalog sales by next year without training intervention. To meet financial targets, PJ Enterprises must earn $8 million in catalog sales by increasing the customer list to 320,991. 

Learner Analysis 
· 80% cannot identify a career path within the company

· 16% have been promoted to Customer Service Supervisor (CSS)
· 30% do not have prior experience as a CSR

· 58% could not identify customer-call targets per shift, week, month

· 70% cannot identify a reward system

· 79% cannot identify a formal goal-setting and progress report with supervisors. 

· 50% of the employees have been with the company less than one year

· 75% of the learners are female

· 25% of the learners are male

· All CSR’s have high school diplomas, GED’s or HSED’s

· Learners are not paid to attend training or staff meetings

· 57% of the learners are unhappy at work

· Over 75% of the employees don’t believe their jobs are important

· Average age is 37 years old

· 5% are currently enrolled in college or business school.
· Number of part time CSR’s has increased dramatically during the past year 

· ADA: One of the CSR’s is visually impaired and uses Zoom text for most tasks.
· 20% of the CSR’s and 5% of the CSS’s report English is their second language. 
Learning Objectives
	Terminal Objectives
	Enabling Objectives
	Learning Activities

	
	
	Absorb
	Do
	Connect

	Learn customer list registration procedure.

Memorize critical keyboard shortcuts.

Learn and apply the procedure for dissatisfied customer handling.

Learn customer handling procedure for reducing call time.

Understand the relationship between customer satisfaction and customer retention. 
Increase customer list by 9% over the next 12 months.

Increase the customer service scores on customer feedback reporting tools by 10% over the next six months.

Identify and demonstrate characteristics of excellent customer service.

	Understand the "cost" of good and poor customer service.

Understand the difference between excellent and poor customer service.

Understand how to tie poor customer call responses 
to a numerical evaluation.

Understand percentages.
Understand up-selling.

Know customer retention strategies.
	Watch a (simulation, video, Flash / PowerPoint) presentation featuring the desired performance outcome.

Provide scripts for various scenarios.

Posters around the training room with positive customer service quotes.

Provide call center statistics (number of calls per week, average duration of a call, average dollar amount of each call/sale) and demonstrate how to calculate percentages, etc. 
	Write personal excellent and poor customer service experiences on flip charts.

Participate in a customer simulation and repeat the performance from the simulation.

Use scripts to roll play between CSR and Customer.

Reverse roll play as Supervisor and CSR.

Complete fill in the blank activities in the student workbook including percent calculations.
	Recall a customer call situation where this knowledge would have been applied.

Describe a circumstance where this information/ technique can be applied outside the work environment.

Provide feedback to another classmate on how they handled a difficult customer.

Through journaling, connect their personal experiences with excellent and poor customer service experiences.


Task Analysis 
· CSR’s greet customers in a friendly manner, introduce themselves, and ask how they can help the customer.

· If the customer wishes to place an order, the CSR takes the order in an efficient manner and asks if the customer has any questions.   After answering any questions, the CSR suggests additional products the customer might like based on current purchases.  Before finishing the call, the CSR makes sure the customer has been added to the permanent mailing list and thanks the customer for calling.

· If the customer has a complaint about an order or item purchased, the CSR listens carefully to the problem and notates the problem in the customer's record.  The CSR determines the level of the problem and decides if it can be resolved at the CSR level or must be flagged for a CSR supervisor according to company protocol.  Regardless of the level of the problem, the CSR uses active listening to assure the customer the problem has been understood and states what action is being taken to address the complaint. 

· If the customer is calling with questions about products, the CSR will answer those questions or refer the customer the appropriate section of the catalog or web page where the answer may be found.

· CSR’s will ask customers to invite their friends, neighbors, and co-workers to join PJ Enterprises mailing list and will explain the benefits of doing so.

· CSR’s memorize critical keyboard shortcuts to quickly access knowledgebase.

Instructional Activities and Strategies 
Variety of activities that would be part of the Reusable Learning Objects (RLO’s) collection:   

· PowerPoint Presentation: What is good customer service?  Why is good customer service important?

· Journal activity: Share a time when you experienced excellent customer service. When was it?  Why was it excellent service? What did the sales associate do to make you feel satisfied? 

· Watch video clips of good/bad of examples of good/bad customer service.

· Role-play with Harry the Horrible customer who is not satisfied with his recent purchase.  How will you solve Harry's problem? Choose from options with feedback from your classmates provided after each option.

· Order:  Put the steps of the ordering process in correct order and/or the steps in entering a customer to the mailing list.

· Up-selling: Listen to audio clips of customers who are not sure what to order for different events or home decorating. CSR will suggest additional items customer may wish to purchase.   

· Brainstorm:  What is the best way to deal with a difficult person?  What can a CSR do to help that foe become a friend and want to be on PJ Enterprises mailing list? 

· Create: Create your own list of do's that will help you become a super CSR. Commit to that list.
· Problem solving scenario: Customer service response scripts are grouped according to each customer state (undecided, dissatisfied, requiring more information, etc.) The CSR will have many responses per customer state to utilize for longer conversations versus shorter conversations. Each response has an action the CSR can offer to the customer. 

· Calculations: Using a calculator, find the average call length, average dollar amount customers spend per call, percent of calls each CSR takes)  
Evaluation Plan 

Step 1: Discuss the training with the Subject Matter Experts (SME’s) to determine the following:

· Are the course objectives clearly defined?

· Does the course content help to achieve the objectives?

· Are important points emphasized?

· Is the course sequenced properly?

Step 2: Pre and Post assessment/tests to determine if learner knowledge increased as a result of the training. The assessment/test would consist of multiple choice questions focusing on customer service best practices.

Step 3: Conduct a pilot of the course with the first group of CSR's.

Step 4: Have the pilot group answer the following questions:

· Is there content missing from the course?

· Is the course easy to navigate?

· Does the course meet the learning objectives?

· Did the exercises provide the opportunity to learn new information?

· Is the course content at the appropriate level of detail?

· Can the information provided in the course be used to improve service to the callers?

· Is the length of the course appropriate to cover the material?

Quantitative Evaluation

For activities where several possible responses would be correct, they will be ranked from a good response to a better response to the best response. Each answer will have a numeric value. The higher the score, the better prepared the CSR will be to quickly respond to customer calls of all types expecting the best possible outcome.

Summative Evaluation
At the end of testing, the CSR rates the activities as "helpful; I feel better prepared", 
understands their role in the overall success of the company and the training was "Somewhat helpful; I need more information", "Not helpful; Does not address my needs", "Other / Explanation".

Revision History

	Name
	Date
	Reason For Changes
	Version

	Cheri Judkins
	07/17/10
	Edited the purpose and scope of charter
	1.1

	Julie Kling
	07/17/10
	Further defined stakeholders
	1.2

	Chris Howard
	07/21/10
	Identified additional risks
	2.0

	Arlene Friberg-Vivaldi
	07/22/10
	Clarified deliverables to be more concise than originally listed.
	3.0

	Chris Howard
	07/22/10
	Identified additional assumptions and risks associated with the project and added EGC’s
	4.0


Project Management Plan
The purpose of this training project is to:

· Improve customer service processes.

· Increase the customer list by 9% over the next 12 months.
· Increase CSI scores on customer feedback reporting tools by 10% over the next six months.
· Customer service complaints decrease by 10% over the next 12 months.
· Increase catalog sales by $3 million U.S.D.
Scope

In scope is the development and delivery of a complete training program including job aids, follow up assessment and modifications as needed to improve upon the overall product. Job aids will assist in consistency in handling customers, build confidence in new customer service representatives, and allow CSR’s to troubleshoot customer issues before referring them to a manager for resolution. 

This project will deal with customer service improvement for the telephone support CSR’s and their supervisors in the catalog division only. It will not involve training for CSR’s or Sales Associates in the retail stores of PJ Enterprises.  

This goal of this training is to improve customer service and in turn sales, so this training, while replacing the current year’s training is not designed to fully replace the training conducted by Sheena  Perez and Judie Thompson which introduces the CSR’s to new products. CSR’s will still need ongoing training as new products are introduced.

Furthermore, while current products are used as part of the training, in order to teach product knowledge and encourage suggestive selling to increase sales, the deliverables will not automatically be updated to include new products or delete products that are removed from PJ Enterprises product line.  PJ Enterprises will need to take responsibility for further updates or contract with Stout 3 or another company for future updates.

As far as equipment needed for the training, Stout 3 will only supply the learning aids and deliverables stated in the design document as well as copies of the Facilitators Guide.  Other general materials (markers, flip charter, name cards) and equipment (LCD, laptop, etc.) that are needed for the training are the responsibility of PJ Enterprises. 

The initial facilitator’s training will be conducted by Stout 3. After the initial training, any further training of facilitators will be the responsibility of PJ Enterprises.  

Ongoing support once the training goes “live” is not included in this contract.  A separate contract will need to be issued. 

While the HR department has expressed interest in training for its staff regarding how to recruit persons with skills needed to be successful CSR’s that is beyond the scope of this training initiative, as is to develop and deliver a successful employee engagement program.

Deliverables

Deliverables include:

· Troubleshooting diagram

· Flowchart - process from taking customer orders to suggesting other products, up-selling

· Script - telephone script for consistent performance

· Complete training program containing the following Reusable Learning Objects RLO’s:

· Defining customer service and superior customer service attributes (accuracy, efficiency, effectiveness)

· Techniques for suggestive selling

· Caring for customers

· Dealing with difficult people

Project Approach

Primary Plans: The project will include a project schedule, an estimated budget determined by PJ Enterprises, budget allocation determined by PM, quality assurance and risk mitigation plan.

Scheduled Meetings: There will a meeting every other Tuesday between the Project Manager, Sponsor and Stakeholders to discuss project milestones, risks, delays, resources or any other project related topics.

Scheduled Status Reports: Project updates are to be emailed every Monday beginning 08/08/10.
Issues Management: Issues will tracked using an "Issue Statements" form which includes: Issue Date; Comment / Issue; Filer & Role; Person(s) Assigned Responsibility; Resolution Date/ PM Signature. Issue form is emailed to the PM for signature by the end of that working day.

Change Management: Process will begin with the submission of Change Request Form to Project Manager. All stakeholders and members of the project management team will be informed of and must approve proposed changes.

Communication Management: Meetings will be held every other Tuesday between the Project Manager, Sponsor and Stakeholders to discuss project milestones, general issues, delays, resources or any other project related topic. PM will contact the Sponsor by phone with urgent matters to be followed by an email with a conversation summary.

Procurement Management: All services outsourced will be on a temporary contractual basis lasting no more than two months from the project start date. Goods and services to be provided in accordance with the Project Milestones based on the Request for Proposal (RFP). 

Dependency Determination

Task: Creation of learning modules necessary for instructor-led training. 

· Mandatory dependency: All modules/units are finished on-time and organized as one entire course before delivered to customer.

· Discretionary dependency:  Modules assigned to ID and SME who have expertise in that field. Select individuals work on specific modules/units based.

Task: Creation of learning aids to accompany instructor-led training that can be repurposed for creating the online training modules.

· Mandatory dependency:  Collaboration between those assigned to create learning aids with those assigned related module/unit for consistency.

· Discretionary dependency:  Same ID and SME work on both deliverables: learning aids and online course design. 

Work Breakdown Schedule

[image: image1]
Project Schedule
	Project: PJ Enterprises Customer Service Training
	 
	 
	 
	 
	 
	 
	 

	Task #
	Activity/Task
	Who
	Est. Hrs
	Completion Target Date
	Actual Hours
	Remaining Hours 
	Revised Estimate (Calculated Field)
	Variance

(Calculated Field)
	% done
	Current Status
	Actual Date Completed

	 
	Project Totals
	 
	 
	m/d/yy
	280
	 
	 
	0
	
	 
	 

	 
	Initiation Phase
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	1
	Develop Project Charter 
	Proj Team
	40
	07/25/10
	40
	 
	40
	0
	100%
	Done
	07/25/10

	2
	Develop Project Scope Statement
	Arlene
	20
	07/18/10
	20
	 
	20
	0
	100%
	Done
	07/18/10

	3
	Conduct Learner Analysis
	Julie
	20
	07/18/10
	20
	 
	20
	0
	100%
	Done
	07/18/10

	4
	Determine Deliverables
	Chris
	20
	07/21/10
	20
	 
	20
	0
	100%
	Done
	07/21/10

	5
	Determine Budget
	Cheri
	20
	07/22/10
	20
	 
	20
	0
	100%
	Done
	07/22/10

	 
	Planning Phase
	 
	 
	
	
	 
	
	
	
	
	

	5
	Develop Design Document
	Proj Team
	40
	08/01/10
	40
	 
	40
	0
	100%
	Done
	08/01/10

	6
	Develop Evaluation Plan
	Julie
	20
	08/05/10
	40
	 
	40
	20
	100%
	Done
	08/05/10

	7
	Develop Learning Objectives
	Arlene
	20
	08/05/10
	20
	 
	20
	0
	100%
	Done
	08/05/10

	8
	Develop Project Work Plan / Schedule
	Chris
	20
	08/05/10
	20
	 
	20
	0
	100%
	Done
	08/05/10

	9
	Develop Project Management Plan
	Proj Team
	40
	08/08/10
	40
	 
	40
	0
	100%
	Done
	08/07/10

	 
	Execution & Control Phase
	 
	 
	
	
	 
	
	
	
	
	

	11
	Development Tasks
	Proj.

Team 
	80
	10/01/10
	10
	
	0
	0
	0%
	
	

	12
	Configuration Tasks
	Arlene 
	20
	10/01/10
	0
	 
	0
	0
	0%
	
	

	13
	Technical Tasks 

Software & Computer Updates
	Proj. Team & PJ IT Dept. 
	40
	10/10/10
	0
	 
	0
	0
	0%
	
	

	14
	Testing Tasks
	Cheri 
	40
	11/01/10
	0
	 
	0
	0
	0%
	
	

	15
	Training Tasks
	Julie 
	40
	12/01/10
	0
	 
	0
	0
	0%
	
	

	16
	Implementation Planning Tasks
	Proj. Team 
	20
	10/01/10
	0
	 
	0
	0
	0%
	
	

	17
	Assign Tasks
	PM 
	10
	10/01/10
	0
	 
	0
	0
	0%
	
	

	18
	Track Status / Update 
	PM 
	20
	12/15/10
	0
	 
	0
	0
	0%
	
	

	19
	Resolve Issues
	   PM 
	20
	12/30/10
	0
	 
	0
	0
	0%
	
	

	20
	Report Weekly Status
	PM 
	40
	12/30/10
	0
	 
	0
	0
	0%
	
	

	 
	Closure Phase
	 
	
	
	
	 
	
	
	
	
	

	21
	Obtain Project Acceptance
	PM 
	10
	03/30/11
	0
	 
	0
	0
	0%
	
	

	22
	Project Closeout Report
	PM 
	5
	04/15/11
	0
	 
	0
	0
	0%
	
	

	23
	Final Project Update
	PM 
	5
	04/24/11
	0
	 
	0
	0
	0%
	
	

	 
	TOTALS
	 
	0
	
	280
	0 
	0
	0
	!
	
	


Communication Plan
Communication Principles

Communication will be:

· Straightforward and honest in keeping with the values and standards of PJ Enterprises.

· Consistent to all stakeholders.

· Written from the perspective and voice of the intended stakeholder using a conversational tone.

· Promoted as a means to increase acceptance of the training initiatives.
· Concise, direct, and produced in a manner that is easily understood.

Communication Objectives

· Gain support for the training from all employees.

· Employees will understand their role in the process.

Target Audience

· Customer Service Representatives (CSR’s)
· Customer Service Supervisors (CSS’s)
· Human Resources (HR)
· Executive and Senior Management  

Key Messages

· Why is this being done? To improve customer service and reduce customer complaints.

· What is the training about? The training will focus on the things CSR’s can do to increase customer satisfaction and increase sales.
· What are the benefits for the customers? Customers will be delighted that the CSR’s understand where to find the information needed to answer questions.

· What is in it for PJ Enterprises? Well trained employees can provide an excellent customer experience which in turn brings repeat and new customers.

· When will this training start and when will it end? The training for employees is to begin 12/15/10 and all employees will complete the training by 03/15/11.

Communication Matrix
	Type
	Description / Purpose
	Responsibility
	Media
	Timing

	Project Meetings
	Discuss project milestones, risks, delays, resources or any other project related topics

	Project Manager
Sponsor

Stakeholders
	PowerPoint, spreadsheets and Project Management templates
	Every other Tuesday

	Status Reports

	To report any project changes and / or delays in a timely manner.

	Project Manager
	e-mail
	Every Monday beginning 08.08.10

	Issues Management


	Track issues for reporting and resolution


	Project Team 
	e-mail
	As issues are reported or resolved



Project Communication Plan Approvals 
I have reviewed the information contained in the communication plan and agree.

	Name
	Role
	Signature
	Date

	Paul Coverstone
	Project Sponsor
	
	

	Arlene Friberg-Vivaldi
	Project Manager
	
	

	Chris Howard
	Team Member
	
	

	Cheri Judkins
	Team Member
	
	

	Julie Kling
	Team Member
	
	


Change Management Plan

Change Implications

Initial resistance to any change in the process of managing customers is anticipated. To meet this challenge, support from all employees will be sought prior to training. Employees will understand the purpose and outcome of the training is to simplify their work and produce satisfied customers.

Employees that find it difficult to adapt to the new process can be retrained in whatever area is needed using one of the Reusable Learning Objects from the course.

Challenges and Opportunities

Learners are currently not paid to attend training so they may not feel it is important. To address this issue, we plan to provide Employee Gift Cards (EGC’s) to all employees who successfully complete the training. In addition, many of the employees do not feel comfortable using computers so we plan to offer the training in instructor-led format until they learn the new computer system. We will then transition some of the ILT to online modules.

Change Management Principles and Assumptions

A successful project always has a change management plan in place.

· To avoid mis-starts, changes to any part of the project plan including deliverables will not be made without serious consideration.

· Changes may be made but appropriate documentation and support is needed.

· Project management team members and stakeholders’ opinions will be invited before any major change is made.

· Once a change is agreed upon, the project team and stakeholders must agree to the change and commit to the change.  

· The means or how the change will occur will be documented following the process stated below.

· All change will happen “in-house” to insure consistency in the project and resulting deliverables. 

· No outside consultants will be involved unless invited by the invitation of the project team and stakeholders.

· Salaries or benefits of team members will be adjusted to be consistent with the specifics of the change. 

· Stakeholders will be informed of all changes with supporting documentation for impact on time, costs, and change to deliverables.

· The project team will strive to practice reserve analysis of time throughout the project.  If time changes occur that will use the time in reserve, stakeholders will be also be informed of the impact of the change on deadlines.

Procedure for Making Changes

· Complete Change Request Form and submit to Project Manager.

· Project Manager will track changes in the Change Request Log.

· Change requests will be reviewed by the project manager then forwarded to all members of the project team.  

· Project team members will discuss possible alternatives.

· If project team members feel a change is necessary, the Change Documentation Form will be completed outlining proposed changes. 

· If additional costs are required changes will be discussed by project team, a PERT analysis will be conducted.

· The Change Documentation Form will be forwarded to stakeholders for approval.  

· Change Documentation Form will include, as applicable, reason for change, how change will occur, cost analysis, benefit analysis, indication of personnel responsible for implementing the change, and  impact on project deadlines.

· Approval for the change will be by the project management team and stakeholders as indicated in the Project Charter document.

Project Change Management Plan 
I have reviewed the information contained in the communication plan and agree.

	Name
	Role
	Signature
	Date

	Paul Coverstone
	Project Sponsor
	
	

	Arlene Friberg-Vivaldi
	Project Manager
	
	

	Chris Howard
	Team Member
	
	

	Cheri Judkins
	Team Member
	
	

	Julie Kling
	Team Member
	
	


Facilitator Guide

Welcome 

Thank you for your willingness to serve as a facilitator for PJ Enterprises Customer Service Training. The purpose of this guide is to assist you as you prepare to introduce your colleagues to a variety of learning aids and online learning modules that are designed to improve customer service and increase sales for PJ Enterprises.

Why is customer service so important?

The Harvard Business Review reports that if you can prevent 5% of your customers from leaving you, you can increase your bottom line profit by 25 – 95%. 

U.S. News and World Report claims 82% of customers leave one business and go to another because of a customer service issue.

Therefore, all employees at PJ Enterprises need to be serious about customer service. What do people want? Well, at the simplest level, our customers have some basic needs:

· They want to be understood.

· They want to feel welcome.

· They want to feel important.

· They want to feel comfortable.

Training Goal

The goal of this training is to improve customer service by assisting our CSRs in responding to customer complaints, efficiently and effectively taking customer orders, and encouraging customers to be repeat customers by signing them up for our mailing list and always offering excellent customer service. 

Business Objectives

This customer service training will help reach business objectives of

· Increase the customer mailing list by 9% over the next 12 months. 

· Increase the customer service index (CSI) scores on customer feedback reporting tools by 10% over the next six months.
Abbreviations Used in this Guide

In this facilitator training guide the following abbreviations are used for the following:

CS – Customer Service
CSI – Customer Satisfaction Index
CSR – Customer Service Representative

CSS – Customer Service Supervisor

PPT – PowerPoint 
RLO – Reusable Learning Object

Training Learning Objectives

· Identify the characteristics of excellent customer service and demonstrate those characteristics.

· Understand the relationship between satisfied customers and increased sales.
· Effectively and efficiently deal with customer complaints increasing CSI scores. 

· Know how to register new customers to the mailing list.

· Able to locate information and respond to customers' questions.

· Understand the "cost" of good and poor customer service.

· Understand the role the CSR plays in the company's success.

· Able to suggest additional products that a customer might be interested in based on his or her past or current purchases.

Diversity Defined

This training is based on the assumption that the diversity and uniqueness of each customer and each employee at PJ Enterprises is respected.  

Cultural Diversity includes:
· Sexual orientation
· Age
· Sex
· Race / ethnicity
· Language of origin
For a further discussion of cultural diversity, see the Effective Communication section of this guide.

Supplies and Equipment
· Name tents

· Markers, pens, pencils, and highlighters

· Flip chart and Flip chart paper (or Smart board or Chalk board)

· Attendance sheets and evaluation forms
· Job aids, flowcharts, script
· Spiral notebooks for journaling exercise
· Calculators
· DVD featuring customer service scenarios

· CS Quote posters (i.e. "The single most important thing to realize about any enterprise is that there are no results inside its walls. The result of a business is a satisfied customer." Peter Drucker

· PowerPoint or overhead transparencies

· Workbooks (for simulation exercises)
· Laptop Computer with PowerPoint and LCD Projector (Or overhead projector)

· Screen

· DVD Player

Room Set-Up and Facilities Arrangement

Use a conference room at PJ Enterprises headquarters with one conference table. Place the posters with Customer Service quotes in various areas around the room. At the back of the room, set up the laptop computer (or overhead projector) so it projects onto the screen and have the PowerPoint presentation (or transparencies) and DVD's ready to roll.

In the center of the table place Post-it notes, markers, pens and pencils
At each chair place the following items:

· Name tent

· Spiral notebook

· Evaluation form

· Pen

· Student workbook
· Calculator
Effective Communication
Communication Objectives

· Create a positive and effective training climate for Facilitator / Participants
· Gain support for the training from all employees.
· Employees will understand their role in the process.

Barriers and Mitigation to Effective Communications

Fear of change: Some participants may feel the method they currently use is sufficient and would be reluctant to change. Others feel learning a new process will mean more hours required without compensation.

Mitigation technique:

· Provide appropriate documentation and support. 

· Stakeholders' opinions will be invited before change is implemented. Therefore, learners’ opinions are valued, too.   
· Reserve time throughout the project. If a time change occurs that will use the time in reserve, stakeholders will be also be informed of the impact of the change on deadlines. Learners need to understand why they are being asked to attend this training. Try to stick to the schedule and inform learners of any changes.  
· Compensate employees during training. For assistance with compensation procedures, contact Human Resources. 

Cultural Diversity: Both English and Spanish are spoken among Stakeholders. Ignoring cultural difference may interfere with effective communication. It is important that facilitators understand and respect the diversity of values, beliefs and attitude that relate to ethnicity as well as company related perceptions.  

Some attitudes and assumptions of the learners:

· Different concepts of good and bad customer service.

· A belief that they are already performing well or above average.

· An attitude of readiness and willingness or an attitude of reluctance and unwillingness.

Mitigation technique: 

· Understanding the participant's background and position within the company will allow them to feel respected and understood. Facilitators should seek background information on the cultural practices and linguistics of the participants.

· Anticipate potential problems that may ensue and be willing to adapt the presentation.

· Speak slowly.
· Avoid complicated sentence structure and/or vocabulary. 

· Use the written word to reinforce key concepts via PowerPoint, overhead transparencies, chalk boards, Smart board, flip charts, and/or workbooks.

Participants' ambivalence: Some participants might feel they are too busy or too experienced to sit through the training; others may feel too inexperienced to understand the training or feel training won't change the current situation. 

Mitigation technique: 

· Facilitators should utilize adult motivating factors such as: 

· Assisting the learner to understand how the training will help meet their goals. One way to do this is to ask participants to discuss their current process and what they hope to achieve by using the process. 

· Listen carefully to their responses to gain insight into possible motivating factors.

Facilitating the Workshop

First and foremost, the learners need to feel safe. Each participant must feel they can complete the role play exercises openly without fear of ridicule. The responsibility for setting and maintaining that atmosphere remains with the facilitator.

Second, the participants must have fun. The atmosphere must be kept light so the people want to participate. The materials are engaging and are intended to provoke thought.
Agenda

 8:00  –  8:05
Welcome

 8:05  –  8:15
Ground Rules

 8:15  –  8:25 
Introductions

 8:25  –  9:00
Effective Customer Service

 9:00  –  9:10 
Break

 9:10  –  9:55
Telephone Doctor

 9:55  – 10:30
Selling Techniques

10:30 – 10:40
Break

10:40 – 11:00
Game: Caring for Customers

11:00 – 11:30
Dealing With Difficult People
11:30 – 11:55
What’s In the Numbers?
11:55 – 12:00
Closing Remarks
The Guide
	Time
	Topic
	Content
	Process

	5 min
	Welcome
	· Welcome, thank the students for coming. 

· Make sure everyone signs in on the class roster.

· The goal of this training is to improve customer service by assisting the CSR’s in responding to customer complaints, efficiently and effectively taking orders, encouraging customers to become repeat customers and refer their friends and family.

· Remind all learners throughout the program, they will be using their student workbook. Each topic covered has a section in the workbook where learners can take notes and fill in the blanks.
	Mini-lecture

Make sure to greet each student at the door and tell them you are happy they are there.

The atmosphere for the workshop is established in the opening minutes.

	10 min
	Ground Rules
	· Rules: cell phones turned off, class will end at 12:00 noon; respect others, do not interrupt.

· Write the words Respect, Confidentiality, Practice on a piece of flipchart paper and tape to the wall. Explain to the learners that in order to get the most out of the workshop, we must all work together, listen to each other and explore new ideas.

· Explain this is a safe environment to role-play, experiment and make mistakes. After all, that’s how we learn.
	Mini-lecture



	10 min
	Intros
	Due to small group size, introductions should include:

· Name

· How long with the department?

· What attracted you to work for PJ Enterprises?
	Around the room.

	35 min
	Effective Customer Service
	Begin discussion of “What is Customer Service?”

· Ask each learner to provide suggestions.

Follow the discussion by going through the PPT: Effective Customer Service. The PPT will address two questions:

· What is good customer service?

· Why is good customer service important?

Write two headings on flipchart paper:

· Great Customer Service

· Awful Customer Service
	Brainstorming session with the group.
Ask participants to share a time when they received excellent customer service and also when they received awful customer service.

Ask the group to think of (not naming names) of their favorite restaurant.  Then think of their least favorite restaurant.  Once each person has thought of their particular restaurants, have the participants tell why they like their favorite and why they don’t like the other, and place these things on a page of the flip chart.  Place the likes under Good Customer Service and the dislikes under awful customer service.  Then ask the group, how many of the things on the flip chart actually have to do with the product.  Many will be surprised to find that the reason we like our favorite restaurant has little to do with the actual product and more to do with other things.  Say to the group something like this, “This is where good customer service comes to play.  Most likely there are a lot of companies that provide your same product for a similar price.  Where you can stand out, is by providing some of the things that are on the flip chart.”  

	45 min
	Telephone Doctor
	Introduce the DVD: Telephone Doctor. The 15 minute DVD highlights superior customer service attributes:

The DVD contains 8 minute scenarios showing both good and bad customer service.  After each section, the trainees will be encouraged to discuss what they have seen, and answer questions regarding the following:
· Accuracy

· Efficiency

· Effectiveness

Have students write in their journal their definition of superior customer service.

Learners will fill in the blank in the student manual.

Learners will practice reading the telephone script with another classmate. Instruct the learners to provide feedback to each other. Learners may feel self-conscious, especially if they don’t real aloud well.
	Lecture, individual and pairs work.

Ask the group to see if they can tell if the person is smiling, happy, knowledgeable, etc. by listening to their voice, not watching their partner.  Watch for those that may not be participating fully and draw them out.  Make sure to provide a safe environment where everyone feels safe to participate, or not everyone will feel like contributing.

	35 min
	Selling Techniques
	Refer to the poster of the top ten selling techniques. Discuss each technique.

After a discussion on the techniques, have learners role play where one learner is the customer and the other is the CSR. Provide example:

· Customer is buying floral centerpieces for daughter’s wedding.

Have a couple of questions to prompt CSR:

· Would you like to hear about some of our shower game gifts?

· Has your daughter registered with our bridal registry? 
	Mini-lecture
Role-play



	20 min
	Game: Caring for  Customers
	The purpose of the game is to have the learner practice proper call handling. 

Learner is presented with a call and will be given several scripted choices to choose from. 

Learner selects one and role-plays with another classmate. Remaining classmates provide feedback. 
	Role-play

Feedback

	30 min
	Dealing With Difficult People
	Remind the learners that when delivering customer service with the “WOW Factor”, or that which goes above and beyond exceeding customer’s expectations many of us have learned it is important to follow the Golden Rule:

· Treat others as you would like to be treated.
Dealing with difficult people:
· They have an issue that has not been resolved properly and they are frustrated. 
· They do not understand the process and may require some additional education.

· Most people do not mean to be difficult, but with good resiliency, customer education skills, and conflict resolution, they may turn around and become much better.

· Remember, the caller is not upset with you directly.

Explain in Customer Service, attitude is the way you choose to respond.

Three key words:

· You

· Choose

· Respond

Write the formula E + R =O on the flipchart.

· E = the Event in your life

· R = the Response to the Event

· O = the Outcome

Remind the formula is not E =O, so it’s not the Event that dictates the Outcome, it is the Event plus the CSR Response.

Brainstorm – write comments on flipchart:

· Ways to diffuse angry customers.

· Behaviors associated with a good attitude.

	Lecture

Brainstorming activity

	25 min
	What’s In the Numbers?
	The goal of this section is to have the CSR’s understand the correlation between the number of calls, $ per call and improved customer service.

Provide the call center statistics:

· Number of calls per week.

· Average duration of a call.

· Average dollar amount of each call/sale.

Provide tips to help with efficiency:

· Creating a notes template in Excel for commonly used notes, so that things can be easily copy/ pasted, instead of typed each time.

· Be thinking ahead.  If someone just said that they want their Christmas purchase gift wrapped prior to delivery, begin the process to get that accomplished.  Do not wait until the end of the call for this.

· If you need to follow up with something, create yourself a task in Outlook to remind yourself.

· Do not use extra call time to finish paperwork that could be done later when there are calls in queue.

· Make sure to adhere to your schedule, and take your breaks/ lunches when call volumes allow.

Demonstrate how to solve percentages of each using a calculator.

Have the learners share times when a customer was disappointed but still received good customer service and remained a loyal customer.
	Lecture, demonstration, group work

	5 min
	Closing Remarks
	Thank you for coming. For further assistance you can contact Jenny Gerber in Human Resources.

Resources available to you:

· Your student workbook from class today.

· The flowchart 

· Telephone script

· Troubleshooting diagram

· Each other
	


Execution Phase Documentation

Change Management
Change Management Principles and Assumptions:

A successful project always has a change management plan in place.

1. To avoid mis-starts, changes to any part of the project plan including deliverables will not be made without serious consideration.

2. Changes may be made but appropriate documentation and support is needed.

3. Project management team members and stakeholders’ opinions will be invited before any major change is made.

4. Once a change is agreed upon, the project team and stakeholders must agree to the change and commit to the change.  

5. The means or how the change will occur will be documented following the process stated below.

6. All change will happen “in-house” to insure consistency in the project and resulting deliverables. 

7. No outside consultants will be involved unless invited by the invitation of the project team and stakeholders.

8. Salaries or benefits of team members will be adjusted to be consistent with the specifics of the change. 

9. Stakeholders will be informed of all changes with supporting documentation for impact on time, costs, and change to deliverables.

10. The project team will strive to practice reserve analysis of time throughout the project.

11. If time changes occur that will use the time in reserve, stakeholders will be also be informed of the impact of the change on deadlines.

Procedure for Making Changes

1. Complete Change Request Form and submit to Project Manager.

2. Project Manager will track changes in the Change Request Log.

3. Change requests will be reviewed by the project manager then forwarded to all members of the project team.  

4. Project team members will discuss possible alternatives.

5. If project team members feel a change is necessary, the Change Documentation Form will be completed outlining proposed changes. 

6. If additional costs are required changes will be discussed by project team, a PERT analysis will be conducted.

7. The Change Documentation Form will be forwarded to stakeholders for approval.  

Change Documentation Form will include, as applicable, reason for change, how change will occur, cost analysis, benefit analysis, indication of personnel responsible for implementing the change, and  impact on project deadlines.  Approval for the change will be by the project management team and stakeholders as indicated in the Project Charter document.

Change Management Form

	         PJ Enterprises

           CSR Training


	               CHANGE REQUEST FORM (CRF)

	Project Name :  CSR Training
	Contract Num : 100A

	Completed By : Julie Kling
	Date :    8/13/2010

	Additional and/or Support Materials Attached:   (   Yes   (   No      Change Management Procedure is included.

	Current Status: The Project Charter has been approved, policies and procedures for communication and change have been established, the learning objectives have been established and are stated in the design document which outlines deliverables, a WBS and work schedule have been created, a facilitator guide has been produced and is currently in stakeholder review, and the deliverables are almost ready to head production.  

	Proposed Change: In completing the facilitator guide, it was observed that there needs to be an increased connection between the learning aids and the RLO’s.  The proposed change is to require the use of the flow chart “Handling Customer Objections” while participants are engaged in the RLO game “Caring for Customers” and the RLO simulation “Dealing with Difficult People.”  In addition, the learning aid flip chart of “Product Descriptions” should be used along with the RLO poster “Top Ten Selling Techniques”. This can be accomplished easily through the selling game activity that is suggested for use with the poster in the Facilitator’s Guide.  Changes will need to be made to the facilitator’s guide and also to the game and simulation RLO’s which are almost ready to head to production.  

	Justification: An increased connection between the learning aids and RLO’s will help ensure use of the RLO’s and assist the CSR’s in using the RLO’s to continue to practice what they have learned.  Thus helping to improve customer service and reach the business goal of this CSR training: The goal of this training is to improve customer service by assisting our CSR’s in responding to customer complaints, efficiently and effectively taking customer orders, and encouraging customers to be repeat customers by signing them up for our mailing list and always offering excellent customer service. (qtd. from Facilitator’s Guide.)  If CSR’s use the learning aids post training, customer service and sales are likely to increase. 



	Cost Impact: Add approximately 4 hours of labor for PM team to revise Facilitator’s Guide which is still in review. This change can be added with other changes that may need to be made after review. Also add 4 hours to revise plans for RLO’s and adjust design document.  RLO’s are being created by PM team.  Total cost impact: 8 additional hours of labor.  PM to calculate actual cash value.



	Timing Impact: The proposed changes to RLO’s and Facilitator’s Guide to include more use of Learning Aids as stated above should not significantly delay the project except for the time needed to revise documents and have necessary meetings with stakeholders.  Projected delay should not be more than 1 or 2 days since the change is being considered prior to start of creation of deliverables and before final draft of Facilitator’s Guide.

	Quality Impact: The proposed changes will clearly improve the quality of the deliverables themselves and increase their usage in the training which should in turn increase their usage post training by CSR’s.  The goal is to increase sales through improved customer service. If the CSR’s have used the learning aids during training, they are more likely to use them when working with customers.  Using them with customers is expected to improve customer service.

	Change Manager Information

	Change Control Number:   100A
	Priority:   (   Red   (   Orange   (   Yellow

	Scope Impact:  The proposed change should help to focus the scope of the project and avoid scope creep as the learning aids and RLO’s will be used in closer connection. 

	Other Impact: May increase the length of the Facilitator’s Guide and will necessitate communication between the members of the PM team creating specific products.  Task assignment may need to be reconsidered. The person responsible for the flow chart “Handling Customer Objections” should work as a team with the creators of the RLO game “Caring for Customers” and the RLO simulation “Dealing with Difficult People.”  In addition, the creator the learning aid flip chart of “Product Descriptions” should work with the creator of  the RLO poster “Top Ten Selling Techniques”. 

	Change Review Committee Information

	Disposition:    (   Approved   (   Disapproved        Change approved   08/16/2010

	Signatures

	Arlene Friberg-Vivaldi
	
	
	

	Julie Kling
	
	
	

	PJ Enterprises
	
	
	

	Follow Up

	Documentation Updated:   (   Yes   (   No
	Change Implemented:   (   Yes   (   No


Procurement

Supplier Profile

	Question
	Response

	Provide a description of your organization. Number of employees, locations, years in business. Please identify the mailing address and phone number of your company's main office.


	Stout 3, specializes in designing and implementing creative solutions that improve performance, increase productivity and reduce cost. Our services include:

· Creating customized, results-focused training programs in a variety of formats 

· Implementing organization-wide change strategies using “engagement” principles 

· Managing projects from initiation through results 

· Leading teams to streamline business processes 

· Facilitating groups to consensus (planning, strategy, requirements definition, problem solving) 

The intent of all of our solutions is to provide value to the business, help the learner develop their knowledge to the appropriate level, and enable the client to become self-sufficient to maximize their investment.  

Employees:  Stout 3 has four full-time employees and 10 contract employees; in addition, we have formed strategic partnerships with carefully selected firms to provide additional services that compliment ours. In each case, companies are vetted using a thorough due diligence process to ensure they will provide the same quality of service we stake our reputation on.

Years in Business / Locations
Stout 3 was formed in 2010 and has one location in Wisconsin.

Mailing Address / Phone Number:  

123 Main Street

Anytown, WI 53178

(800) 123-4567

	Who in your organization will be our primary contact during the RFP package evaluation process? Provide the title of the primary contact, their direct phone number, fax number and e-mail address.
	Cheri Judkins, Account Manager

(414) 123-4567 X89 (direct office)

(414) 456-7890 (mobile)

(414) 789-0123 (fax)

Judkinsc6547@uwstout.edu 

	Which area within your organization will support PJ Enterprises? What are the working hours of this area?


	PJ Enterprise support will be provided through the Customized Learning area, which includes Change Management and Training. Normal working hours are 8 AM – 5 PM Central Time, but are extended on an as-needed basis.

	Provide an example of a solution you have provided to another client requiring sales or customer service training. Why did you choose that particular solution and what were the general results achieved?


	Situation: A client wanted to increase sales and profitability within a 9 month timeframe; they recognized that a sales culture had to be established, and questioned whether the existing sales force would be able to meet the challenge. 

What we did: After analyzing the reason for the gap in the performance of the sales group, we developed a sales process and training program that supported the client’ needs. Sales programs and incentive programs were also developed, and we met weekly with the sales team to celebrate successes and address concerns. 

Results:
· Existing staff was utilized to meet sales and profitability goals were met in 4 months (less than ½ the time allotted) 

Choosing the solution:  Most of our solutions include a blended learning approach to accommodate different learning styles and provide maximum flexibility. But one of the most important criteria for success is to sustain the momentum. This means the client must own the process and hold others accountable for implementing it. These have been cornerstones in all of our programs.

	What percentage of your services is performed in-house versus outsourced? What services are outsourced and why? How long have the outsourced partnerships been in place?


	Stout 3 works in a hybrid environment using in-house personnel, full time contract employees, and companies with exclusive strategic partner arrangements. Approximately 80% of the work is performed by Stout 3’s full time and contract employees, and 20% is outsourced.  Our primary focus is developing/delivering training solutions, project management and client relationships. All of these skills are required in the majority of our projects so our core resources perform these functions.  Approximately 50% of our projects require specialized resources so we construct teams based solely on individual project requirements. The ability to outsource specialized services to our strategic partners allows us to provide our clients with a full range of training options and allow highly experienced partners to provide services on an as-needed basis.  Each of our outsourcing partnerships have been in place a minimum of three years.  


Identify high-level steps associated with your normal program development. 

Stout 3 uses the ADDIE Instructional Systems Design process combined with Project Management Principles referred to as The Four-Step Combo.
	
	Step 1
	Step 2
	Step 3
	Step 4

	Instructional Design
	A

Analysis

1. Training
Needs Analysis

2. Learner Analysis

3. Setting
Analysis
4. Task and Content Analysis
	D

Design 

1. Objectives Specification

2. Test Design

3. Sequencing

4. Learning Strategy Selection
	DI

Development and Implementation

1. Materials Preparation

2. Develop Manuals

3. Test Prototype

4. Roll Out Initiative


	E

Evaluation

1. Measure Learning Outcomes Throughout Course

2. Generate and Analyze Evaluation Reports

	Project Management
	Initiating

1. Project
Charter

2. Identify Stakeholders
	Planning 

1. Develop Project-Management Plan

2. Collect Requirements, Scope Definition, Create WBS

3. Activity Definition, Activity Sequencing, Activity-Resource Estimating, Activity-Duration Estimating, Schedule Development

4. Cost Estimating, Cost Budgeting

5. Quality Planning 

6. Human Resources Planning

7. Communications Planning

8. Risk-Management Planning, Risk Identification, Qualitative Risk Analysis, Quantitative Risk Analysis, Risk-Response Planning 
9. Plan Procurements
	Executing and Monitoring and Controlling

1. Direct and Manage Project Execution

2. Monitor and Control Project Work, Integrated Change Control

3. Scope Verification, Scope Control

4. Schedule Control

5. Cost Control

6. Perform Quality Assurance, Perform Quality Control

7. Acquire Project Team, Develop Project Team, Manage Project Team

8. Information Distribution, Performance Reporting, Manage Stakeholders
	Closing

1. Close Project

2. Close Procurements


The client is involved at each step of the way and there is a phase gate with approval mechanism for each phase before progressing to the next.  Daily meetings within the project team as well as frequent scheduled (daily and or weekly) meetings with the client allow projects to stay on track and produce a high-quality deliverable within the required timeframe. 

Provide reference contact information for companies PJ Enterprises can contact. 

Ms. Collette Keating-Christensen, LRC Manager

Harley-Davidson Motor Company

Collette.Keating-Christensen@Harley-Davidson.com  

What distinguishes you from other design companies?

Stout 3 has a track record of building programs that increase performance and show quantifiable results. We are large enough to handle enterprise-level projects, but small enough to provide a great deal of flexibility, creativity, and cost containment when developing customized solutions. We have a perfect track record for on-time, on budget projects. This leads to high levels of client satisfaction resulting in our clients referring others to Stout 3. In fact, approximately 95% of our new business is the result of referrals. After clients begin working with Stout 3, we have a 100% repeat customer rate.

Proposed Solution

Describe your recommended learning solution.

Stout 3 understands the importance of facilitating a relevant, engaging and inspiring course to help the CSR’s improve their customer service capabilities. Developing engaging instructor-led training results from blending a variety of instructional methods and strategies that create motivation and relevance, impart knowledge, facilitate discussion, individual reflection and supports retention and the transfer of skills.

For this course, we will use small group and individual exercises allowing the CSR’s to self-reflect, articulate assumptions, share meaningful examples, engage in role playing and come away with tactics to use while on the telephone with customers.

Curriculum and instruction will be delivered mainly through:

· Scenario-based exercises

· CSR generated situations and examples

· Guided practice sessions and role-play.

· Practice with job aids and scripts

Describe the preferred approach to staffing a project similar to the one outlined in the RFP.

Every Stout 3 client has a dedicated Account Supervisor who is also a shareholder/part owner in the company, ensuring swift decision-making on your behalf. Additionally, the work is supported by a Project Manager, who is your daily interface on reviews, approvals, and all project details and two certified instructional designers. 

Project Budget Summary and Breakdown

Summarize the total costs of the proposed solution. 

	Project Budget Summary

	Component
	Description
	Quote

	Custom Design and Development
	This estimate includes the development and delivery of:

· Custom instructor-led program for eight hours of training.

· Multimedia: Includes complex scenario-driven content, audio content for role-playing, animated video clips.

· Interactive elements include a game, journal activity, and other activities custom developed.

· In person kick-off meeting in August.

· 3-day train-the-trainer session in December.

· Job aids to include a troubleshooting diagram, flowcharts and a telephone script.
	$95,000


In the event of potential “Scope Creep” describe the process of changing this budget.

Flexibility is an important asset in today’s dynamic market and with how projects should be staffed. Stout 3 provides a unique advantage in this area when compared to other training companies. Since Stout 3 uses contract consultant resources, we can expand when your project needs to expand rapidly and we can reduce resources when the project requires it. 

We can adjust rapidly to the need to increase scope since we typically invoice on an hourly basis and would adjust resource needs based on project needs and client guidance. Our flexibility allows you to focus on the project and not on getting trapped in contracts that cannot be adjusted with little flexibility. 

Meet the Project Team

Ms. Arlene Friberg-Vivaldi: As a consultant in instructional design and corporate training, Arlene brings skills in effective communication and project management.  Arlene is a recent recipient of the Graduate Certificate in Instructional Design from University of Wisconsin-Stout as are all the members of the project team. 

Ms. Chris Howard: As a Customer Service Trainer, Chris has helped to implement her company-wide e-learning program.  She also has researched, developed and implemented new training programs to meet the needs of several major corporations. 

Ms. Cheri Judkins: As the Operations Manager for Harley-Davidson University, Cheri leads the operations of a best-in-class “Corporate University” with a focus on dealer training. Cheri has assisted in defining the strategy for the recruit, train, and retain (RTR) initiatives regarding recruitment of new individuals into the motorcycle industry. 

Dr. Julie Kling: As an educational consultant and college/university instructor, Julie teaches and designs online courses along with advising non-traditional students and international students. She is a consultant in the areas of educational assessment and testing and has conducted training in bi-lingual educational and corporate settings.
Cheri Judkins is your dedicated Account Supervisor and for this project and we will assign Arlene Friberg-Vivaldi as your Project Manager, Dr. Julie Kling as your lead Instructional Designer and Chris Howard as an additional instructional designer.

Progress Report
Project Title
Customer Service Training for PJ Enterprises

Problem Description

PJ Enterprises has been receiving poor Customer Service ratings from their customers due to improper call handling and lack of product education and soft skills for their call-center employees.  Because of this, the majority of the call-center staff is dissatisfied with their employment, and there is a high turnover rate. The project is designed to address these issues and find a training solution to improve call handling, soft skills and eventually job satisfaction. 

Scope, Objective and Results  

Phase 1:  Initiation 100% complete
During the initiation phase, the project charter was developed.  A needs assessment was also conducted, and it was determined that the staff at PJ Enterprises were lacking in the skills necessary to properly handle calls, effectively answer questions regarding products, and sound professional on the phones. It was decided that the best course of action was to develop training to meet these objectives.  

A learner analysis was also conducted.  Through this process, it was determined that a hybrid course would best suit the learners.  By having a portion of training at the participant’s desk, the impact on service levels would be decreased, and the computer-based modules could also be used as a “just-in-time” training for staff who may need a quick refresher. The budget was also determined and agreed upon.
Phase 2:  Planning 80% complete
During the planning phase, the instructional design document was created.  This included developing all training objectives and learning activities.  William Horton’s design principles of “Absorb, Do, Connect” were agreed upon as this will meet most learning styles.  This was very important, as no learning styles assessment has been performed at PJ Enterprises, so the predominant learning style among call-center staff is unknown. 

During the planning phase, the work plan and schedule was determined.  This greatly helped to ensure that all work was divided and the best course of action was taken.  It was determined that the most effective form of communication was email.  As PJ Enterprises is an international company with branches in numerous countries, that an electronic form of communication was essential.  We are at the end stages of the planning phase, and will begin the execution phase in the next several weeks as the project is running on time. 

Phase 3:  Execution and Control 0% complete 

The plan at this point is to begin the execution phase in at the end of August 2010.  During this phase the modules and training materials will be developed and tested with a small pilot group.  The pilot group will consist of a sampling of call-center staff.  Testing will then be done to see if call handling improves with the pilot group prior to disseminating the training to all call-center staff.
Phase 4:  Closure 0% complete

The project will close at the end of March 2011 using through extinction using expert judgment. Stout 3 will conduct an After Action Review (AAR) using the Project Lessons-Learned Checklist. PJ Enterprises will accept the course and all supporting materials and it will become the intellectual property of PJ Enterprises. 
Gantt Chart of Progress
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Quality Review

Quality control is performed at the end of each Quality Assurance phase guided by a quality review agenda (Appendix A). Signoff must occur before continuing to the next stage. Quality Control includes a 3-Tier review process: 

Tier 1 is a team meeting when the project is awarded to discuss the client’s needs, expectations, project methodology, timelines, etc. to ensure that everyone is on the same page before the project starts. A document is created to define quality benchmarks and standards upon which Quality Planning Reviews will be conducted (Appendix B). Items reflected in the documents will include at least the following: 

· Consistent messaging 

· Methods of stating information to ensure materials seem as if they were written by one person.

· List of information that editors will be looking for in our internal reviews (common messages, themes, % of interactivity, adherence to approved outline, spelling, grammar, punctuation, etc.). 

Tier 2 occurs during the Design and Development phases. The Project Manager (PM) has daily meetings with the developer to ensure adherence to schedule and answer any questions. During meetings, quality exception reports will be reviewed and addressed (Appendix C).

Tier 3 includes the review of specific materials. As each component is developed, the QC/editor completes two reviews for material completed by the instructional design.

First Quality Review: The first review begins when the instructional design materials are completed. The review process includes the following steps:

· Review materials using the Quality Review measures developed at the beginning of the project.
· Provide feedback. 

· Instructional designer incorporates feedback.
· Quality exceptions are reviewed and compared against mitigation. 

Second Quality Review: The second review includes all materials that will be sent to the client for review/approval. The PM and instructional designers review the materials to find any content that could be enhanced (e.g., common messages and themes, suggestions for additional activities, etc.).

When all feedback is incorporated, the material is sent to the client. The following formal review process is used for client approval: 

· Alpha review / revisions incorporated
· Beta Review / revisions incorporated
· Final Review

Appendix - A

Quality Review Agenda

Objective:

To confirm that the product/ product phase is complete, in a way that:
· it is within the project scope,
· involves appropriate client and technical staff,
· ensures that the product meets defined technical standards,

· ensures that the product meets business requirements,

· ensures clarity and avoids ambiguity,

· identifies errors, exceptions, inconsistencies and omissions,

· establishes a baseline version of the product,

so the related project activities can be signed off as complete and the project can progress.
Product:

· Quality Review Exception Item List.

· Quality Control Measures Review

· Follow-up action list
Attendance Roles:

· Facilitator:


· Presenter:


· Reviewers:


· Minutes-taker:


Logistics:

· Date & Time:


· Room:


Agenda:

· Review Phase / Tier: Objectives and Agenda

· Project Background

· Walkthrough Product

· Identify Revisions, Errors, Exceptions & Omissions

· Next Steps

Appendix - B

Quality Review Planning

	 Quality Planning & Review Legend

	Area
	1

Quality goals easily understood, achieved, and monitored.


Quality Risk = 1
	2

Quality goals can be defined and measured using existing methods


Quality Risk = 2
	3

Quality goals are extensive and may impact project success.

Quality Risk = 3
	4

Quality goals are difficult to define; hard to measure and achieve; significant risk to project acceptance.
Quality Risk = 4

	Quality Assurance

(QA)
	Define quality benchmark.

Determine Risk tolerance.

Incorporate benchmark and risk to develop a standard.

Develop plan to achieve standard.


	Document explicit quality goals. 

Define methods and tests to achieve, control, predict and verify success. 

Focus on customer satisfaction.
	Document QA goals, plans, methods, and systems. 

Focus processes on minimizing correction costs.
	Document QA plan including quantitative goals, statement of methods to achieve, quality metrics, controls and verifications.
Link QA to stakeholder and risk analysis.

	Quality Management (QM)
	Consider quality management integral to project work.
Ensure project team understands role in achieving quality goals.
Have PM maintain visibility of quality issues.
	Implement integrated quality management through delegated quality goals.
Plan work methods, technologies, measurements and controls to achieve goals.
Identify quality built into processes and products.
	Integrate quality management tasks into project plan. 

Establish quality goals.
Delegate goals to work groups.
Report quality metrics and track progress.
	Assign quality management oversight in PM staff.
Monitor metrics and trends to achieve quality goals.
Integrate quality management into project planning and risk management.


	Quality Planning & Review



	Item
	QA #
	QM #
	QMMC #
	CONTROL MEASURE


	
	
	
	
	


Appendix - C

Quality Review Exception List

	Item #
	Product
	Reviewer
	Comment/ 
Quality Level
	Action
	Delivery Date
	Responsible Party


	
	
	
	
	
	
	

	
	
	
	
	
	
	


Follow-up Action List
	Item #
	Product
	Reviewer
	Exception Resolved?
	Action
	Completion Date
	Action Taken By:



	
	
	
	
	
	
	

	
	
	
	
	
	
	


Game





Drag and Drop





RLO’s for online learning





Dealing with difficult people





Caring for customers





Techniques for suggestive selling





Providing superior customer service





Script





Flowcharts





Troubleshooting diagram





Defining customer service





Obtain training materials





Schedule training location





Employee Gift Cards (EGC)





Certificates





Follow-up Assessments





Feedback





Tests





Confirm attendance





Confirm dates





Arrange for back-up phone coverage





Prioritize attendance





Incentives





Evaluation





Attendance





Trainees





RLO’s for ILT





Supporting course materials





Training





Administration





Materials





PJ Enterprises


Customer Service Training





Project Management








Execution and Control of Project





Direct and Manage Project Execution





Track and Report Status





Resolve issues





Close the Project





Planning





Project Closeout Report





Final Project Update





Initiation Phase





Develop Project Charter





Learner Analysis





Develop Project Management Plan
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