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Amid the organizations need

to be nimble in addressing potential employee
performance concerns and understand how

to coach for performance improvements. The
pandemic, ongoing social unrest and uncertainty
surrounding job security and general business
disruption have fueled a historic drop in employee
engagement, especially around self-improvement
—the most significant drop ever recorded,
according to . Following arecord rise,
engagement dropped from 37% to 31% between
March and June 2020—a seven-point decrease in
already-low levels of employee engagement.

Now, more than half—54%—of employees are not
engaged in the workplace. This matters because
engagement plays a large factor in performance
and can be directly linked to the effectiveness

of coaching. If your employees aren’t engaged,
overall effort is down. But by guiding them and
focusing their efforts to the right behaviors and
KPI's to improve their performances, goes along
way to making them more engaged.

“Since employee engagement is highly related
to many performance outcomes—even more so
in tough times—this unprecedented drop in the
percentage of engaged workers has significant
potential performance consequences,” says Jim
Harter, chief scientist for Gallup’'s workplace
management and wellbeing practices.

Amid this drop in engagement and heightened
employee anxiety over the future, industry
observers have noted a few key trends:

Performance is even more
important than ever before

Objectives need to be clearly visible not

only for managers but also across the
organization. At all levels, employees need to
be able to see how they are being measured,
be able to view any evolving trends, and have
effective coaching session that point them in
the right direction.

Workplace isolation is adding to
existing anxiety

Stress levels are high, and teams are feeling
increasingly disconnected—in fact, an

found that one in

five workers say loneliness is their biggest
challenge when working remotely, and

has found that workplace isolation
can derail productivity up to 21%. When
employees are working in the same physical
spaces, it is easy to reach out for advice
or help from peers and managers. With
most people working from home currently,
however, soaring levels of isolation and
loneliness require increased communication,
visibility, coaching and guidance.

There's a greater need for
data-driven insights

Insights that not only show trends visually
but also allow employees and supervisors to
connect the data, seeing how:

One metric impacts other metrics or KPI's
The outcome of what is being coached
and the actions being taken

Employees may be spending time to
improve on specific areas

Performance is tied back to coaching and
self-improvement

“The first piece of advice I'd offer a CEQ is

forecasts are out, dashboards are in,” says
Kevin Sneader, global managing partner
of McKinsey & Company.

“Now we're in an environment where we've

also learned that what you really need to
have a handle on are the metrics, insights,

and what'’s actually happening on the
ground—the dashboard of daily life.”

Changes are more common and the need
to quickly modify or adjust objectives, has
become the normal.

And What Should a Supervisor Do
About [t?

When it comes to driving performance improvements, there are a few
common challenges regardless of whether employees are working
remotely orin a brick-and-mortar contact center.

Improving performance starts with setting a standard—both for
interactions with employees and also for coaching.

Coaching and engagement are not a one-size-fits-all undertaking.
You may have one team of employees who are self-sufficient and
self-motivated and another with employees that require a lot of
hand-holding and need to feel connected. Supervisors need the
tools and the ability to adjust as required, delivering coaching that is
directly aligned to what individual employees need.

Change management and organizational culture are critical
determinants of success. Often, we second-guess (or
underestimate) the reports we expect actions to be based on. We
don’t spend enough time creating the cultural shift our employees
and managers need.

Ultimately, contact centers want to ensure that employees’ actions
match the supervisors’ coaching activities and organizational goals.
When it comes to understanding engagement, organizations need to
be able to discover engagement or self-learning opportunities before
they become bigger problems. How do you get in front of issues more
proactively? How do you take care of employees in a way they most
appreciate or a way that most resonates with them in terms of driving
them to improve their own performance?

Best practices include promoting an active spirit and culture of
engagement throughout the organization and determining whether
supervisor focus translates to the employee’s focus. Consider the
duration of page visits to expose some hidden truths. Where is the
employee spending his or her time? Are they the right areas that will
drive their performance? If not, how do you address that?

Finally, ask yourself: Do supervisors understand what each employee
might need and what they themselves need? Coaches have their own
development needs when it comes to being great coaches. Look to see
whether employees’ actions match supervisor coaching discussions.
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Fuel Engagement and Improved
Performance

NICE Performance Management (NPM) offers engagement analytics,

centered around content usage or viewing, provide a series of
reports centered around engagement, coaching and performance.
Available pages and reports and dashboards include:

Welcome page

Users can start by launching what is new in performance
improvement and keep supervisors tuned in to any process

or cultural changes around performance through this home
page. This page will provide access to interesting trends and
tips and tricks for ensuring meaningful employee engagement,
and enable your performance culture change to be aliving,
breathing, agile experience.

,ﬁ Home
Page

My Team Overall Engagement Details
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scatter plot). We should expect clusters around low Coaching Session numbers with low Engagement and vice versa for high values. The same patterns should be
evident for both Reports. if you see different patterns, it's time for root cause analysis! The top chart represents a 3 month trend comparing System Engagement

‘ ‘ = i | Here we explore the correlations of how Coaching sessions influence Overall Engagement (left scatter plot), which in turn influences Overall KPI Performance (right
™
— | (Login and Root Cause Page Visits) to Coaching Engagement (Session Acknowledgement and Task & Objective completion) and to Overall Performance.

Engagement Detail Trend - Last 3 Months: Insight G

1ed: is Coaching Engagement or System Engagement having a greater impact? Next Action: Uncover Outliers below.

Coaching Engagement vs. System Engagement Impact on Overall Performance - Last 3 Months
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Engagement Correlations: Insight ¢

how driven to Engage & Perform are agents by targeted coaching? Next Action: Focus on how to Engage Outliers. ‘

Coaching Session Impact on Overall Engagement by Agent - Last 3 Months

Overall Enagagement Impact on Performace by Agent - Last 3 Months
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My team overall engagement

This gives supervisors easy access to the
correlation between three key elements
related to engagement and coaching impact:

(Seen on the top
line chart): the amount of time employees
spend doing self-directed assessments (as
an example: proactively logging into the
system and visiting Root Cause Pages to
manage their own performance).

(Bottom left
corner): whether employees are signing off
on coaching assignments in a
timely manner.

(Bottom right
corner): based on the cumulative team
results, how does employees’ engagement
with the solution and coaching correlate
with their overall performance trend? Do
you need to shift your energy on what
to target, perform additional sessions or
encourage your employees to self-assess?
Should you consider other activities, that
may have a gaming element to them?
What is having the biggest impact on
overall performance and how can you
change your approach to affect it?

To address these questions, this report
provides a strong indication of where time

and energy should be invested—or how a
supervisor or manager might identify areas for
individual development. Engaged employees
that are focused on self-improvement produce
results, but the variation in engagement
methods produces variation in the results. My
Team’s Overall Engagement helps you answer
the following questions:

What is the best combination of coaching
and direction does each individual on

my team need to drive optimal
performance results?

What areas are the employees looking
into to improve? Does it correlate with
some of the potential performance gaps
or opportunities?

Is coaching required or motivation to
self-assess?

If coaching is working, is there an
optimal amount?

As a matter of best practice, organizations
should focus change on low performers with
learning engagement, changing coaching
style and tactics as needed—in some cases,
switching from spoon-feeding tactics to
helping employees self-assess and self-
improvement can be a catalyst for greater
engagement. Using rewards and game

like activities can also greatly help. High
performers with low engagement could also
become more highly engaged by being given
mentoring opportunities. Low performers
with high engagement should also be
addressed via better guidance and possibly
by combining them with mentoring from the
high performers. They are highly engaged but
perhaps in the wrong way (visiting Root Cause
Pages where their performance is already
good instead of the areas of opportunity.)

Page visits vs. coaching
sessions page

What every good supervisor and manager
really wants to know is whether their coaching
is effectively translating into employee action.
This is very important in creating effective
performance programs, in which supervisors
coach to a certain behaviors, and the
associated KPI's, and then tries to determine
whether the employee begins using the tips,
tricks, and direction provided. With NPM's
engagement analytics, the solution measures
what targeted content/pages/activity the
employee is focusing on within the solution. If
you are coaching an employee to CSAT, then
the employee should in turn be spending time
on reviewing content, best practices and tasks
associated with CSAT, as expected. Oris the
employee spending time in areas where they
have an easier time self-assessing or have a
different perception of what to focus on, such
as average handle time (AHT) perhaps?
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This report shines visibility on where the
targeted coaching translated or not into

NPM rank trend

Provides that visibility and trend guidance
for each employee relative to their peers

and team. This is just another great way to
compare and contrast between different
employees that may be on the track as far
as focus areas and coaching. It also provides

A *,',Z’;; % of Time Spent on Specific Root Cause Pages vs. % of Coaching Sessions on that Topic

The bar length represents the percentage of Coaching sessions about a specific KPI. The circle height represents the % of time spent on the Root Cause Page for that KPI. The fOl |OW -t h rou g h an d se |f -ana |yS is actions.
color of the circle, bar, and text (right above the month) represents the discrepancy between these two measures, and can indicate the difference between the Agent’s focus H H

(which Pages they wait) and the Supervisor’s focus (messages shared during Ceaching). For all measures, the color coding ranges from the worst to best according to this S ome Of t h € q uestions t h atit h € | p S

range: red —> pink —> yellow --> light green --> green. The bar color is more transparent but does not indicate any analytical difference. It's just for contrast. a d d ress are:

Page Duration vs. Coaching Sessions: d: Discrepancy between Supervisor Focus and Agent Focus. Next Action: Encourage Agent to Self-Engage in Focus Area.
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) o ) With teams working remotely on a large
fevenue The report also identifies the things the scale for the first time amid widespread
. . . supervisor can put in place as tactical uncertainty about the future, it has never
i . § i i actions to drive a different behavior at been more important to be able
o P 2 3 the employee level. to leverage coaching and to measure
# = # . The next coaching session then one of the key components of
B.7% W208% 2% becomes more of an honest, practical engagement, self-improvement, to
conversation, because supervisors know improve employee performance.
in advance where employees have been . )
spending their time: “l coached you on By giving supervisors thevtools to measure
CSAT and I notice you are not spending the consequences of the|r. c.oochmg.
time on self-analysis in this area. Is th.rough the employee activity, prowdes
Agent Rank within Team: |1 sainad: Which Agents are the most driven by a specific Coaching Approach? Next Action: Setup Peer Monitoring. Taylor Coaching approach to the individual. there Somethiﬂg | can help Wlth,? DO Wlth the meOnS J[.O trU|y hOVG eﬁ(eCtlve
you understand how to look at the root conversations with employees. It also
Overall Engagement Overall Performance causes and drivers of CSAT?” empowers them to make changes to
their own coaching styles (guidance,
@ The opposite is also true. Do the areas motivating, activities, goal oriented, etc).
® _. where the employee is spending time tie Doing so, it can position your contact
/ back into some potential opportunities? center to quickly and easily address
Areas of self-analysis could serve as potential performance issues through
the focus for the next coaching session coaching that’s directly aligned to an
4 or drive the manager to assign certain employee’s unique needs.
Win vt eecnians tasks, possibly around some gamified
activity, that challenge the employee
[ N§ Py and reward them for achieving the
R e ~ & R objective within the activity.
@ @) Ultimately, in the end, each operation
~@ wants to see that there is a positive trend
for both engagement and performance,
October November December  October November December and if there isn't, then they need to dig
into the activities and coaching methods.
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