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Canadian Tire Financial Services

Canadian Tire Financial Services
Location

Niagara Region, Ontario, Canada
CSR Headcount

1,000 CSRs

Contact Volume

400,000 calls per year, 18,000 emails, etc.

Background

Training is a core component of any successful contact centre, but given the typically high
turnover rates observed in the industry, training resources can often become absorbed into the
constant need for new hire training simply to meet the organization’s service level requirements.
At CTFS, our ongoing commitment to people has created an environment where we can pride
ourselves on our high tenured, highly skilled, and engaged frontline teams. This has provided us
with the opportunity to re-invest back into our people through innovative training techniques that

otherwise may not have been possible with a lower tenured and less skilled team of employees.

In 2017, CTFS challenged their leadership team on our existing approaches to training and how
we could modernize our training practices. One of the business challenges that we chose to
address through training was the plateauing of results that we sometimes see in our more tenured

employees.

Behavioural Science and a Data-Driven Approach

After seeing behavioural economics implemented successfully to help consumers engage with
our credit card program, we saw an opportunity to leverage behavioural economics with our
contact centre teams to change the way that our representatives were communicating with our
customers. The field of behavioural economics demonstrates that people’s actions often do not
reflect decisions made on deliberative calculations of risks and benefits. These decisions —

including important ones pertaining to financial and physical well-being — are influenced by



emotions, identity, and by something as simple as how options are presented to us.
Consequently, the insights from behavioural economics can be leveraged in numerous ways
including securing a more successful payment commitment from our customers, or helping

customers realize program and card benefits.

However, rather than simply providing our employees with tips and tricks on how to introduce
behavioural economic (BE) technigues into their phone calls and hoping it works, we adopted an
intense data-driven approach to learning what BE approaches were actually effective in improving
our key business drivers. Training requires a significant financial investment and ensuring that
what we train actually drives an improvement in our business results is crucial to evolving our

training practices.

Utilizing a team of BE experts (BEworks, a Toronto based company), we formed a hypothesis
regarding how our top performers were engaging with our customers. Then we listened, evaluated
and coded literally hundreds of calls from our top, medium, and bottom performers. Using this
methodology allowed us to statistically validate the success of each BE approach. We then moved
into the second phase of our “test and learn” approach where we piloted the usage of a key subset
of BE approaches based on the initial analysis with a test team of representatives that were
trained on the BE approaches and compared their performance to the existing control group.
Through regular data and performance check-ins during the pilot test, we used the learning to
optimize the roll-out plan considering factors such as the relative difficulty/ease representatives
had with learning and using each of the BE approaches, cues to recognize when to use a specific

BE approach, and what combination of BE approaches worked well together.

Habit Formation & Sustainability

We developed a training and sustainability program based on Habit and Learning Science to strive
for consistent usage across the team. To improve comprehension and increase comfort with using
BE approaches, we presented the material in a simple and relevant manner. Incorporated into
the training was the pilot data that gave the representatives the “reason to believe” in the

effectiveness of the new approaches.

To standardize the learning across all representatives, we successfully tested a computer-based

learning module aimed at providing a generalized overview of the material. This made teaching



the basics more effective as representatives had the flexibility to learn at their own pace and were
provided with instant and tailored feedback. With representatives starting with the same
foundational knowledge, the more complicated learning of how to apply the training was more
efficient and impactful, completed in a manner that combined in-classroom training, hands-on

learning with observation, and a post-practice reflection.

Sustainability would not have existed without the full support of the supervisor team. In addition
to supervisors receiving the training in advance of their teams, calibration sessions were
performed to assess the supervisors’ comprehension of the training material as well as their ability
to identify when the new approaches were used successfully and where opportunities were
missed. Ongoing call listening sessions occur with the full leadership team to observe as a group
how the training is playing out within the team and to align on how to best coach the employees.
Throughout the roll-out, we continued to maintain our focus on data to guide our coaching. A
combination of BE usage metrics and outcome results directed our supervisors on the individual
coaching needs of each of our employees. And of course, doing what CTFS does well, we had

fun incorporating in team challenges, multiple forms of recognition, and individual prizes.

Having challenged our leadership team with opening up to more modern and innovative
approaches to our training practices, has not only resulted in significant gains across a number
of key performance indicators but has also forced us to pause and rethink how we have
traditionally faced business problems and how we need to think differently to continue to grow our

business and better serve our customers today and into the future.



