
ow do you transfer nearly a decade’s worth of
knowledge, skills and experience to a new 
outsourced customer care program in a matter
of just two short weeks? Levi Strauss & Co.
recently faced such a challenge, and succeeded

in training a new team that met and exceeded all their
expectations by following five simple steps. 

1 Have Everything Set to Go
Obviously you need to do some preparation before

you begin training, but what should you focus on in
order to ensure your program is off to a strong start?

The Right People. Start building your team by
developing a Hiring Profile (Refer to Chart 1) that
outlines the types of experience, skills and personal
traits you’re seeking. Arrange to have a quick phone
interview with each of your candidates if possible.
That way you’ll have a better idea of how they’ll
sound on the phone with your customers, and see
how well they’re able to think on their feet. 

The Right Tools. Your team will do a whole lot
better if all your systems are installed, tested and fully
functional before your training actually starts. You
may have to use a test environment at times, but if
you can, use your live environment whenever possible
during training so you know systems are working
properly, and your team knows how to use them 
correctly.

The Right Material. This is your chance to start
out fresh and revise all your old outdated processes,
procedures and information. Go over all your train-
ing material to be sure that what you are about to
teach is still relevant, and not just “what you’ve
always taught.” Create a Training Checklist (Refer to
Chart 2) to ensure you have everything in place and
ready to go for the first day of class. 
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2  Make a Great First Impression
The most important day of training is the first one. In fact,

the first 20 minutes of class sets the tone for how successful
your program is for years to come. 

Create Excitement. When your team walks into the room the
first day of training, be ready to knock their socks off. Have
your training room set up as though it was a showroom with
products and posters everywhere. Most important, start out
right away with an activity that’s fun and exciting, and gets
everyone talking about how great your program is!

Shape Understanding. Go over as much material as possible
on the first day of training and immerse your team in the pro-
gram, the company and its consumers. Show products, watch
commercials, listen to recorded calls, and relate the personal
experiences of your team to the company’s products and con-
sumers. 

Build Confidence. The team will probably be a bit over-
whelmed the first day of class with all they need to learn. Build
their confidence by training them on how to do simple tasks
such as greeting a customer or closing a call. Role play with
them to practice, and prove to them how easy this job really is,
and how good they’re going to be at it. 

3  Set Clear Expectations
The sooner your team is clear on what’s expected of them,

the harder they’ll work to meet and exceed those expectations. 

Your mission. Create an easy to understand Mission
Statement (Refer to Chart 3) that clearly illustrates to your
team why they’re here, and what’s expected of them as repre-
sentatives of your company. Every member of your team
should not only know the Mission Statement by heart, but also
fully grasp the meaning behind it. 

Your rules. You may only have a couple of weeks (or just a
few days) to complete your training, so it’s important to estab-
lish some general ground rules right away. Your ground rules
should be straight-forward and simple:
(1) Be here every day and on time; (2) Participate and help oth-
ers whenever you can; and (3) Have fun!

Your Objectives. Walk through your Training Agenda (Refer
to Chart 4) and Monitoring Form (Refer to Chart 5), so the
team knows exactly what the objectives are and how to meas-
ure them. Your goal should be that by the end of training
everyone on the team has the skills and experience needed to
handle basic consumer contacts for your program. 

4  Teach What They Want to Learn
Your team wants the same results from your training as you

do. They want to be able to do a good job. 
Tell Me What to Do. Begin each day with an overview of

your topic, and complete the day with a review of the three to
five most important takeaways. Go over your material in detail
highlighting not only what they need to learn, but also why
they need to learn it. 

Show Me What to Do. If you can demonstrate to your team
just how you want something done, they’ll be a whole lot bet-
ter at it once they do it themselves. Instead of just teaching
your team how to handle specific types of calls, take a few
yourself (or listen to some pre-recorded ones) so they can see
first-hand how it should be done. 

Let Me Do It! The only way to really understand how to do
something is if you actually have a chance to do it yourself.
Spend a good portion of each day with your team practicing
what they learned. The more your team can role play with you
and each other during training, the better they’ll be able to
interact with consumers when you go live. 

3  Check-In and Change Course
Training is a continuous cycle. Information, processes and

procedures need to be revised constantly in order for your pro-
gram to be successful.

Review. The best way to make sure that your training is on
track is to have a short check-in and quiz at the end of each
day. This way you will be able to get an idea if your training
program is on track, and identify individuals that need a little
extra help, and those who may be able to provide it. 

(Sample) Hiring Profile:

In order to best represent our company and our brands, we are
seeking individuals who have the skills, attributes and experi-
ence required to reflect our culture and provide our consumers
with world-class customer service. 

Experience:

Must have relevant customer service experience

■■■■ Contact Center/Customer Service experience
■■■■ Excellent written and oral communication skills
■■■■ Basic computer proficiency and typing skills

Personality:

Should have great interpersonal skills

■■■■ Upbeat, enthusiastic and fun to work with
■■■■ Respects others and enjoys working as a team
■■■■ Outgoing, outspoken and displays confidence

Interest:

Nice to have an interest in our products and company

■■■■ Knows something about our products and company
■■■■ Likes (and hopefully uses) our products
■■■■ Understands the importance of “brand loyalty”

(CHART 1)
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(CHART 2)

(Sample) Training Checklist:

(CHART 3)

(Sample) Mission Statement:

(Sample) Training Agenda:
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Test:

■■■■ Consumer Database
■■■■ Online Resource Tools
■■■■ Email Dispatching System
■■■■ Call Routing System
■■■■ Phone Messaging and IVR

Develop:

■■■■ Hiring Profile
■■■■ Mission Statement
■■■■ Training Manual
■■■■ Training Agenda
■■■■ Monitoring Form
■■■■ Feedback Form
■■■■ Interactive Exercises
■■■■ Daily Quizzes
■■■■ Final Certification Exam

Acquire:

■■■■ Product Samples
■■■■ Recorded Phone Calls, Sample Letters and Emails
■■■■ Company Videos
■■■■ Advertising Samples (Print, TV, Radio)
■■■■ Branded Posters and Marketing Material
■■■■ Promotional Items
■■■■ Prizes and Awards Certificates

“You Are the Brand”
You are the brand, as you may very well be the only direct
connection a consumer ever has with our company. Your
words, your actions, and your performance will influence
how consumers perceive our company and our products. 

■■■■ You serve our consumers
■■■■ You sell our products
■■■■ You market our company and brands
■■■■ You gather consumer intelligence

Day 1—Overview 

Objective: Team is excited about the program, and has a
basic understanding of our company, tools, products and
service expectations

■■■■ Jump Start—Fun activity to get everyone going
■■■■ Presentation—Lectures, discussions and demonstrations
■■■■ Practice—Hands on activities and role plays
■■■■ Wrap up—Review, practice, quiz and check-in

Day 2—Tools

Objective: The team understands what types of systems
and tools they will be using and how to use them. 

■■■■ Jump Start—Fun activity to get everyone going
■■■■ Presentation—Lectures, discussions and demonstrations
■■■■ Practice—Hands on activities and role plays
■■■■ Wrap up—Review, practice, quiz and check-in

Day 3—Products

Objective: The team understands what type of products we
offer and how they are produced. 

■■■■ Jump Start—Fun activity to get everyone going
■■■■ Presentations—Lectures, discussions and demonstrations
■■■■ Practice—Hands on activities and role plays
■■■■ Wrap up—Review, practice, quiz and check-in

Day 4—Service

Objective: The team understands our customer service
expectations and how to respond to general consumer
inquiries.

■■■■ Jump Start—Fun activity to get everyone going
■■■■ Presentation—Lectures, discussions and demonstrations
■■■■ Practice—Hands on activities and role plays
■■■■ Wrap up—Review, practice, quiz and check-in

Day 5—Certification

Objective: The team is able to successfully respond to com-
mon consumer inquiries using provided tools and training. 

■■■■ Exam—Open and closed book tests on training material
■■■■ Certification—Monitor and score role plays or live calls
■■■■ Recognition—Reward team for a job well done! 

(CHART 4)
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React. You’re bound to have some
sort of problems during your training
no matter how well you prepare. Keep
a positive attitude about the challenges
you meet, and your team will as well.
Have a well organized Training Agenda
in place, but be ready to modify it at a
moment’s notice if needed. 

Revise. Once you’ve finished train-
ing, it’s time for you to start all over
again. Ask your team what was most
helpful to them, and what you could
improve upon next time around. Start
revising your agenda, tools and mate-
rials now, so your next training class
is even more successful! 

Paul Osborne is currently the service manager

for Levi Strauss & Co. Consumer Relations.

His San Francisco-based team is responsible for

supplying their outsourced Consumer Contact

Center with the tools, coaching and training

needed to provide their consumers with the

world-class customer service they expect from

a company that’s been around for more than

150 years. (posborne@levi.com)

(CHART 5)

(Sample) Monitoring Form:
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Agent/Date _____________          Reference/Case # _____________ 

Opening the Call:    Yes No Part

Introduces self and asks for required consumer information ■■■■ ■■■■ ■■■■

Offers assistance (i.e. “How can I help you?”) ■■■■ ■■■■ ■■■■

Acknowledges assistance (i.e. “I can help you with that”) ■■■■ ■■■■ ■■■■

Controls call and uses suggested verbiage and instructions ■■■■ ■■■■ ■■■■

Communication skills are personal, professional and positive ■■■■ ■■■■ ■■■■

Assisting the Consumer:

Probes and listens to understand why consumer called ■■■■ ■■■■ ■■■■

Provides appropriate, clear and concise resolutions ■■■■ ■■■■ ■■■■

Markets additional products and promotes company ■■■■ ■■■■ ■■■■

Controls call and uses suggested verbiage and instructions ■■■■ ■■■■ ■■■■

Communication skills are personal, professional and positive ■■■■ ■■■■ ■■■■

Closing the Call:

Offers product information and asks for consumer information ■■■■ ■■■■ ■■■■

Asks for additional marketing information ■■■■ ■■■■ ■■■■

Offers further assistance and thanks consumer for calling ■■■■ ■■■■ ■■■■

Controls call and uses suggested verbiage and instructions ■■■■ ■■■■ ■■■■

Communication skills are personal, professional and positive ■■■■ ■■■■ ■■■■

Recording Info and Initiating Actions:

Accurately records all relevant consumer information ■■■■ ■■■■ ■■■■

Accurately records all relevant consumer issues ■■■■ ■■■■ ■■■■

Accurately records all additional marketing information ■■■■ ■■■■ ■■■■

Initiates all appropriate actions and follow up ■■■■ ■■■■ ■■■■

Strengths:

Opportunities:
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