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I. [bookmark: _Toc32417955][bookmark: _Toc32418139][bookmark: _Toc32418332][bookmark: _Toc32419765][bookmark: _Toc32419931][bookmark: _Toc12298438]General
1. [bookmark: _Toc32418140][bookmark: _Toc32418333][bookmark: _Toc32419766][bookmark: _Toc32419932]Purpose
Contact Center is one of the windows open to OPPO customers which represent OPPO brand image to public. In order to ensure excellent service perception, it is necessary for Contact Center to take measures to keep improving service quality, optimize service SOP, initiate to solve problems, and finally increase customers’ satisfaction. This Standard is worked out to guide Contact Centers sites to execute service quality management so as to ensure the overall service level.
2. [bookmark: _Toc32418141][bookmark: _Toc32418334][bookmark: _Toc32419767][bookmark: _Toc32419933]Range of Application
All service channels of OPPO Overseas Contact Center Sites.
II. [bookmark: _Toc32417956][bookmark: _Toc32418142][bookmark: _Toc32418335][bookmark: _Toc32419768][bookmark: _Toc32419934]Principles
1. Customer-oriented: Starting from customer perception, oriented by customer satisfaction, execute service quality management by means of solving problems. All work like drawing up Quality Management Standard, optimizing service SOP, shall follow the principle of customer-oriented.
2. Clear on specific rules: Legend to each parameters shall be clear and specific, avoid any controversial or vague areas. All parameters shall be unified during execution.
3. Critical focus: Focus on dominating customers, major business, key staff & accent SOP, consolidate all resources and improve service efficiency.
4. Timely & efficient: Feedback the markdowns found in Quality Management to relative staff in time; Ensure the follow-up and solution of the issues are done with high efficiency. 
5. Closed-loop tracking: Formulate closed-loop Service Quality Management SOP through working on quality monitoring/improving plans, keeping continuous quality monitoring means, overall diagnostics & analysis of problems and following up for solutions so that service quality can be improved.
III. [bookmark: _Toc32418143][bookmark: _Toc32418336][bookmark: _Toc32419769][bookmark: _Toc32419935]Description of Service Quality Management Related Roles
1. [bookmark: _Toc32418144][bookmark: _Toc32418337][bookmark: _Toc32419770][bookmark: _Toc32419936]Online Customer Service Manager (HQ)
Work out and keep revising a basic standard version of Service Quality Management Standard of Contact Center and related materials as per company & online service strategies, with all key parameters included, which can be applied to those sites where no customized Standard is applied. Customized Standard of other sites need work with HQ parameters included. 
2. [bookmark: _Toc32418145][bookmark: _Toc32418338][bookmark: _Toc32419771][bookmark: _Toc32419937]QA Team of Contact Center Sites
2.1 Formulate Service Quality Management Standard: QA TL is responsible to formulate service quality management standard of the site based on HQ version.
2.2 Service Quality Monitoring: Consolidate service quality monitoring & management of all service channels, find out service markdowns of agents, business, SOP etc. in time.
2.3 Service Quality Improvement: Carry on QA & quality improvement related work, investigate the weak KPIs & business, find out the origin of the markdowns and organize for improvement.
2.4 Service Quality Data Analysis: Responsible to count and provide quality related data; Analyze and optimize daily quality KPI & data.
3 [bookmark: _Toc32418146][bookmark: _Toc32418339][bookmark: _Toc32419772][bookmark: _Toc32419938]Floor Operation Management Team
Floor Operation Management Team includes all other agents’ above positions, like Operation Manager (OM), Team Leader (TL), Trainer, Smart Master Expert (SME) etc.
3.1 Work out service quality improvement action plans and implement for the same.
3.2 Monitor and ensure all actions to improve services are being done properly, like trainings, incentives etc.
IV. [bookmark: _Toc32417957][bookmark: _Toc32418147][bookmark: _Toc32418340][bookmark: _Toc32419773][bookmark: _Toc32419939]Content of Service Quality Management
1. [bookmark: _Toc32419774][bookmark: _Toc32419940][image: ]QA Scope & Business Target















2. [bookmark: _Toc32419775][bookmark: _Toc32419941]Categorizations & Content
2.1 Regular QA: Perform QA as per QA plan & QA Standard, which is to evaluate agents’ performance in service skills/attitude/service standard etc.
2.2 Typical QA: Perform QA towards typical samples as per business development, operation demands or agents’ markdowns, like for New Product, Audit of Information Security etc.
3. [bookmark: _Toc12298439][bookmark: _Toc32417958][bookmark: _Toc32418149][bookmark: _Toc32418342][bookmark: _Toc32419776][bookmark: _Toc32419942][image: ]Sampling Size







4. [bookmark: _Toc12298440][bookmark: _Toc32417959][bookmark: _Toc32418150][bookmark: _Toc32418343][bookmark: _Toc32419777][bookmark: _Toc32419943]Scoring Standard
4.1 Scoring rules are set as per Service Standard of each channel, which include      
Opening, Paraphrasing, Hold Process, Resolution, Closing, Communication Skills, Documentation & OPPO Core Value.
4.2 QA parameters are divided into Fatal & Non-fatal, CTP (Critical to Performance)   
& CTQ (Critical to Quality).
4.3 Each parameter can be judged as Yes, No, N/A.
4.4 Agents’ QA score of the period of time will be counted as Average score of all samples monitored.
4.5 Refer to 2.6-1 OPPO Phone Monitoring Score Sheet, 2.6-2 OPPO Email    
Monitoring Score Sheet, 2.6-3 OPPO Chat Monitoring Score Sheet for Scoring   
parameters as well as Legend for each specific parameter.
5. [bookmark: _Toc32418151][bookmark: _Toc32418344][bookmark: _Toc32419778][bookmark: _Toc32419944]QA Appeals
Should there be any question/disagreeing towards QA result they can raise their concerns and QA Team should review for the second time.
Refer to following SOP for handling QA appeals:
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5.1 Agents shall raise their appeals within 2 days since the QA result is published. The time can be delayed if there is any absence of agent during the time. TL shall collect and share appeals from all agents to QA Team by the coming Mondays for review.
5.2 QA will only review and amend the points where agents have concerns, but no longer add more markdowns on the sample.
5.3 2nd round review: 2nd round review shall be done with TL, OM & QA Team all involved.
6. [bookmark: _Toc32418152][bookmark: _Toc32418345][bookmark: _Toc32419779][bookmark: _Toc32419945]  QA Accuracy Guarantee
6.1    QA Certification
[bookmark: _Toc12298441]QA personnel shall be certified before they are appointed as QA.
6.1.1 Certification Requirement: Monitor 10 samples (for channels involved) within certain period of time. Certification is passed if the QA accuracy is ≥80%. One time make-up test can be provided if fails. However, if fails in 2nd round again, the personnel shall be re-evaluated for the position.
6.1.2 Should there be more than 10% valid appeals among all samples in each period of time, the QA shall be re-certified.
6.2    Calibration
Calibration should be done within the team to ensure all members hold same understanding towards each QA parameter.
· Frequency: Twice a month.
· Sampling size: 2 samples/channel.
Output: Variance Report should be shared after Calibration Meeting.
       Refer to following SOP for QA Calibration Process.
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7. [bookmark: _Toc12298446][bookmark: _Toc32417960][bookmark: _Toc32418153][bookmark: _Toc32418346][bookmark: _Toc32419780][bookmark: _Toc32419946]QA Standard Update
[bookmark: _Toc12298447][bookmark: _Toc32417961][bookmark: _Toc32418154][bookmark: _Toc32418347]7.1 When to Update 
Whenever there is a service/bonus/penalty missing in the existing QA standard, or when there is any knowledge gap which existed for more than 3 times after calibrations, then QA Standard shall be updated to optimize the understanding from all members.
[bookmark: _Toc12298448][bookmark: _Toc32417962][bookmark: _Toc32418155][bookmark: _Toc32418348][bookmark: _GoBack]7.2 How to Update
Whenever there is a request to update QA Standard, it shall be raised among all members, Quality Leader/Manager being the owner. A meeting shall be held especially to discuss the request in details.
Once the new standard is confirmed, the owner shall send an official Email to publish the updated QA Standard to all personnel related, stating when to start.
V. [bookmark: _Toc32418156][bookmark: _Toc32418349][bookmark: _Toc32419781][bookmark: _Toc32419947]Service Quality Management Means
1. [bookmark: _Toc32418157][bookmark: _Toc32418350][bookmark: _Toc32419782][bookmark: _Toc32419948]Service Quality Management Meetings
1.1 Weekly QA Meeting:
Organize QA team meeting every week, to report QA status of previous week, summarize the QA markdowns & findings, analyze the weakness and provide action plans for improvement.
1.2 Calibration Meeting:
As per Calibration requirements, twice a month, to regulate QA legend.
1.3 Quality Discussion Meeting: 
Schedule Quality Discussion Meeting with all agents’ above positions involved, to discuss the existing problems and solutions, to push the executions on floor.
2. [bookmark: _Toc32418158][bookmark: _Toc32418351][bookmark: _Toc32419783][bookmark: _Toc32419949]Trainings
QA Team shall collect common markdown found in QA and share to Trainer. Trainer shall organize trainings for the topics and host quizzes for the same. All relative materials shall be saved for future reference.
3. [bookmark: _Toc32418159][bookmark: _Toc32418352][bookmark: _Toc32419784][bookmark: _Toc32419950]Assessment
CSAT, FCR, QA scores, complaint shall be included in agents’ assessment.
4. [bookmark: _Toc32418160][bookmark: _Toc32418353][bookmark: _Toc32419785][bookmark: _Toc32419951]Customized Quality Management Means
All Contact Center Sites can take customized service quality management measures as per local situation.
VI. [bookmark: _Toc12298449][bookmark: _Toc32417963][bookmark: _Toc32418161][bookmark: _Toc32418354][bookmark: _Toc32419786][bookmark: _Toc32419952]Attachments
1. [bookmark: _Toc32417964][bookmark: _Toc32418162][bookmark: _Toc32418355][bookmark: _Toc32419787][bookmark: _Toc32419953]2.6-1 OPPO Phone Monitoring Score Sheet
2. [bookmark: _Toc32417965][bookmark: _Toc32418163][bookmark: _Toc32418356][bookmark: _Toc32419788][bookmark: _Toc32419954]2.6-2 OPPO Email Monitoring Score Sheet
3. [bookmark: _Toc32417966][bookmark: _Toc32418164][bookmark: _Toc32418357][bookmark: _Toc32419789][bookmark: _Toc32419955][bookmark: _2.6-4_QA_Calibration]2.6-3 OPPO Chat Monitoring Score Sheet
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Service Channels | QA Scope (Y/N) Business Target
B Y 1. Can resolve customers’ concerns regarding products,
technical issues and service related enquiries etc. with
comprehensive business knowledge
Email Y
2. Pacify customers and escalate the cases whenever
Chat Y there is any complaint with strong sensitiveness
3. Protect and improve Brand Image through initiative
Other Channels Y service attitude and extraordinate communication skills
1. Perform survey as per standard script/SOP
provided by HQ
Outbound Survey Y 2. Resolve customers' concerns when any

3. Pacify customers and escalate the cases whenever
there is any complaint with strong sensitiveness





image2.png
Service Channels

Volume

sampling rule

1B

Email

Chat

Other Social Media Channels

Regular QA: 2 samples/agent/account/language/week
Typical QA: as per demands

Outbound Survey

Regular QA: 4 sample/agent/account/week
Typical QA: as per demands

Random samples
from different
time period of
different days





image3.png
Name of SOP: SOP of QA Appeals

20200212

£ start g Yesh| Amend QA Result
<3
3
2
3
Pubish QA Result Sraupiee Adcoug Vesh| Amend 04 Result | —|
L)

"
N v

Collect QA appeals
from teams of all o——1 Share review result End

channels

Yes

Team Leaders





image4.png
QA Calibration Process

20200212

Share Minutes of

QA standard

Operations

operation actions

= start Meeting with
o P
= @ Report of Variance date needed
]
ki %
z Yes
= v
]
Select samples Workout
] andforward to all updat=d O oty
attendees Standard
Y
- > Yes
g E g
ST 2
53w Submit Score Meeting for Meeting for
s9 g Eualugte samples sheets calibration discussing update
o2
TS @
=
camyout





image5.png
oppPoO




