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Designing a Winning Customer Support Services Track
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Description
The Colorado Secretary of State’s Business and Licensing Division implemented an innovative Customer
Support Services (CSS) model. This model maximizes available resources, enhances employee training
opportunities, develops future division and department leaders, and has proven to be successful and
beneficial. It is designed to strike a balance between customer support and employee professional
needs. By changing the design of our daily work, our organization addressed employee utilization
deficiencies, longstanding professional development shortfalls and improved customer service.

Background
Colorado has promoted mandatory online filings since the early 2000s. We present information on our
website using various tools such as FAQs, Glossary, Helpful Tips, and eLearning modules. These tools
help customers successfully file online any hour of the day. Because of our migration online, we are able
to maintain a smaller CSS team. Additionally, the CSS team supports eight distinctly different programs
to include business registrations (2.1 million records), UCC (107,000 filings), Notary (85,000
commissions), etc... Below is a representation of the annual work volumes currently handled by
customer support personnel:

Answer 97,320
phone calls

Process 9,389
IRS paper
filings

Process 978
business paper
filings

Process 31,452
new and
renewing
notary
applications

The Problem
Before implementing the CSS model, work units were split between two teams: the service center and
the front desk team. Each team had a separate manager and a lead, which resulted in confusion and
created a barrier between the two teams. Labeling the call center, the “Service Center” insulted the
front desk team since they were also servicing customers, but felt unrecognized. The managers were not
engaged in helping one another’s team because they were trying so hard to keep their own team above
water. This resulted in information not being shared and limited communication between the two
teams.

Service Center
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Stress- As with any call center, there is a constant feeling of pressure to answer a certain
amount of phone calls and not take too long assisting customers. The service center handled all
incoming phone calls, voicemails, and emails.
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High-turnover- The service center experienced a lot
of employee turnover due to people getting
burnt out from answering phones all day
long.
“I began in the phone center. My biggest source
Not fully trained- The service center was
of frustration was this seemingly invisible
not given access to or training on
dividing line between the two teams. Although
we had different supervisors, I felt there should
certain programs and struggled to
have been more cohesion. Instead, there always
answer questions pertaining to
seemed to be tension and conflict. I think
apostilles. The team was consistently
ultimately this was because neither team quite
calling the front desk members for
understood/appreciated what the other team
assistance and felt that their
did. The phone center was expected to answer
calls about services the front-end team
questions and concerns were being
performed with little to no training, and it
ignored. The service center
seemed any time we reached out to the front
employees were feeling frustrated
end for questions/help—there was no response.
because they were not equipped to
It was frustrating for the phone center and the
assist all the customers calling in asking
customers to not receive timely assistance.”
-Sarah
for help.
Decreased customer satisfaction- Customers
were forced to wait to receive a call back while
service team members sought answers in regard to
apostilles from the front desk team.
Backlog- Email responses to customers were always behind because there was only one person
assigned to handle emails. Email inquiries could take 3-5 business days to be answered.
Sedentary job- Employees in the service center were tied to their desk all day, which can create
an unhealthy lifestyle.

Front Desk
•

Single points of failure- Certain tasks were assigned to specific team members rather than the
entire team, which resulted in inconsistency in task completion.
• Stress- The employees were constantly asked to help on the phones without their own workload
being recognized and receiving proper phone training.
• Backlog- Unattended work was piled up for months to
years.
There would be days when
• Frustration- Front desk members were frustrated that
certain tasks wouldn’t get done
they were receiving multiple calls a day from the service
because the only person who
center that interrupted their day-to-day business.
was responsible for that specific
• Decreased Customer Satisfaction- Between the constant
task was out of the office. A lot
phone calls from the service center and a huge backlog,
of tasks the team was
customers wondered why the wait to process their
responsible for were not
maintained well, which caused a
documents would take so long.
lot of work to pile up.
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The Solution
The CSS model combines all customer support personnel into one unit consisting of 14 employees and
three specific work cycles. Each cycle is responsible for an array of different tasks and lasts for two
weeks. Employees are assigned to a cycle and rotate through all three in six weeks. At the end of the sixweek period, the employee cycle assignments are “shuffled” and the rotation begins again. Additionally,
two employees staff a separate team known as the Rovers that acts as support for the three main
cycles.

Rovers
(T(
External
Relations
Two Weeks
Four Employees

Customer
Facing

Operations
Two Weeks

Two Weeks

Four Employees

Four Employees
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Six Weeks
Two Employees
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Blue Cycle - External Relations
This cycle’s key responsibility is fielding all incoming phone calls. Each employee is accountable for
answering questions from eight different programs. Daily call volume ranges from 400-600. This cycle
also handles voicemails received from the prior day.

Orange Cycle - Customer Facing
This cycle is primarily responsible for managing the front desk. The individuals in this cycle greet and
assist every customer that walks in. The duties for this cycle include the following:
• Process authentication requests received from walk-in customers
• Assist customers with business filings that are completed online using the computers located in
our lobby or processing mergers and a few other documents still on paper
• Process mailed-in authentications received by White Cycle
• Scan all paper documents from multiple programs into online database
• Verify all documents from the prior day are scanned in successfully to the online database
• Redact any personal identifying information on UCC documents
• Mail out notifications from our office pertaining to PIN requests and charity renewals

White Cycle - Operations
This cycle is mainly responsible for managing the behind-the-scenes work. They are scheduled for a 3060-minute window of answering phones while the blue cycle takes their lunch breaks. White cycle’s
duties are the following:
• Process IRS liens
• Open and sort all mail to the proper programs
• Approve/reject all authentication requests, paper business filings, and oaths
• Process notary queue to accept/reject applications, renewals, name and signature changes
• Process Durable Medical Equipment queue to approve/reject applications or renewals

Rovers
Rovers are kept separate from the rotation and act as a back-up to the other team members. Employees
remain stationed in this cycle for the entire six-week rotation before employees are assigned to a
different cycle.
Only two people are assigned as rovers with the following additional duties per day:
• Handle 150-200 emails from six different inboxes: Business, Notary, Charities, Authentications,
Uniform Commercial Code, and Durable Medical Equipment
• Substitute for any absences on the team
• Process and file oaths and facsimiles
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Special tasks are assigned to individuals not work cycles. They are tasks that are carried out on an asneeded basis and are not necessarily predictable. Special tasks include:
• Manage Spanish phone line
• Re-stock customer paper handouts in the lobby
• Order office supplies
• Research and process business record re-building requests
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Special Tasks
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Key Components of Implementation
Cross-training
All team members participate in cross-training, which involves learning the practices of every role in
each cycle. Procedure and checklist documents are created to ensure all rotating employees are
following the same protocol. The checklists are good reminders for employees to refresh their memory
when they have not worked the tasks for a few weeks. The CSS team manager tracks the level of crosstraining per employee ensuring all employees are current with all CSS tasks. New employee training
progress is also tracked through 100% completion.

Procedure Documentation Example

Temporary Employees
When needed, we hire temporary employees to answer phones. They are trained to answer
Business calls first since these are the highest volume and mimics our training plan for full time
employees. Our written documentation allows us to train temporary employees quickly; these
employees are supporting customers in three weeks. Their assistance helps us balance
resources and better serve our customers while we fill vacancies, cross-train or complete
complex tasks.
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The CSS team members are involved in meetings that affect the continuous process improvements for
the programs. Their input is valued because they are knowledgeable about each program and know
what sort of customer feedback we are receiving. This results in better process mapping, procedure
documents, user acceptance testing, checklist documents, and eLearning trainings being created.
The CSS team all attend a Verbal Judo training class. This class teaches how to de-escalate and provide
great customer service. The training class is taken at the beginning of the transition to ensure the team
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Employee Professional Development
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has the entire tools necessary to embrace our values and mindset towards providing exceptional
customer service.
The CSS team members are highly competitive for open positions both within the division and
department wide. These individuals have gained knowledge of program processes and have established
themselves positively within the organization. They are familiar with the hiring process and can
confidently interview for any position. Below are recent promotions from the CSS team:

Pathway to Success Promotions
CSS Employee
• HR Administration Assistant
CSS Employee
• HR Administration Assistant
CSS Employee
• HR Specialist
CSS Employee
• CSS Lead
CSS Employee
• Junior Business Analyst
CSS Employee
• Business Analyst
Leadership
We re-evaluated our leadership skillsets and structure reducing CSS team management to one
manager and one lead. Both manager and lead positions are capable of handling escalated
customers in person, on phones or through email. They must be flexible, organized, open
minded and treat everyone fairly. They must be capable of handling multiple priorities and
respond quickly to scheduling issues with staff. If one is absent, the other must step up
immediately and capably so that the CSS team is able to continue their work seamlessly. They
must be capable of handling escalations across different mediums and be knowledgeable to
handle the multiple facets of each cycle.

Page

To address the expectation that employees will be responsible for multiple customer support
functions, leadership re-wrote the job description for service representatives. The new job
description is significantly broader in responsibilities and expectations and covered all the tasks
envisioned in our new model. Necessary skillsets were evaluated and the hiring process was
updated to help find applicants willing and able to work in a rotating atmosphere. This step
enabled us to change the culture and mind-set of our new and existing employees. It is no
longer acceptable for an employee to say “that’s not my job”. When new employees are hired,
the expectation is set during the job posting and interview process that the service role is
broad, flexible and challenging, not stagnant and singularly focused. To ensure we hire the best
candidates we will pass on hiring any candidate on a selection process rather than settle for
candidates that don’t meet our needs.
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Hiring Process
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Equipment and Tools

Bluetooth Phones and Sit-Stand Desks
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To facilitate the transition to a three-cycle work
model and leverage our new efficiencies we utilized
several new pieces of equipment. Examples include:
• Bluetooth phones – By providing Bluetooth
phones to each employee, we are able to
seamlessly move employees between work
stations. Instead of unplugging entire phone
sets, employees can now login to the phone
at their new work station when they change
work cycles. They can even remain on a call
when walking around their work station
area.
• Sit-Stand Desks – These desks allow
employees to either sit or stand when using
their work stations. The use of these desks
provides health benefits, decreases fatigue,
and offers employees the ability to be more
comfortable when performing their roles.
• iPads- Orange cycle is equipped with two
iPad with Google Translate Open iPads used
for operating Google Translate. Many of our front desk
customers speak English as a second language or do
not speak English at all. Our team is able to assist not
only Spanish speaking customers, but nearly any
customer with this easy to use tool.
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Voice-To-Text (VTT)- We implemented Voice-to-Text software that converts all of our
voicemails into an emailed text format. This
Rolling Filing Cabinets
has greatly decreased the time required to
process voice messages. Prior to this
system, listening to voice messages could
take as much as three hours. Now, the CSS
team responds to these messages
instantaneously via email saving many
hours per week.
Rolling Filing Cabinets- Each team member
is supplied with one rolling filing cabinet
that contains supplies and personal items.
The rolling feature allows them to move to
each work station with ease.

• SharePoint- All documentation and tracking
sheets were moved to a SharePoint site to
allow the team to access and update the
same documents quickly and easily. This
tool allows us to house all procedures in
one spot. It stores our schedules, tasks for
the day, checklists, and procedures. Documents can be used by more than one
employee at any given time. They are reviewed every meeting and are a key ingredient
to successful communication.
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SharePoint Site
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Communication

Daily CSS Meeting

The team has daily meetings
that occur every morning. Half
the team attends the first
meeting and the second half
follows. This allows the CSS
team to remain on the same
page and ask questions if
needed. The meetings outline
the following:
• Shines light on any
kudos received from
customers
• Allows team to address
any issues that they
are experiencing
• Allows manager to
share any division
news/updates
• Discuss “Up” and “Down” times for Orange Cycle- Up times refer to when team
members are strictly helping customers and down time is in reference to when team
members process mailed in authentications, or other non-customer facing duties
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Customer Facing “Up/Down” Schedule
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Display the schedule for the day, which includes communicating any scheduled or
unscheduled absences, lunches, and Blue Cycle’s scheduled breaks. Lunch and break
times are based on employee preferences, as much as possible.

Schedule for CSS Team

The team reviews the Business and Licensing Division’s calendar, as well.

Page

11

Schedule for Business and Licensing Division
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Employees are expected to plan ahead and schedule needed time off from work. They
refer to the CSS calendar first since we don’t allow more than two employees to be
scheduled off on the same day. This policy is enforced on peak volume days, Mondays,
Fridays and days before and after a holiday. This helps bring awareness of individuals
that are out of the office, or in training and CSS members are able to plan who their
point of contact for each program is for the day.
View Task List and provide updates for the team on the status of each task

•

Task List for Current Rotation

Orange
Cycle

In Process

DME

Complete

Public Info
Requests

In Process

Scanning

Complete
Complete

In Process

PIN/
Charities
Letters

SBF
Removal

Journals

Current
as of 2/14
Authentication Current
Basket
as of 2/14

Mail

In
Process

Emails

In
Process

Notary Queue

In
Process

Oath/
Facsimiles

Complete

FedEx/UPS

Complete

Voicemails Complete

IRS

In
Process
In
Process
N/A

Biz Docs
Mail Data

Verifications

Current

Extract

Complete

Archives

Current

Rovers

Authentication Current
Review
as of
Inbox
2/14
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Phones

White
Cycle
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Blue
Cycle
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The Results & Benefits
The CSS team concept was implemented on December 10, 2018. Since its rollout, we have
experienced a culture shift phenomenon that has
positively affected our office and customers.

Employees
“I was miserable, frustrated, and wanting to
Our turnover rate has decreased since the
quit. After the CSS change, I’m so much
launch of the CSS team. The team went
happier in my position and finally feel like a
from 0% to 100% fully cross-trained in all
valued employee. Assisting customers is a lot
tasks. Team members are happy about not
easier and enjoyable.”
-Jorge
being “tied to a phone all day, or stuck at
the front desk.” The entire culture has
“I really appreciate the fact that we have
changed because employees now feel
taken on this ‘We are all in this together’
mentality. We are always helping each other
more unified as a team.
out and providing awesome customer
They approach busy days with more
service. We are changing how people view
confidence in the knowledge and skills they
government agencies.”
-Monica
have obtained. They take comfort in the fact
that every team member will help lend a hand
when needed. They are developing into key players in
our organization because their voice is significant in
improving customer satisfaction. They are obtaining a well-rounded skill set and achieving their
personal development goals. Many of these employees have obtained promotions in the
organization.

Customers

-Lisa
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office every two weeks instead of being
confined to the phones. I like learning
new tasks and being challenged in my
position versus doing the same,
mundane thing day in day out. We are
able to better service our customers
because we all have the same
knowledge and are on the same page
about our job responsibilities.”
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“I like being able to rotate around the

Our customers have always been the priority
in our organization. Our division believes our
duty is to serve the public and serve them
well.
Our tactics in serving our customers have
improved dramatically. Thanks to our CSS
model, training and cross-training, and
improved communications the team takes
great pride in the fact that they are public
servants that tailor themselves to meet the
needs of each customer through different
mediums. This is proven in the customer
comments received in our ongoing website survey.
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A few of these comments are listed below:

• “I want to recognize and commend Marti for her assistance, her
friendliness, patience and professional demeanor throughout our call. She
was knowledgeable and exceptional in customer service. She actually made
the process enjoyable.”
• "I spoke to a delightful lady on the phone, Pamela. She helped me file a
SOFEA and she was great. I just wanted to brag on her because she did so
great. Colorado answers the phone! Nobody does that! I work with a lot of
states and I think Colorado is truly helpful."
• “For those of us that do better with human contact it was refreshing to find
someone knowledgeable at the office of the Secretary of State to help me so
quickly.”
• “My (low) expectations for interacting with the SOS office were completely
unfounded - I wish every government office would take training from your
staff! It's much appreciated.”
• “I am filing this survey to comment about his great service, he was
personable, friendly, and not once did he make me feel like my questions
were stupid or that he didn't have time for me like other customer service
reps in other companies. Thank you!”

Lessons Learned
1. Avoid multiple managers across available resources. It was difficult to communicate,
share resources, evaluate talent, etc. with multiple managers. Once we went to a single
line of leadership, we were able to make progress towards our goal and that manager
was given support by employing a lead manager to assist.
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3. Proper preparation is critical to ultimate success. Procedures should be documented
and easily accessible. Everyone on the team needs to understand the correct process for
all tasks and how to access those procedure documents. Trainings should happen
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2. Expect pushback and resistance from some established employees. As taxing as call
center work can be, it may be surprising that there are a few individuals who are
accustomed to the standard call center. Be prepared to provide them with assurance
that this change will benefit all in the end. The goal is for the organization to do more
than robotically answer phone calls, but rather to help the public be successful and
provide quick, friendly customer service during the process.
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continuously for every aspect of the cycles and there must be scheduled shadowing
occurring. It’s important to note that call center employees already have a majority of
the knowledge required to work the front desk and vice versa, so it’s easier to train
these individuals. However, individuals need to feel prepared to make the transition
with confidence. By allowing our management team time to prepare necessary
documentation, update and review existing procedures, and purchase and rollout new
equipment and tools, we ensured our successful transition to the CSS model.
4. Communication is vitally important. The blue cycle utilizes Skype for Business Instant
Messaging to answer questions quickly and let their team know if they need to step
away.
We also use a group email to copy (CC) all escalations and system issues to management
and IT. This includes everyone on the team and keeps everyone in the know in case the
customer calls back. This results in fewer transfers being made
Skype for Business
and less customer frustration. To remain consistent, all of
these emails follow the below format:
• Name of requestor:
• Contact Information:
• Entity Name/Number:
• Date & Time of Issue:
• Nature of Issue:
• Screenshots if available:
• Which Browser(s) is the issue being experienced
in?:
• Which Application(s) is impacted?:
• Urgency Level:
• Prior communications (attach emails) if related
to issue at hand:
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5. Visibility is key. A schedule and assigned tasks must be visible to the entire team every
day to keep everyone in harmony. The schedule allows us to plan for lunches, breaks,
meetings, and any planned/unplanned absences. The assigned tasks for the day help
remind each individual and cycle what their responsibilities are for the day.
If an entire cycle was absent for the day, it’s important to know what shift that
management will make in order to fill those gaps.
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If there is a spike in calls, a team member sends an email to
the group email to ask for assistance from other cycles and
management if possible.
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6. Employees assigned to the Rovers cycle must be your most flexible, sharp, multitasking, and detail-oriented employees. This cycle is one of the most difficult because
it involves having to drop everything and switch tasks when needed. If the phones are
busy, this team helps. If there is a call-out, this team steps in to help. They act as an
alternate for the entire team while still maintaining their assigned tasks.
7. Look for these similar traits (flexible, sharp, multi-tasking, and detail-oriented) in your
future hires. New members to the team must value working as a team, be open to
continuous learning opportunities, and be comfortable in dynamic work environments.
They also must have strong analytical skills and problem solving skills in order to assist
customers and support the team.

Conclusion
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The taxing work that our CSS team handles daily along with the variety of customers we
encounter everyday can be overwhelming for anyone. How we structure and organize our
employees helps alleviate a high turnover rate and improves employee and customer
satisfaction. We have developed and implemented a model that accomplishes our goal of
balancing happy employees and happy customers while maintaining work productivity.
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