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Industry: Customer Support / Service Operations
Learners: Newly hired customer support agents (0–60
days)

The organization experienced extended ramp-up time
for new customer support hires, with agents requiring
8–10 weeks to reach expected performance levels.

This delay resulted in:

Increased ticket backlog
Higher escalation to senior agents
Inconsistent customer experience
Increased workload and burnout for team leads

The business objective was to reduce time-to-
productivity without increasing risk, rework, or
escalation burden on senior agents.

Context &
Business
Challenge



A review of the existing onboarding program, early performance
data, and agent behavior revealed that:

Training focused heavily on tool navigation and policy
memorization
New hires struggled most during live, unpredictable customer
interactions
Assessments measured knowledge recall rather than decision
quality
Limited performance support was available during early live
work

Key Insight:
Faster ramp-up required shifting from information-heavy
onboarding to performance-based learning that mirrors real
customer scenarios.

Assumptions & Constraints:
Limited classroom time due to operational demand, requiring
learning to occur alongside live work
High ticket volume necessitating early exposure to real
customer interactions
Need for a scalable solution that could be deployed
consistently across cohorts without increasing manager load
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Problem & Analysis



Learning Strategy

Given the operational constraints and performance risk, the onboarding
redesign followed a performance-first instructional design approach focused
on accelerating decision quality rather than content completion.

Learning was built around real customer problems, not content topics
Skills progressed from guided practice to independent decision-making
Performance support was embedded directly into daily workflows
Short, targeted microlearning addressed high-risk and common issues

The strategy prioritized early confidence, decision accuracy, and reduced
dependency on senior agents.



Solution Design &
Implementation

The redesigned onboarding experience included:

Scenario-based simulations reflecting real
customer tickets and conversations
Decision-based assessments focused on tone,
accuracy, and resolution quality
Just-in-time job aids accessible during live ticket
handling
Manager check-ins aligned to performance
milestones, not time spent

Learning assets were designed to support learning
during work, enabling agents to apply skills
immediately rather than after training completion.
This reduced dependency on additional training
cycles while supporting real-time performance
improvement.



Results & Business Impact

Following implementation:

Ramp-up time reduced from 8–10 weeks to 5–6 weeks
New hires achieved independent ticket resolution
earlier
First-month escalation rates decreased significantly
Team leads reported reduced intervention and
improved consistency

This outcome demonstrated that targeted performance-
based onboarding can reduce operational strain, improve
consistency, and accelerate productivity without
increasing headcount or training time.



Key Design Decisions &
Strategic Trade-Offs
Throughout this project, design decisions were made deliberately to balance
speed, scalability, learner readiness, and operational risk under real-world
constraints.

1. Prioritizing performance over content coverage
Rather than attempting to cover every policy detail, the design focused on
the highest-risk behaviors and decisions employees were most likely to
encounter. This meant some lower-risk information was deprioritized in favor
of deeper practice where mistakes had the greatest business impact.

Tradeoff:
While this reduced overall content volume, it significantly increased
relevance and application on the job.

2. Choosing scenario-based learning over static instruction
Scenarios were selected to mirror real workplace decisions instead of
relying on informational slides or policy summaries. This supported
behavioral transfer and reduced the gap between “knowing” and “doing.”

Tradeoff:
Scenario design required more upfront effort and limited the number of
topics that could be addressed within the same timeframe.

3. Limiting personalization to ensure scalability
Full personalization across roles or departments was intentionally avoided to
ensure the solution could scale efficiently across the organization.

Tradeoff:
Some role-specific nuance was sacrificed in favor of consistency, speed of
rollout, and maintainability.

4. Deferring advanced analytics to future iterations
While advanced behavioral tracking was considered, the initial solution
focused on completion, assessment performance, and manager observation
feedback.

Tradeoff:
This allowed for faster deployment while creating a clear roadmap for future
enhancement once baseline data was established.

These decisions ensured the learning solution remained practical, scalable,
and tightly aligned with business priorities, rather than over-engineered or
content-heavy.



Sample Learning Artifact:
Onboarding Course Slides
This sample course excerpt demonstrates how the onboarding solution was
designed to accelerate time-to-performance by focusing on real customer
interactions and expected support behaviors.

Tools used: Canva


