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     Introduction
I used to work as an inbound customer service operator in a call center tasked with helping customers navigate the various issues they face when using the company products. The company offered electronics products such as cell phones from various brand, services for the purchased products, and sold insurance to clients. Call center agents at the organization would use telephone and computer systems to provide customers with information about the product, services available, and sell insurance products. Notably, I worked at the call center for four months before I resigned due to the burnout and stress associated with the job. Likewise, I noticed that the employee attrition at the call center was very high, with at least two employees resigning while employed. Given the increasing importance of call centers in the service industry, an organization can benefit from solutions reducing call center attrition. This paper explores the call center attrition as a problem and proposes a potential plan that can be used to deal with the problem. 
Problem Definition
A definition of call center attrition can effectively help in examining the scope of the problem and its impact on organizations. Call center attrition refers to the decrease in the number of employees in a call center due to dismissal, death, retirement, or resignation. In the former organization, the leading cause of call center attrition was resignation (Wegge 64). As discussed, at least two employees would resign from their position as call center representatives at the organization while I was working as a call center agent. It is estimated that the call center attrition rates in the United States may be higher than 40 percent at any given time (Salm 117), which is significantly higher than the global standards. Given the high attrition rates, it is crucial to examine the impact of call center attrition on organizations. 
Call center attrition not only hampers company operations but also results in high cost and raises morale issues in an organization. Every time a call center agent resigns from a position; their workload is transferred to their co-workers. The remaining employees face additional work and usually require extra effort to adequately perform their jobs, which negatively affects their motivation and morale in the workplace. Also, the resigning employee affects the company's performance due to the resulting decline in the call center's productivity. The added workload on the call center affects the customer service metrics affecting the overall service levels and other key performance indicators in the organization, given that the number of inbound calls does not decrease despite the reduced workforce (Rod and Ashill 45). Even if the organization hires a new call center agent, the call center performance will be affected owing to the inexperience of the new hire.  
Further, call center attrition results in unplanned costs for an organization due to the need to hire, train, and mentor the new hire. Once the position is open, the organization has to advertise for a new job at the organization and spend money on interviewing and screening the new employees at the organization. Also, an organization has to invest resources to train the replacement agent about the organization's procedures and policies and ensure that they acquire the proficiency required to take up their new role within the organization. A mentorship program is necessary to help the new hire learn the knowledge and skills needed to contribute to the performance of the call center effectively. In such a way, call center attrition results in unplanned costs for an organization. 



Problem Analysis 
To propose effective solutions, it is crucial to investigate why the call service center has high attrition. Notably, work overload was one of the leading reasons why most co-workers at the organization resigned from their jobs. Each agent was expected to handle a significant volume of customer call in order to meet the targets and high-performance metrics associated with the position. Further, the stringent nature of the established policies and procedures increased employee burnout levels at the organization. The agents were consistently scrutinized using a call monitoring system with supervisors who were making the service agents nervous. Notably, poor management was a leading cause as most of the call center managers were intimidating and overbearing to the extent of overpowering and devaluing the call center agents.
Interestingly, most of the call center agents employed at the time had just graduated high school and were only given a one-week training before they were given jobs. Consequently, the agents lacked the skills and knowledge required to handle customer calls effectively. Even though the call center was adequately equipped with the tools necessary, the agents were not adequately trained on how to utilize such tools. The training did not furnish the agents with the skills and knowledge required to handle demanding customers. 
Additionally, the nature of the work and the associated compensation was a leading cause of high call center attrition. Call agents spend 80 percent of their time talking to customers and carrying out routine tasks. The job design of a call center agent has no opportunity for agents to innovate, which makes them feel as if they are robots. Due to the stereotypical assumption that phone-based customer interactions are not demanding or complicated, the amount of salary and compensation structure was unattractive with the agents hired on a contract basis. That is, the compensation did not reflect the performance of the call center agents. The identified reasons can be represented using a fish-bone diagram as shown in Appendix 1. 
Alternative Solutions 
There are a number of alternative solutions that the organization can use to reduce the high attrition rate among call center agents. First, the organization should consider using multi-skilling as a strategy of keeping the agents motivated. Multi-skilling is an approach that involves training call center agents on new skills after being employed for a certain period or after they attain a specified performance level. Second, promotion and progression can help organization decrease their call center attrition rates. To this end, the organization should establish a definite career path that call center agents can pursue while working at the call center. Call center agents should feel that they have access to development opportunities in the organization. 
Third, the organization should consider changing the management style adopted by the supervisors at the organization. The management should put in place measures that make the call center agent regard the call center as a great workplace. 
Evaluation
The most effective solution shall be adapted based on two criteria. First, the effectiveness of the solution in reducing employee attrition shall inform the desirability of the alternative solution. An effective solution should address the causes of the problem and offer a long term solution to call center attrition. Second, the cost to the organization shall be a key criterion in the decision-making process. As such, the cost-benefit analysis is the most effective decision-making technique that will indicate the most desirable solution. A cost-benefit analysis simplifies the decision-making process by exploring the value of a given business problem as a purely monetary problem through the comparison of its net benefits and the various net costs associated with the adoption of the solution. Consequently, each of the proposed solutions will be evaluated based on their associated costs and benefits. First, the costs and benefits of each potential costs and benefits shall be assessed and the monetary value assigned to each of them. When assigning the monetary value, the length of the project and the rate of inflation and interest rates should be accounted into the decision making process. The amount of the benefits shall be divided with the costs of the solution to determine if its implementation results in a high number of benefits for the organization. 


Implementation Plan
Multiskilling is the most desirable alternative solution when the monetary value of the costs and benefits are taken into account. Multiskilling will keep the call center agents motivated and ensure that they are keen to build their skills (Dai and Li 7). In order to implement the solution, there are several steps that the management should take. First, the management should set up a team that shall be responsible for the implementation of the solution within the organization. Ideally, the team should be made up of a representative of the call center agents as well as a representative of the management (Koskinen 14). In all, the organization should ensure that the team in charge of implementing the change is championed by a well-respected individual within the organization. 
Second, the team should set up the skills group based on the categories of products sold by the organization. The goal of the team during the step should be establishing skills groups that will increase the overall efficiency of the contact center by allowing easy demand forecasting that allows head-counting into smaller groups. Third, the team should decide on the milestones that will dictate when an agent should receive training on a secondary skill. The benchmark can either be integrated with the performance of the organization or the period within which an agent has served at the organization. Also, the team should decide on the most effective training program for the call center agents at various skill levels. 
Once the skills have been set and appropriate training strategy designed, the team should acquire the technology required for the implementation of multi-skilling in the organization. It includes the acquisition of a skills database and a program that assigns calls based on skills of the call agents (Sahu 117). Fifth, the team should prepare the call agent for the changes and implement the plan. Once implemented, the team should consistently monitor and review its effectiveness in minimizing call center agents' attrition through reducing burnout and improving the overall morale in the workplace. 
Communication to Stakeholders
Over the course of implementing the proposed solution, several communication approaches shall be used to communicate with the stakeholders. The purpose of communication will be seeking support for the chosen solution by making sure that the stakeholders understand the solution and how it will solve the call center attrition problem (By 370). Notification, consultation, and participation are the three main processes that will be used to communicate with the stakeholders. A meeting shall be scheduled with the stakeholders to inform them about the proposed solution as well as consult them on the project. A project summary report shall be prepared for the management to notify them about the progress of the adopted solution. Once the skill and the training strategy is established, the team shall prepare and send out a newsletter targeting the sales center agent and informing them about how the solution will affect and benefit them in the workplace. Overall, the team will communicate to the stakeholders in various stages of the project implementation.

Monitoring and Review
The goal of monitoring and reviewing a project is tracking the overall progress of a project to ensure the achievement of the outcome using the established process. A SMART chart and an activity tracking chart are two techniques that shall be used to review and monitor the implementation of the proposed solution (Zall and Rist 34). To this end, the SMART chart will facilitate the establishment of well-written objectives that can be easily tracked using an activity tracking chart (Bjerke and Renger 126). The SMART chart will help the team develop objective goals that they can easily track during the implementation of the plan. 
Conclusion 
My former organization can use multi-skilling to reduce call center agents' attrition. Call agents' attrition has been adversely affecting the performance of the organization by affecting the performance of the organization. The leading causes of the problem include high workload, the monotonous nature of the job, among others. Multi-skilling would reduce call center attrition by improving the agent’s engagement, increasing their motivation, and equipping them with the skills and knowledge required to deal with all customers. A team should be appointed to oversee the implementation of the plan. 
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Appendix 1: Cause and Effect Diagram 
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