
Primary Analysis of the ERIC Benchmarking Reports 

 

A walk through of the ERIC Benchmarking Reports 

For Licensees only: 

The ERIC reports are to be replaced by ASPIRE60™ in the UK and ASPIRE100™ Globally 

Specifically this retains all the correlations with Profitability but adds a new dimension by asking 4 key 

questions at particular points of the analysis: 

 

Question 36: Answered only at the end of ‘Developing a Relationship’ 

Based solely on the relationship with the person who handled your interaction how would you rate this 

company to a friend or colleague? 

Question 42:  Answered only at the end of ‘Handling the Task’ 

Based solely on the process you have encountered how would you rate this company to a friend or 

colleague? 

Question 51: Answered only at the end of ‘Promotion’ – and only if we feel able to rate a particular 

product or service 

Based solely on the interaction how would you rate a particular product or service to a friend or 

colleague? 

Question 60: Answered only at the end of the analysis 

Overall how would you rate this company to a friend or colleague? 

 

In each case we continue to use the 1-10 Absolute scale and through the secondary analysis of these 

questions we can support companies in their need to understand why people say they would refer (or 

not) their organisations. 

The answers to the 4 questions above are not included in the overall ERIC Rating so that all 

previously recorded historic data is still entirely comparable. 

 

Some industry syndicates continue to use the ERIC benchmarking model and Aspire60™ questions 

will be automatically added to these results. 

 
The following questions will be removed: 
 

• Number of rings before answered? 

• Do we get the engaged tone? 

• Are we put on hold (getting through)? 
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The following report will help you to understand the primary analysis of the Orange (Mobile Phone) 

report taken from the March 2009 Campaign. 

The Report 

The first page of the report explains the origin of the target area and the reason for the inclusion of 

the company. 

 

In this instance the telephone number indicated will be the number targeted.  We do not know 

whether this is an outsourced centre or owned and, from the customer’s perspective, it really 

doesn’t matter – the people at the end of the telephone are embassadors of ‘Orange’.  If the calls 

were supplied then the following would be shown: 

 

The second part of the first page is a summary and shows a number of key points: 

 

The table immediately under ‘Statistics’ shows the high level scores for the past 3 measures.  In this 

instance Feb’08, Aug’08 and Mar’09. 
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The ERIC Rating is the Empathy element and shows a significant rise from Feb’08 to Aug’08 and then 

an intermediate fall to Mar’09.  Immediately this would indicate that something positive happened 

in the first 6 months which doesn’t appear to be completely sustained in the second 6 months. 

The Process Score shows a progressive and worrying straight-line depreciation from 8.72 in Feb’08 

through to 8.34 in Mar’09.  In our opinion a process score of above 7.5 demonstrates a ‘good’ 

process and is difficult to differentiate from a customer’s perspective.  So, the latest score is not 

disastrous, however the worrying aspect is the straight-line depreciation and I would be keen to see 

the next score which would indicate whether the process element continues to drop, evens out or 

improves. 

Currently there appears to be little correlation between the two scores (empathy and process).  

Sometimes we see one area being worked on often at the expense of the other.  We can’t say this at 

this stage however it would be something we would be looking for during the in-depth analysis 

below. 

The Balanced Scorecard shows Empathy over Process.  This is not a calcuable formula and you 

should not attempt to complete the equation.  Whilst we appreciate the desire for a single number 

to represent the customer experience (e.g. NPS), we do not feel it is appropriate to mix the 2.  For 

example we would much prefer a telephone to ring for 7 rings and be sincerely answered than 3 

rings and it to be answered insincerely.  Therefore we have always retained Empathy and Process as 

two separate entities.  Interestingly, when the academics considered the correlation between the 

ERIC scores and Profitability they found no correlation on the process elements of the analysis with 

profitability, whereas the empathy element showed a very high correlation with profit. 

The Industry Ranking is the ranking of the empathy element of Orange within the Mobile Phone 

Industry (out of 10 including ‘3’, Carphone Warehouse, Dialaphone, O2, Orange, Phone4U, T-Mobile, 

Tesco Mobile, Virgin Mobile and Vodafone).  The ranking on each question is consistent with this 

throughout the report. 

The final aspect of the front page shows: 

The period when the calls were made or supplied – in this instance between Mon 9
th

 Feb’09 and Fri 

27
th

 Feb’09.  Whenever possible, calls are made or collected over a 3-week period to ensure that it is 

done over a reasonably short period and is likely to involve everyone in the Contct Centre (i.e. 

someone could be on holiday during a 2-week period).  When requesting supplied calls we always 

ask that these should be collated over a 3-week period for the same reason. 

Call Times – unless otherwise specified interactions are made between 9am and 5pm on weekdays.  

Calls can also be analysed to include specific shift patterns and weekend calls on demand.  Our 

analysis collection includes the timing of each call so, if necessary we can assess levels of empathy 

over the 3 time periods shown.  In this instance calls were made between 9am and 5pm weekdays 

and there was no request for a further breakdown. 

Customer Type – In this instance we have indicated that the caller type was either a Male, or 

Female, Prospective Customer – i.e. sales.  In other instances this might indicate just a Female 

Customer (as with a female only motor insurance company ‘Diamond’ on a supplied call basis) or as 

directed by a client. 
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Finally the Number Location – indicates  where we found the number to call the company.  In this 

instance we found the number on the internet.  We appreciate that these numbers may represent 

specific campaigns or local centres and our preference is to have supplied calls when the client will 

know eactly the target area without any  potential of misdirection or overflow. 

 

 

Second Page 

The second page of the orange report is labled page number 82.  This is because it 82
nd

 page of the 

full Mobile Phone report which can be printed out in its entirety if required. 

 

The second page concentrates on the ‘Conscious Analysis’ and is more representative of typical 

‘Customer Satisfaction’ measures. 

The first element is:  

 

This diagram demonstrates the following: 

• The past 3 Ratings  

• % of scores in the 1-4 (poor) / 5-6 (neutral) / 7-10 (positive) ranges of the 10-point scale 

• Diagramatic visualisation of the scores for each range 

• The Trend 

• The Ranking for this specific Question 
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The Question 

The question is designed to capture the immediate feelings of the customer once they put the 

telephone down and prior to any analysis.  We are going to repeat this question at the end of the 

analysis to identify the more sub-conscious feelings 

The analysis 

Immediately we can see an increase in the rating from Feb’08 to Aug’08 and this seems to have been 

sustained through to Mar’09.   

 

However the % scores indicate a different scenario. 

 

On the most recent scores the % scores have risen in the 7-10 range, reduced on the 5-6 range and 

increased in the 1-4 range. 

This is somewhat confusing and a better explanation may become more evident during the rest of 

the analysis.  However immediate indications would imply a converging of scores on the lower end 

of the 7-10 range and a falling away of some individuals.  I have seen this type of scoring before 

when a company has set standards too low and attempted to ‘clone’ their agents at the wrong level.  

Likewise the increase in the % in the 1-4 range might indicate an influx of newer agents or simply an 

increase in those that do not live up to the ‘cloning’ process.   

The Trend Score indicates a Good ‘G’ trend as opposed to Netrual ‘N’ or Bad ‘B’ trends. 

The idea of indicating trends is to give an overal impression of the answers and it is worked out on 

the following basis. 

Take the score indicated in the 7-10 range and subtract the score in the 1-4 range.  If the resulting 

score is in excess of ‘30’ then the overal trend is Good.  Likewise if the resulting score of the 1-4 

range whilst subtracting the score in the 7-10 range is over 30 then the overal trend would be Bad. 

Failure to achieve either one of these scores results in a neutral trend. 

Imagine a 30 day month: 

• If there are 10 days of continuous rain and the remaining 20 days are overcast then you will 

remember the month as being a rainy one (B) 

• If there are 10 days of continuous sunshine and the remaining 20 days are overcast then you 

will remember the month as being a sunny one (G) 

• However if 10 days are rainy, 10 days are sunny and the remaining 10 days are overcast your 

overal conclusion would be neutral (N) 
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The trend indication is particularly relevant if changing over time on a single question. i.e. it goes 

from Good to Netrual / Netral to Bad etc. 

The Ranking goes from 4
th

= in Feb’08 to 4
th

 in Aug’08 and then 6
th

 in Mar’09. 

This tells us that the industry as a whole has grown faster than Orange on this particular question.  

Orange has retained the same score (6.4) and yet has dropped 2 places.  This may be significant and I 

would want to see more of the industry findings as a result. 

 

 

The Facts and Feelings Section collect predominently YES/No data on a series of questions: 

 

It is possible (and actually quite likely) to score very well on these questions and differentiation on 

these issues alone is very difficult. 

Before conducting any interactions for analysis, our researchers make a number of test calls into the 

target area to ensure that they (the agents) are both capable of answering our queries and that the 

purpose of our call is their primary function.  Therefore it is interesting to note that on 10% of the 

time we didn’t get through to the right person and on 35% of occassions we were put on hold 

during the ‘getting through’ process.  This may add some credence to our initial thoughts about 

newer, or untrained, agents being involved.  It would also indicate a move either to, or from, a single 

or multi-skilling functions – we shall see! 
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The high scores in Opening Salutation Given / Title / Name and Offer of Help certainly indicate a 

scripted response.  This could easily be verified and demonstrated through soundbites taken from 

the recordings.  However, as we all know, it is not so much about what 

you say but more about the way in which you say it that counts.   

In the mid-ninties, First Direct (Telephone Banking) included, as a part of 

their close the phrase ‘Whilst you are on the phone is there anything 

else I can help you with?’.  Whilst adding approximately 11 seconds to 

the call length they found that the result was to reduce incoming calls 

by about 20% and therefore helped to generate a profitable 

engagement.  Many companies followed their example like sheep and adopted the phrase without 

proper thought or conisderation.  However First Direct began to recognise that the phrase was not 

always apllicable and that ill-considered scripting of the phrase led to custoemer disenchantment.  

They therefore gave their agents absolute discretion to use the phrase as approrpriate. I am glad to 

see that Orange has followed their example and that this particular phrase (at 45%) does not appear 

to be an obligatory script to close the interaction. (Interestingly First Direct’s scores range from 35% 

(Savings), 43% (Mortgages) and 45% (Telephone Banking) on the same question. 

The Call Objective Successful score indicates the % where we got the information we were seeking 

in order to make a purchase decision – althugh this can change in relation to the purpose of the 

Target area.  i.e. if it was a Customer Service or Help Desk did we get what we needed? 

Page 3 (83) 

We now move on to some ‘Feelings’ questions: 

Firstly: 

 

We already know what happened in the getting through process but this question helps us to 

understand the impact of the process on our feelings. 

Between Feb’08 and Aug’08 there was an increase in the Rating and overal Trend (from Neutral to 

Good).  Although again we can see that the industry as a whole moved on quicker (the ranking fell 

over the same period from 1
st

 to 3
rd

 equal). 

Unfortunately any gains achieved during this period were not sustained resulting in a rating below 

that of 12 months previously, a reversal of the Trend (back to Neutral) and a heavy fall in the 

Rankings.  This could be the outcome of imposing too much process and negating the feelings of the 

customer.  It is likely that any work done in the first six months was not backed up with internal 

coaching or new call quality metrics – First indications would imply that any training done on the 

‘getting through’ process was unsustainable!  The fall in ranking from 1
st

 to 8
th

 would worry me and I 

So that we get the most 

out of this analysis walk-

through I have not 

listeded to any of the 

Orange Calls prior to 

this analysis. 
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would want to look at other companies and go through the getting through process with them 

myself.  I could easily do this just by ringing the numbers indicated at the top of their reports. 

The question: 

 

Confirms that we were indeed talking to the right areas of the business and that the agents had the 

tools available to them to deal with our request.  This question is backed up by a secondary 

questions: 

 

This is significant as it shows a similar distribution curve to one disovered earlier.  i.e. an initial rise 

(from Feb’08 to Aug’08) followed by a bigger fall in the Rating, Trend and Ranking.  Interestingly the 

graph also demonstrates a ’cloning’ process as the score in 5-6 is significantly higher on the latest 

report and lower in the 7-10 range than in the previous 2 reports.  Setting sights too low! 

The next question: 

 

is different from the one posed on the ‘Getting Through’ process and contradicts the 100% ‘Are they 

prepared with everything they need’ question posed earlier.  Perhaps further indicating newer or 

untrained agents needing support from their peers or supervisors! 

The follow up question relating to ‘How do we feel about being put on hold’ can be disregarded at 

this stage becuase of the small numbers involved.  However if there were significantly more ‘Yes’ 

answers then this question comes into its own. 
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A full description of 

Standard Deviation and how 

this is calcualted can be 

found in the document 

entitled ‘Explanation of H&Y 

Terms’ under Collateral and 

White Papers.   

The EMPATHY Elements begin on page 4 (84) and represent the most significant analysis. 

It begins with a new look fo the analysis: 

 

Here we have extended the reporting to include % scores in each of the 10-point scale and also a 

Standard Deviation (distance from the ‘Mean’) calculation. 

In our experience a Standard Deviation of 0.75 or below indicates a 

cultural allegiance to the responses given on any particular 

question.  Whereas a higher SD indicates less alignment 

(particulary when over a SD of 1.0). 

As a result of this question we can make the following high level 

assumptions: 

The overall ratings have risen on consequtive reports (albeit slowly).  Again we can observe a 

‘cloning process’ at the 6.5 to 7 score.  Whilst the scores are being squeezed at the top end, we can 

see a small, but significant, number of lower scores appearing in the 5 score (15) which is worrying 

and is a further indicaton of some poorer agents not conforming to the ‘cloning process’. 

The Standard Deviation of .85 is probably being distorted by these ‘poorer’ agents performance and 

the visual bar graphs would certainly indicate that the intial words of the greeting are more scripted 

than not – cofirming our earlier assertion.  I would, at this point, request a .csv file to study the 

percentages more closely. 

The second question puts a completely different slant on the analysis: 
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Fascinatingly, the score for this question indicates that perhaps the agents are rather better than the 

scripts!  Once we get the agents off the initial script they warm up to us by quite a margin.  In the 

latest ‘initial words of the greeting’ Orange scored 6.33 and then rose by .14 to 6.47 for the 

welcoming for the rest of the call.  The increase for the period Aug’08 was even higher (.33) and I 

would be concerned that the cloning process identified earlier was having a detrimental effect on 

existing agents or that new recruits were being selected for their ability to follow a process rather 

than build relationships on their personalities. 

The next two questions deal with the percetion of Honesty and Sincerity. 

 Some people will argue that these represent the same thing although one particular client of mine 

asked us to keep them separate.  They argued that ‘Tony Blair was sincere when arguing for the Iraq 

War, but was simultaneously being dishonest’.  The client company’s particular values were stated in 

such a way that they required strength in both areas independently of each other. 

However, both aspects show a marked increase initially followed by a worse drop in Ratings.  Yet 

again, both distribution curves demonstrate a ‘cloning’ action where the scores in the 5-6 range are 

higher and the scores in the 7-10 range lower.  This dissappoiting trend is reflected in the rankings. 
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Page 5 (85) deals with Listening Skills, Personalisation of the Experience and the agents ability to 

appreciate and meet our emotional expectations.  Below I have indicated the key points of analysis 

which you can follow on the report itself. 

Listening Skills: 

Typical movement of improve and lose and slight indication of ‘cloning’ although this would not be 

so obvious if it wasn’t far all the other evidence already collected.  Ranking is consistent with 

Ratings. 

Personalisation of the Experience: 

Slight depreciation in latest rating although a better stand-up than most questions however what is 

significant here is the HUGE Standard Deviation (1.01) demonstrating that this is not culturally 

embedded.  Typical (now) cloning effect demonstrated by a lower score in 7 and higher score in 6.  A 

dissapointing lower break away group still in evidence. 

Appreciation of our Emotional needs: 

Not really on the radar.  High(ish) Standard Deviation.  Big drop in Ranking demonstrates that this is 

a close run thing within the industry – I would be tempted to look at the variation within the industry 

as potentially this is something that could differentiate an offering.  No evidence of cloning but  

steady deterieation since Aug’08 

Meeting Emotional Expectations: 

Similar story as above.  Perfectly capable of achieving high rankings in both appreciation and 

meeting our emotional expectations.  Missed opportunity and almost certainly not captured using 

existing internal call quality performance metrics.  

Page 6 (86) shows a new answer format where we look at Prime Focus and Most Treated as. 
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Not unsurprisingly 87% of Orange agents’ primary focus is not on ‘Me’ with the highest figure being 

on the Product (64%). 

 

 

A better than expected result with 28% feeling treated either as a Friend of individual Person. 

However, this is probably representative of the higher end agents doing what they did best prior to 

the cloning process being introduced.  The 51% represented by ‘Customer’ is probably because in 

the cloning process there will be lots of talk of ‘Customer’ as being the centre of attention.  Again we 

can see that break-away lower group (8%) making us feel  ‘As one of the Crowd’ which is 

dissapointing. 
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Relationship Developed with us: 

A sustained improvement has been achieved although the cloning effect is back and the ranking has 

dropped by one point. Feels like this is a better result although it would be nice to see the Standard 

Deviation come down to below.75 with goals set higher. 

Page 7 (87) is about Handling the Task 

‘Professionalism’ / ‘Finding out our Physical needs’ and the ‘information they give us’ have similar 

trends.  Namely improvemtns in the 1
st

 6 months followed by a depreciation back to near identical 

scores. However Orange’s rankings are better than usual and perhaps this is an area that they could 

look to differentiate on. 

Page 8 (88) continues with ‘amount of time being made for us’ and the ‘way our request is 

handled’. 

Both have large Standard Deviations and cloning effects and it is unfortunate that with a process so 

evidently being put in place to handle relationships that a process to deal with our requests is not 

more effective. 

Promotion: 

The calls made to the Orange Contact Centre are ‘prospective customer’ based and it seems 

extraordinary that only 10% of agents offered a unique or differentiating reason for us to do 

business.  The highest company in this group scored 23% in this campaign although it is worth noting 

that in Feb’06 Orange scored 48% for offering differentiation. Clearly there is a sense of non-belief or 

involvement currently and this could easily be addressed. 

One positive comes from the belief behind the 10% that do offer a differeentiating reason to do 

businees.  We really believe them! 

Page 9 (89) – Pride & Belief 

 

There is a small Standard Deviation indicating a strong sense of togetherness on the pride & belief 

side.  It is as though agents are being told what to believe and is remoniscent of a Centre with lots of 

internal branding, but very little practical hands-on. 
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On the promotionsl side we can again observe the cloning effect indicating a sense of ‘we are told 

what to say’ effect however at rank number 6 this is clearly not working and we (as customers) don’t 

get a great sense of positive promotion. 

 

Wrap Up – or Close 

A similar story for the wrap up with a strong improvement followed by a retrospective step during 

the last 6 months.  The Standard Deviation is higher than I would expect for this element of the call 

so I am not sure whether it is scripted, or not.  Certainly the cloning effect is present yet again and I 

would certainly want to listen to some wrap-ups from the recorded calls. 

Page 10 (90) covers a series of Common Values.   

In 2003 we conducted a research programme looking at the aspiring values of the FTSE 250 

companies.  We were surprised to find very little differentiation in the aspirations of companies and 

this section looks at how the target company performs against these mutual aspriations. 

Empowerment 

 

Unusually for this analysis we see a progresive improvement in the scores over the three periods and 

the cloning effect, whilst there, is less obvious.  The Ranking has also improved and it is interesting 

to note that in Feb’08 a score of 6.28 warranted a Ranking of 3 and yet in Mar’09 a higher score of 

6.4 managed a ranking of only 4.  Clearly this is an area that all the companies in Mobile Phones 

industry have been working on. 

The importance of Customers and taking ownership of our call were classic representatives of the 

other scores and the aim is too low giving Orange a very midle of the road ranking. 
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Page 11 (91) 

Trying for us has the largest Standard Deviation and is clearly not something that is culturally 

embedded: 

 

 Likewiss we don’t feel good about the Partnership developed with us although the final 3 questions 

demonstrate more progressive improvements across the 3 campaigns. 
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Finally, we revist the intial question - however we now have a lot more knowledge through the walk-

through analysis. 

BEFORE Analysis – carried out before any investigations 

 

AFTER Analysis 

 

 

Unlike in Feb’08 the overal sub-conscious impression following the analysis is considerably better 

than the ‘conscious impression’ and gives Orange a great deal of hope.  However, I feel that if much 

of the trends identified (cloning/scripting etc) are not addressed then the after analysis scores will 

fall rapidly. 
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In summary: 

• The cloning process is good, however Orange’s sights are set too low and gives them only 

middle-of-the-road rankings. 

• There is too much emphasis on telling Agents what to say rather than getting them to 

believe it becuase of their own experiences. 

• Internal call quality performance metrics could be re-aligned to the aspirations of the 

business. 

• The training intiative that Orange carried out between February and August 2008 (or slightly 

earlier) has been mostly wasted and agents have reverted to the ‘norm’ in most aspects of 

the analysis. 

• In my opinion something has spooked the agents and the training initiative has been the 

knee-jerk reaction to a drop in standards.  Some of the old-faithful agents are still there and 

still believe in Orange, however newer recruits seem not to have the old faith system to call 

upon.  

• The Key Scores shown below show the highest and lowest scoring agents.  

 

For relative purposes only the chart below shows the highest and lowest agents at First Direct at 

the height of their game (September 2004)  
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Finally the comments made on page 13 (93) sum up the way we are feeling: 

 

 


