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TURNING QA DATA
INTO INSIGHTS

HOW THEY CAN HELP CONTACT CENTERS.

erformance doesn't improve by
accident. It improves when or-
ganizations take a disciplined
approach to measuring real be-
haviors in interactions and use those
insights to understand trends that drive
coaching, training, and change.

Tracking individual call evaluations by
memory—or by pen and paper—quick-
ly becomes overwhelming, especially
when quality assurance (QA) analysts
are responsible for weekly or monthly
quotas across 30, 40, or even 50 agents.

With most agents receiving six to
eight evaluations per month, that work-
load adds up fast: a 40-agent team can
easily generate nearly 300 QA reviews in
a single month.
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One call doesn't tell the story. Multiple
evaluations reveal patterns: separating
occasional mistakes from consistent be-
haviors and creating targeted coaching
opportunities, such as improving call
control to reduce average handle time
(AHT) (also see my three-part series on
AHT in the May, June, and July issues).

When analysts are moving from call to
call and score to score at that volume,
it becomes difficult to see patterns over
time. Like:

- "Why was Susie marked down for call
authentication this week and was it
the same issue she missed last time?"

- "Why did Pat fail two evaluations for
reasons that seem unrelated on the
surface?”

Without structure, those answers get
lost while QA data stays fragmented
and becomes guesswork. And fragment-
ed data rarely leads to meaningful im-
provements: if any at all.

As one principle has consistently prov-
en true in call centers: QA data doesn't
fail organization. What fails is treating
it as a scorecard instead of a signal.
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JUST AS IMPORTANT:
DON'T ONLY TRACK WHAT
WENT WRONG. TRACK WHAT

WENT RIGHT.

This is where turning QA activity into
insight—rather than just scores—makes
all the difference. It brings the QA pro-
cess full circle; my April article on QA fo-
cused on seeing it through the agents’
eyes while in the December issue | will
look at integrating QA with training. |
will also discuss training here as well.

START WITH A SIMPLE,
STRUCTURED TRACKING SYSTEM
About 10 years ago, when | worked as
a team lead, | was responsible for com-
pleting weekly QA evaluations for my
team of 12 to 16 agents. Like many new
leaders, | approached QA the same way
everyone else did at the time: complete
the required quota and move on to the
next task.

Each agent received three evalua-
tions per week: a short call (one to two
minutes), a medium call (three to four
minutes), and a long call (@anything over
four minutes). | took detailed notes, ex-
plained deductions to agents, and even
gave some agents second chances when
warranted.

On the surface, it felt thorough, at
least to me at the time. But over time, |
realized something was missing.

| couldn't easily answer basic questions,
such as:

- Which agents were repeating the
same mistakes?

- How often was | overlooking an issue
versus coaching it or placing the
agent on corrective action for repeat
offenders?

- Were the specific problems isolated?
Or were they showing up across the
team?

Once the week ended, the insights dis-
appeared with it. You know that feeling
when the whistle blows, you slide down
the dinosaur’s tail, as in the old "Flint-
stones” cartoon, ready to clock out.

That's when | built a simple tracking
system: nothing fancy, just an Excel
spreadsheet. (Google Sheets works just
as well, especially for smaller centers or
teams without the budget for a dedi-
cated QA platform.)

Here's what | tracked:

- Category of markdown (e.g., Call
Authentication, Empathy, Long Hold
Without Check-Back).

- Specific reason for the issues (for ex-
ample: “Agent failed to verify mem-
ber's date of birth").

Be specific; two months later you won't
remember what the deduction was
really about.

- Call details (channel, date and time,
call type [such as an inbound mem-
ber's call in Spanish]).

- Agents’ names and call length.

- CSAT scores or other relevant perfor-
mance indicators, when available.

- Agent scores, color coding those that
passed versus those that failed.

That simple structure changed every-
thing. Suddenly, QA stopped being a
series of disconnected evaluations and
became a source of insight.

WHAT THE DATA REVEALS

If you have a sufficient budget for
tracking QAs—but not enterprise-level
spend—you can take this a step further.
Use SharePoint as a data repository and
Power Bl for analytics, creating dash-
boards that reveal trends over time.

If tools like Copilot are available, they
can accelerate analysis by surfacing pat-
terns such as: "Agent Terry has failed five
QA evaluations in the past 10 months
due to improper call disconnects.”

That's not just data. That's a signal
to investigate call histories and provide
targeted coaching before the behaviors
escalate or send you down a rabbit hole
looking for other instances of inappro-
priately disconnected calls.

WHY TRACKING WHAT GOES
RIGHT MATTERS
Just as important: don't only track what
went wrong. Track what went right.
Capturing 100% QA scores helps de-
fine what "good" actually sounds like.
High-performing calls can serve as
learning examples, be included in train-
ing, or even be leveraged to identify po-
tential mentors for new hires.
Recognition, when grounded in data,
becomes meaningful rather than subjec-
tive. What gets recognized gets repeated.

TESTING

il
™

When | joined as a call center supervisor
and trainer in my new role, | was asked
to help with QA and | brought back my
old tracking system. | began noticing
that agents handling payment-related
calls performed well on straightforward
questions:

- "How much do | owe?"
- "When is my payment due?”

But when callers asked more complex
questions — such as why their month-
ly payments fluctuated — performance
dropped sharply. Agents redirected call-
ers unnecessarily, guessed at explana-
tions, or provided vague responses that
created confusion rather than clarity.

As you can imagine, callers were calling
back, which led to a drop in first call reso-
[ution (FCR), higher AHT, and, you guessed
it, a reduction in CSAT; it's a domino ef-
fect most of us reading this don't like. QA
data made the knowledge gap that had
developed impossible to ignore.
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We addressed the gap through target-
ed microlearning and updated knowl-
edge articles in our knowledge manage-
ment system (KMS).

For new hires, we revised instruc-
tor-led training (ILT) to explain the most
common reasons premiums change
clearly. We also added knowledge
checks to ensure agents retained the
material.

In reality, the explanations were straight-
forward:

- Changes in household income.

- Partial or missed premium payments
or excess payments in prior months.

But without proper training, agents were
improvising and the callers paid the price.

After rolling out the updated training,
QA monitoring showed steady improve-
ment. A few agents needed one-on-one
coaching, but before long, the entire
center was delivering consistent and ac-
curate explanations.

The difference was night and day.

QA tracking didn't just improve scores;
it aligned behavior, strengthened confi-
dence, and ensured customers received
clear and correct information on each call.

And that's the rea/ value of structured
QA tracking: not compliance for compli-
ance's sake, but for clarity, consistency,
and confidence across the floor.

USING QA DATA TO SPOT RISKS
Once QA data is consistently captured
and structured, the next step is turning
it into something your leadership team
can act on.

Visual charts and dashboards, wheth-
er in Excel, Power BI, Al, or another an-
alytics tool, help surface patterns that
are easy to miss when reviewing indi-
vidual scorecards in isolation.

In my experience, one of the most
valuable uses of this data is identify-
ing agents who may be approaching
burnout.

QA scores often provide the first sig-
nal. These are agents who consistently
hover at "meets standards," fluctuate
between passing and failing, or contin-
ue to miss expectations despite coach-
ing or corrective action. While QA alone
doesn't diagnose burnout, it can raise a
vital flag that warrants closer attention.

To understand the whole picture, QA
data should be reviewed alongside oth-
er operational indicators, including:

- AHT

- Schedule adherence

- CSAT

- Transfer and escalation rates.

- The ratio of calls documented to calls
handled.

When several of these metrics begin to
trend downward together — or show
sustained inconsistency — it may indi-
cate fatigue, disengagement, or cogni-
tive overload, rather than a skills issue.

At that point, the most crucial step
isn't another scorecard: it's a conversa-
tion. When leaders have built rapport,
agents are often willing to share what's
really happening.

Sometimes the solution is operation-
al: moving an agent from voice to chat
or email, rotating them to a different
call type, or giving them time off the
phones to support new hires or assist
with quality initiatives. These changes
can help restore purpose and reduce
emotional strain without sacrificing
performance.

WHEN LEADERS HAVE BUILT
RAPPORT, AGENTS ARE
OFTEN WILLING TO SHARE
WHAT'S REALLY HAPPENING.
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In other cases, the challenge may
be personal rather than work-related.
While managers don't need to solve
those problems, they can help by part-
nering with Human Resources (HR) to
explore options such as flexible sched-
uling, shift changes, or temporary ac-
commodations.

Many of these situations are short-
term, and thoughtful support can make
the difference between losing a strong
performer and helping them regain
their footing.

Used this way, QA data becomes more
than a compliance tool: it becomes an
early warning system and a bridge to
meaningful engagement.

And when QA is treated as a living
system — not a static scorecard or an
item on a checklist — it becomes one of
the most potent tools a contact or call
center has.

Structured tracking turns volume into
visibility. Visibility turns patterns into
insight. And insight, when paired with
thoughtful training and leadership, turns
everyday interactions into consistent,
confident customer experiences (CXs).

When QA insights reduce repeat calls,
rework, and agent frustration, the pay-
off goes far beyond quality metrics.
Handle times come down, retention im-
proves, retraining decreases, and lead-
ers gain clearer insights into where au-
tomation or Al can help agents succeed.

The real value of QA isn't found, then,
in the scores themselves. Instead, it's
found in what organizations choose to
do with the story behind it. ®

Mark Pereira is a certified Trainer and experienced
On-Site Supervisor specializing in boosting
retention and productivity through proven
teaching methods. With an academic background
in Business and Innovative Fducation, he provides
coaching to agents with empathy and skill. He
stays up-to-date with industry developments
from his base in Indianapolis, Indiana.
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