
A guide for Salesforce users looking to increase sales, loyalty, and 
customer satisfaction.

Why customer-centric 
organisations must rethink 
QA for sales and support
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This ebook is about a better way to do QA for sales, service, 

and support teams. It shows how an automated QA solution 

– embedded within Salesforce – leads not only to improved 

customer satisfaction and loyalty, but also to higher employee 

engagement; a factor that has a crucial bearing on the customer 

experience.

We hope you find it a useful and inspiring read.

In this e-book:
a better way to 
do QA for sales, 
service, & support
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THE AGE OF THE CUSTOMER DEMANDS A NEW 
APPROACH TO QUALITY ASSURANCE

We’re in the age of the customer – an age when customers call the 

shots, and organisations that meet their growing expectations win 

business and loyalty from those that don’t.

The smartest organisations know that meeting customer expectations 

means ensuring a high-quality experience throughout the entire 

customer journey: from first contact with a salesperson through to 

post-purchase service and support – and beyond .

For many, Salesforce is the platform they’ve chosen to enable that 

experience. But Salesforce is only as good as the people who use it: 

the sales reps, customer service agents and technical support staff 

who deal with prospects and customers day in, day out.

To deliver a great experience every time, organisations must monitor 

the quality of those interactions and provide useful and timely 

feedback and coaching. But often, time and budget aren’t on their 

side, resulting in QA processes that are patchy, inconsistent and 

subjective.

“This is not a 
passing storm after 
which we will return 
to a comfortable 
normal. This new 
world requires 
leaders to think and 
act differently.”

- Forrester, The Age of the Customer
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Every sales manager, contact centre manager, and head of customer 

service aspires to quality. It’s baked into their job descriptions and KPIs, 

and for the best managers and supervisors, the thought of providing 

a great service to customers is the thing that gets them up in the 

morning.

But even with the best of intentions, the drive for quality can get lost in 

the day-to-day. In 2015, HDI found that only 53% of technical support 

orgs have a formal QA process, while 31% do QA without a formal 

process, and 16% do no QA at all (1).

(1) HDI, The State of Quality Assurance in Technical Support, 2015

INCONSISTENT QA IS NO LONGER ‘GOOD ENOUGH’

“ONLY 53% OF 
TECHNICAL 
SUPPORT 
ORGS HAVE A 
FORMAL QA 
PROCESS”
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In our own experience of working with Salesforce customers, we find that 

when QA of customer interactions is carried out, it’s very often applied in 

an informal and unstructured way.

Typical scenarios we come across are:

• Call recording: calls are recorded for QA purposes, but not listened 

to – or if they are listened to, it’s not done in a rigorous, consistent or 

structured way.

• Call sampling: calls and support tickets are randomly selected, rather 

than selected with a view to assessing how different calls/tickets of the 

same type or category are handled.

• Side-by-sides: supervisors sit with a rep or agent and give subjective 

feedback on their conversations, but don’t score their performance 

against a defined set of metrics.

The net result is inconsistency: both in the feedback that employees 

receive, and in the kind of customer experience that it leads to.

Inconsistency may have been acceptable in the past, but today’s 

customers aren’t prepared to put up with a less-than- stellar experience. 

As long ago as 2013, Accenture found that 85% of customers are 

frustrated when a company doesn’t make it easy to do business with 

them, and 58% are frustrated when they encounter inconsistent 

experiences from channel to channel (2).

More recently, when Salesforce surveyed over 2,200 business buyers for 

its 2018 State of the Connected Customer report, 82% said they expect 

a consumer-grade buying experience, and 73% said their standards for 

how companies interact with them are higher than ever (3).

(2) Accenture, Global Consumer Pulse Survey, 2013

(3) Salesforce, State of the Connected Customer, April 2018
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SWITCHING

Customers who have a poor experience are more 

inclined to switch to a different company. 63% of US 

consumers surveyed by Gladly in 2019 said they’d 

switched to a competitor with better service; and 

52% said they’d left without giving any warning. By 

contrast, 77% said they’d return to a company that 

had delivered good service (4).

BITCHING

According to Sprout Social, around 74% of consumers 

decide to buy or not buy based on opinions gleaned 

from peers and influencers on social media (5). The 

more negative word of mouth a brand gets, the less 

people are likely to buy. And some of the most talked-

about topics on social media are poor or inconsistent 

experiences with brands people have bought from or 

interacted with.

(4) Gladly, 2019 Customer Expectations Report

(5) Social Media Week, How social is influencing purchasing 

opinions, May 2017

THE TWO OUTCOMES OF 
INCONSISTENT CUSTOMER 
EXPERIENCE.

Switching and 
bitching
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There’s also another issue. There’s ample evidence that inconsistent or insufficient feedback at work leads to 

employee disengagement – and there’s equally compelling evidence that disengaged employees affect the 

quality of the customer experience.

This is especially important as millennials make up more of the workforce. This is a generation that craves 

feedback, yet 74% of millennials say they feel “in the dark” about how their managers and peers think they 

are performing at work (6).

Across the wider workforce, 57% of US employees feel they’re not recognized for their progress, and 60% 

say they don’t get ‘in the moment’ feedback from managers, according to a 2015 survey by Achievers (7).

(6) TriNet and Wakefield research, 2015 

(7) Achievers workforce survey, 2015

ENGAGED EMPLOYEES DELIVER A BETTER CUSTOMER EXPERIENCE

The milennial 
workforce

“Millennials will 
make up 40 % of the 
workforce by 2020 
and 75% by 2025”

- US Bureau of Labor Statistics



On the flipside, when employees receive regular, constructive feedback and coaching, they’re more 

productive and more engaged. Companies with highly engaged workers outperform other companies by as 

much as 202 percent, according to Achievers (8), while CSO Online finds that formal and dynamic coaching 

can improve sales reps’ win rates by 28% (9).

So a structured QA programme for customer-facing employees leads to a better customer experience and 

higher levels of engagement – in turn improving the performance of the business.

It makes sense that QA of sales, service and support should be as customer-focused as every other activity 

the organisation undertakes. But what does a cus- tomer-centric QA programme look like, and how does i it 

differ from how organisations typically conduct QA today?

(8) Achievers, Top 4 Benefits of Employee Engagement

(9) CSO Insights, Sales Enablement Optimization Study, 2016

The employee 
management 
dividend

“Clients do 
not come first. 
Employees come 
first. If you take care 
of your employees, 
they will take care 
of the clients.”

- Sir Richard Branson, Virgin Group
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1. It’s applied consistently across channels and 

processes.

No more randomly reviewing calls or support tickets, 

or recording calls without listening to them. To be 

effective, QA should be formally and consistently 

applied across all customer touchpoints: from calls 

to webchat, email and support tickets.

And it’s not just customer interactions that should 

be monitored for quality. Sales managers, for 

example, will want to be sure their reps are doing 

the right things in the right way at the right times: 

from recording notes in Salesforce to scheduling 

follow-up calls and emails.

4 CHARACTERISTICS OF A CUSTOMER-CENTRIC QA PROGRAMME
To ensure an exceptional customer experience, a QA programme for agent and rep 
performance should have four hallmarks:

2. It uses consistent and clearly-defined metrics.

A lot of QA today is based on the subjective 

opinion of the manager or supervisor reviewing 

call recordings or sitting alongside agents. But to 

ensure consistency, consistent standards need to 

be applied across teams, channels and supervisors. 

That means:

• Defining ‘what good looks like’ for each role and 

activity.

• Structuring those KPIs into a scorecard for each 

role and activity.

• Training reps and agents to know what good looks 

like.

• Continuously monitoring and scoring performance 

against those metrics.
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3. It enables continuous improvement

Few organisations can boast 100% customer satisfaction, but every 

organisation would like to. At the same time, good employees want 

to get better at their job – and tend to stay when they receive con- 

structive feedback and coaching.

Formal quality and performance monitoring is the best way to make 

both things happen. A structured QA programme allows managers and 

supervisors to provide timely feedback and coaching to agents and 

reps based on their scores, helping them to improve performance.

The impact is multiplied if managers and supervisors can also monitor 

scores in real time across the whole organisation. With real-time 

insight into quality across the team, they can pinpoint issues early and 

take appropriate action – allowing continuous improvement across the 

board.
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Time and cost are two of the biggest barriers to applying consistent QA. Only 13% of the tech support 

organisations surveyed by HDI in 2015 had a dedicated quality manager in place.

For most, QA is just another responsibility in the long list of responsibilities of team leaders, supervisors 

and managers. That means there’s barely time for ad-hoc quality assurance, let alone for designing and 

configuring scorecards for to monitor quality more rigorously.

When things get busy (and when is it ever not busy?), QA is often one of the first activities to be dropped. 

HDI’s survey respondents overwhelmingly said they’d like to have a full-time QA person or team, but 

suggested that cost was an issue: “A dedicated QA team would be great to have, if we had funds for such a 

group,” one respondent replied.

The challenge, then, is to introduce a consistent, customer-centric QA programme without the luxury of a 

full-time QA manager, team or budget.

The answer lies in automation: implementing a structured, configurable QA framework that runs right within 

the Salesforce platform that the sales, service or support team uses every day.

4. It’s practical to implement in terms of time and cost
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Supervisors can select exactly the activities they want to 
focus on (e.g. all complaint- handling calls, all prospect 
qualification calls), score reps and agents consistently and 
fairly, provide feedback, and identify areas for coaching.

Targeted

Self-service capabilities allow business managers and agents 
to configure and modify scorecards without assistance from 
developers or IT support.

Configurable

Dashboards provide at-a-glance guides to current quality 
scores, allowing managers to monitor quality across the team 
or organisation, drill down into areas of concern, and take 
appropriate action.

Real-time

Leaptree Optimize scorecards run within Salesforce, allowing 
every activity to be scored against a consistent set of criteria. 
Reps and agents know exactly what they will be scored on, 
so they can focus on doing the right things to get the right 

Consistent

We’ve priced Leaptree Optimize to be highly affordable, with 
licensing for supervisors/evaluators only. Agents and reps go 
free, no matter how many you’re evaluating.

Affordable

Leaptree Optimize has been designed from the ground up to meet the need for consistent, affordable and world-

class QA of sales, support and service teams using Salesforce. Built on the Salesforce platform, it allows supervisors 

to automate the creation of metrics and scorecards for any given activity: from call handling to updating records and 

scheduling fol- low-ups. With Leaptree Optimize, you can implement a QA programme that is:

Introducing Leaptree Optimize
CUSTOMER-CENTRIC QA FOR SALESFORCE USERS
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Agents and managers can create instant feedback loops, 
enhance daily performance dialogue and establish effective 
performance trends.

Continuous improvement

Continuous feedback keeps employees motivated to continue 
achieving results, especially when goals are aligned to 
individual strengths.

Higher employee engagement

More productive, highly-motivated, better trained agents help 
create more consistent, satisfying customer interactions.

Increased customer satisfaction

Data-driven metrics provide a better understanding of 
individuals’ key strengths, allowing managers to assign tasks 
more effectively and boost overall performance.

Improved productivity

Leaptree Optimize is already helping Salesforce customers to be more consistent and customer-centric in their 

QA activities – without increasing workload for managers and supervisors. Organisations that have implemented 

Leaptree Optimize report four key benefits:

A win-win for you, your team and 
your customers.
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ASK TO SEE A DEMO OF LEAPTREE OPTIMIZE 

If you’re using Salesforce in your business and would like to improve your QA processes without 

overloading your managers and team leads, Leaptree Optimize could be the answer.

You can find out more about Leaptree Optimize, and book a no-strings demo, by:

• Emailing us at info@leaptree.com

• Calling us on +353 1 515 7241

• Visiting us at https://leaptree.com/optimize

ABOUT LEAPTREE

Leaptree creates cloud-based software that combines the power of Artificial Intelligence with 

innovative Revenue Performance techniques enabling organisations to fully realize their revenue 

potential.


