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Introduction 
Launching a new live chat service can be a nail-biting time for managers. Not only do you need to ensure 

that all of the relevant technical requirements are satisfied to ensure a smooth launch, but you also 
need to consider how to build and staff your new team of live chat agents. 

This comprehensive eBook contains everything you need to know about hiring, interviewing and training 

your new live chat team – whether they’re in the same office as you, or remote workers.  

It covers best-practice tips and tools you’ll need to help you go live smoothly and efficiently, covering all 
of the considerations you might not have thought of. You can pick out the sections which are most 

relevant to you, or read cover-to-cover for maximum impact. 

The following chapters are included: 

• 20+ Must Have Customer Service Skills to Look for in a Live Chat Agent

• Best Interview Questions and Answers for Hiring Live Chat Agents

• How to Go the Distance: Key Tips and Practices for Managing a Remote Live Chat Team

• Do You Have an Effective Live Chat Onboarding Program? Here’s Why and How You Should Get

One

• Winning Live Chat Training for Your Customer Service Team

• Do Your Live Chat Agents Measure Up? The 9 Best Key Performance Indicators and How to Use

Them



3 

20+ Must Have Customer Service Skills to Look for in 
a Live Chat Agent  

So, it’s time for you to assemble your live chat dream team. You want your live chat customer service 
experience to be top notch, so it’s no wonder you want the best and the brightest for the job. 

But how do you know who is going to be a good match for your team? How can you tell who will treat 

your customers with kindness and compassion—who will work diligently to provide them with the 
solutions and the support that they are reaching out for? 

This chapter will take you through a series of good customer service skills that you should look for when 

hiring live chat agents, and will give you some tips on how to spot these skills in your candidates. 

1. Patience
“Wait… hang on… my order number is here somewhere. Uhhh… I’m looking for it, just a

minute…” – Anonymous Customer

It doesn’t matter what industry you are in or what walk of life you come from: dealing with

people (be it a customer, a colleague, or a boss), often requires patience. Customer service can
require a lot of it.

Sometimes customers ramble on and take a while to get to the point. Other times they

disappear for a few minutes while your agents are chatting with them, or are slow to type out a

response. There may be other times when a customer doesn’t understand a part of the solution
that your agent is offering them, and will require a step-by-step explanation before they are

ready to move on.

Regardless of what exactly your customers are doing or complaining about, it is important that
your live chat agents know how to be patient with your customers.
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2. Avid Listener

“Most people do not listen with the intent to understand; they listen with the intent 

to reply.” – Stephen R. Covey 

The 7 Habits of Highly Effective People: Powerful Lessons in Personal Change 

Tip: To make sure that your candidate fits the part, try asking them one of the following 

questions: 

• “How did you react the last time you dealt with a customer who didn’t understand

a solution that you proposed. Did you get frustrated, or did you try calmly
explaining the problem in a different way?”

• “Would you describe yourself as patient, and what do you do in situations where

your patience is being tested?”

Alternately, try asking them one or two everyday situational questions that will let you know 

whether that person is patient or not. Here are some ideas for you to play with: 

• “If your food is taking a little long at a restaurant, what do you do? Do you: (A) Get

up and leave (B) Complain to the manager about the situation, or (C) Shrug it off
and wait for the food?”

• “How do you respond when you are stuck in a bad traffic jam? Do you (A) Curse at

the other drivers and the traffic, (B) Anxiously check the rearview mirror, or (C)

Turn on the music and make the best of it?”

Signs of patience include someone who is willing to wait, who doesn’t rush things, who stays 

calm and re-explains the problem in a different way, and who answers “C” in the latter 
examples. 
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Some customers have a lot to say, others need to have additional details coaxed out of them. 

Regardless of how a customer communicates, your live chat agent needs to be a masterful 
listener. 

If an agent can’t listen correctly to a customer’s problem, chances are they might misread or 

skip over key information and come up with a less-than-ideal or even unsatisfactory solution. 

Alternately, they might force a customer to repeat themselves (if they are talking to the 
customer over audio chat or over the phone), which runs the risk of irritating the customer. 

Ultimately, customers want to feel like their issue matters. An agent who is an avid listener will 

know how to use good listening skills to make the customer feel heard, and get started on the 

right track towards resolution. 

Tip: As you perform your interview, watch out for good listening skills in your candidate. You 

want to hire a live chat agent who does some or all of the following:  

• Maintains eye contact

• Uses visible signs of listening including nods.

• Uses verbal signs of listening, including the use of words such as, “right,” “uh-huh,”

and “I understand.”

• Doesn’t interrupt.

• Someone who asks questions to ensure understanding.

While these listening skills are most useful in video and/or audio chat, they show that your 

candidate is willing and able to listen. You can further examine this skill during live chat 

training by listening to your agent interacting with a customer. Ask yourself: Do they remain 

silent and only respond to interject their perspective, or do they use words, sounds and 
phrases to indicate that they’re listening and understanding? 

https://www.comm100.com/livechat/knowledgebase/how-to-use-audio-and-video-chat.html
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3. Ability to Empathize
Empathy is the ability to put yourself in someone else’s shoes. It allows a person to feel
another’s pain, frustration, happiness, or sadness, and brings a true understanding of how the

other person is feeling.

For a live chat agent to truly want to help a customer, they must be able to empathize with how

the customer is feeling, and relate deeply to their issue. This will enable them to care enough
about the customer to go the full mile for them, and to provide them with the most satisfying

solution possible.

4. Communication Skills
Communication over live chat is different from communication over the phone. Live chat
customer service agents must be able to communicate well in writing with their customers. This

involves being very clear to avoid repeat contact, and making sure that the customer

understands what has been communicated.

This also means communicating with the customer in a way that they will best be able to
understand. Agents shouldn’t use any uncommon abbreviations or jargon, unexplained technical

terms, etc. that your customers might not be familiar with. For video and audio chat, agents

should also be ready to use tone and body language to communicate effectively.

Communication skills will serve your live chat agent not only in the chat window, but also when

tagging chats, writing follow-up notes, and in communicating effectively with managers or

fellow agents should a problem arise.

Tip: Share a story with your candidate about a negative customer service experience that 

your company had, where a customer suffered as a result of a company mistake. Ask your 
candidate how they would have felt/done in the customer’s situation, and what solution 

they would have hoped for if they were that customer. 
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5. Willingness to Learn
Starting a new job requires that you implement new knowledge and apply new skills. To succeed
in their position, live chat agents need to be willing to learn and use new applicable information.

For starters, they need to familiarize themselves with the product so that they will be able to

pass on the correct information to customers. They will also have to learn company policy, the

computer systems, and how to operate the live chat program among other things. Even learning
about the industry/competitors can be important to what they’ll be discussing with customers.

Part of the willingness to learn and adapt involves being able to read manuals, guidelines, and

ask superiors whenever they are unsure, instead of giving a customer wrong or uncertain

information. It also involves being able to receive feedback, and not taking any constructive
criticism from supervisors personally.

6. Team Player
If a new team member asks a fellow live chat agent a question or for help, they should do what

they can to lend a helping hand. This is important because contact between agents fosters

learning moments, which ultimately play a big role in the onboarding process, and are vital to
keeping up the quality level of your live chat team as a whole.

When everyone is in, working to lower a queue, your agent should be a team player and help

achieve that goal.

Tip: Listen to how your candidate is communicating with you during this interview process. 

Are they expressing their ideas clearly? Are they over or under-elaborating when they 

shouldn’t be? Are they giving you specific or vague answers? Are they asking thoughtful 
questions when they don’t know something? 

Tip: Ask your candidate what they know about your company and the industry. A candidate 

who is willing to learn in order to succeed will have done their homework, and will be able to 

give you a response. 
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7. Positivity

There is nothing either good or bad, but thinking makes it so." –William Shakespeare 

Everyone can be a Negative Nancy every now and again, but it is important that your live chat 

agent have an overall positive attitude. Negative customer service agents and negative 

customers can feed off of one another’s bad energy, and result in an overall upsetting 

interaction. Negativity can create a horrible working culture for everyone else in the office, too. 

Positivity allows agents to see many possibilities for resolution. It can also help agents cheer up 

customers who are upset, and/or help them see the bright side of a situation. Positivity will keep 

an agent going after having dealt with a difficult or upset customer. It is a necessary tool for 

creating a happy, healthy environment in which agents can flourish. 

8. Ability to Multitask
Unlike with typical call center support, live chat agents are expected to be able to handle
multiple customers’ problems at once. This is because live chat is not as demanding of attention

Tip: To get an idea about whether or not your candidate is a team player, ask them: “If you 

see a team member struggling, what do you do?” Alternatively, ask them to tell a story 

about a time when they helped solve a problem or accomplish something as part of a team. 

To enforce this team player mindset, make sure that in the agent training and onboarding 

process, your new agent is paired up with an agent who can show them the ropes of 

working the system. This will establish an environment where the norm is for agents to help 
one another, and will help encourage your new agent to help another in the future. 

Tip: Ask your prospective agent what their experience was like at their former job. This will 

give you an idea of what they took away from it—the positive or the negative—and what 
they are bringing into your office. 
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as a phone conversation (which is part of why customers prefer it), so agents can juggle several 

chats at a time. 

In order to succeed, your live chat agents must be effective multitaskers. This means not 

ignoring or forgetting to respond to one chat because you’re busy with another. It might also 

mean working on answering customer emails, or other assignments while also actively 

participating in a chat. 

 

9. Good Typing Skills 
Live chat agents must have a good grasp of basic typing skills. This means being able to type 

quickly, and practice good spelling and grammar. It also means having a good grasp on 
computer shortcuts (such as copy and paste) and other functions that will save them time in the 

long run. An agent without these skills might be a good customer service agent, but live chat 

may not be for them. 

 

10. Manages Time Wisely 
One of the most commonly evaluated metrics is an agent’s average handle time (AHT). Live chat 
agents should measure up, and be able to use good time management practices to achieve the 

average handle time benchmark that is set by your company. 

That doesn’t necessarily mean rushing to complete a chat; it means knowing where to spend 
your time and how to spend it wisely. For example, your agent should know to escalate a 

customer issue to a supervisor after spending half an hour trying to help them without success. 

Tip: Ask your candidate for an example of a time they were able to successfully carry out 
multiple tasks at once. What were they doing, and how did they do? 

Tip: Have your candidate take a test to measure their speed. A good benchmark to aim for is 
50 or more words per minute. 

https://www.comm100.com/blog/reducing-average-handle-time.html
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11. Organizational Skills 
Organizational skills are important to most employers, and live chat customer service is no 

exception. Agents should be able to keep track of things like customers who need to be followed 

up with, updates to policy, custom canned messages, shipping times, active discounts, and 

more.  

Whether your agent is keeping track of these on a sticky note or in a document, they should 

know where to access this information when they need it so that they don’t keep customers 

waiting.  

 

12. Assertiveness 
There are three types of behavioral styles: passive, aggressive, and assertive behavior. 

Customers can adopt any one of these styles, and so can agents.  

In order to effectively with customers, an agent should be assertive. If you aren’t sure what that 

means, imagine assertiveness as the healthy middle ground between passive and aggressive 
behaviors. Assertiveness means being able to maintain control of a conversation that is being 

hijacked by an aggressive customer, while also being able to help guide a conversation with a 

passive customer (who doesn’t know how to express what they want) towards resolution. 

The right live chat agent won’t be a pushover (passive), but they also won’t be a bully towards 
your customers (aggressive). They’ll adopt the middle ground, and result in the most satisfying 

conversational outcome. 

Tip: Time management skills include setting clear goals, prioritizing, organizing, and 

avoiding procrastination. Ask your candidate to rate on a scale from 1-5 how well they can 

accomplish each of these skills, and how they plan on improving them.   

Tip: Show your new live chat agents an example of an exemplary cubical, to give them ideas 
of how to organize their information. Recommend that they record and place useful 

information within eyesight, and that at the end of the day they clear their desk to help keep 

an organized work environment.  
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13. Intuition 
When customers are typing in live chat you can’t see them or hear them, which means that 

sometimes it can be hard to tell what they are feeling. A live chat agent should be intuitive, and 

able to interpret your customers tone and emotions. 

This is easier over audio or video chat, where facial and verbal cues give your customers 
emotions away; but it is also important to do over written chat. An intuitive live chat agent will 

know how to proceed carefully in instances where a customer is upset. They will know what 

sorts of customers they can use humor with, and will be able to read the signs that a passive 

customer is not happy with a solution.  

An intuitive agent will be able to achieve a better resolution of a customer’s issues, and an 

overall better experience for the customer. 

 

Tip: Assertive people have self-confidence, respect others, validate others, and work 

towards compromise. Ask your live chat candidate how they react when a customer is 

getting aggressive with them, versus how they react when a customer passively lets them 
steer the conversation. 

 Alternately, ask your candidate:  

• “On a scale from 1-10, how likely are you to avoid dealing with situations involving 

confrontation?” (10 being passive, 1 being aggressive) 

• “On a scale of 1-10, how true is it that instead of arguing, you tend to accept 

responsibility for other people’s mistakes?” (10 being passive, 1 being aggressive) 

• “Have you ever used anger or intimidation to get your way?” (Answering ‘yes’ 

would indicate aggression) 

Tip: Examine the chat log of new agents. Are they correctly intuiting what your customers 

are feeling? Or are they missing opportunities for connection and satisfaction? 
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14. Keeps Calm Under Pressure 
When the stakes are high for a customer, a chat window can turn into a high-pressure and even 
hostile environment. A live chat agent needs to know how to “Keep calm and carry on,” even 

when they are being yelled at (or typed at in all caps) by a customer.  

By handling escalated, tense situations with calmness and fortitude, a live chat agent will have 

what it takes to achieve de-escalation, and make it big in the business. 

 

15. Problem Solving Skills 
Live chat exists to connect customers quickly and easily to solutions. To help customers reach 
the most ideal, satisfying solutions, agents need to possess problem solving skills. 

This is especially important because agents will not always have the resources or the means to 

get customers exactly what they want. By using problem solving skills, agents will be able to turn 

a limiting situation into a realm of opportunities. 

  

16. Creativity 
The best problem solvers always possess creativity. That’s because creativity helps people see 

solutions that you otherwise may never have thought of. 

Creative agents might also be able to connect with customers in unique ways, or by using 
humor. Also, leave it to a creative agent to invent a process that gets things done in less time, 

and maximizes efficiency. 

Tip: Ask your candidate to tell you about a time that they found themselves in a high-

pressure situation, and how they went about handling it. Did they find themselves getting 

worked up and drawn into the drama of the situation? Or did they keep a calm, neutral 

presence? 

  

Tip: Make sure that new agents are very informed about your company’s rules and 

procedures—a good base of knowledge in this area is the first step to being able to identify 

the boundaries where problem solving can occur. 
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17. Determination 
In live chat and in customer service in general, first contact resolution (FCR) is everything.  

This is because every time a customer makes repeat contact with your business over an issue 

that wasn’t properly solved the first time, their satisfaction and likelihood of becoming a repeat 

customer drops significantly. Repeat contact also results in clogged queues, a higher wait time, 
and a heavier workload for your agents.  

Make sure that your candidate is a determined individual, who won’t abandon a customer until 

their issue is solved on the first try. 

 

18. Reliability 
Whether your live chat agents are working remotely or are in-office, you need agents who are 

reliable. 

Tip: To test a candidate’s creativity, don’t be afraid to have fun and use creative 

questioning! Try asking them to think of as many uses as possible for an everyday object, 

such as a spoon, or a table. You can also give the candidate 3 random words, and ask them 
to make a quick story using these words. 

In one interview, I was asked to invent a fictional story on the spot about the business 

owner. While a fun topic, this one can get a little awkward, and your candidate might not 
feel as free to explore all possibilities for the story once you have made it personal. 

  

Tip: Ask your candidate the following questions:  

• “If you were a customer with a pressing issue, how determined would you want 

your agent to be when solving it?” 

• “What would you do if you couldn’t see an obvious solution to a customer’s 

problem?”   

https://www.comm100.com/blog/first-contact-resolution-rate.html
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Agents should be able to clock in on time—when they are expected to—and not leave their co-

workers buckling under the pressure of a heavy queue. They should also be relied on to stick to 
established rules and procedures, such as wrap-up, etc. 

 

19. Good Work Ethic 
Some days, during the off-season, being a live chat agent might be a breeze. Other days, during 
the busy season, the queue may never seem to go down. 

It is important that a live chat agent be a self-starter with a good work ethic. They shouldn’t 

need to be reminded that “we have chats holding” to get off of “busy” mode and tackle those 

chats. 

 

20. Ability to Negotiate  
Your customers won’t always get the perfect solution that they were hoping for. This is where 

an agent’s ability to negotiate can prove valuable.  

By negotiating with a customer, your agent can find a solution that works for both your 
customer and your company. This can be a vital part of problem-solving, and can also prove 

beneficial in sales, such as if your company uses proactive live chat. 

Tip: Test a prospective agent’s reliability by how they showed up to the interview. Did they 

show up on time? Or were they 15 minutes late? If in doubt, this is a great question to ask 
your candidate’s references. 

Tip: Dig into your candidate’s work and school history. How old were they when they had 

their first job? What were their grades like in college? You can also ask them questions 

about their personal goals. Are they ambitious? What are they doing right now to achieve 

those goals? 
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21. Self-Control 
“Don’t bring your baggage into the workplace,” isn’t always as easy as it seems. And when 

you’re working with a difficult customer, it can be tempting to for your agent to just slam 
against their keyboard and throw their stress, anger, or whatever they may be feeling that day 

out at them. 

Sarcasm, curtness, or other disguised forms of aggression are means that some agents use to let 

out their frustration. These behaviors, however, can prove very upsetting for customers, and are 
not as discrete as agents might think, even in typing. Live chat agents must be able to avoid 

saying or doing something that might negatively impact your customers, and know how to 

manage their emotions and exert self-control during a live chat session. 

 

Tip: To find out if your prospective agent is a good negotiator, ask them the following 

questions: 

• “Are you comfortable with ambiguity?” 

• “Are you willing and equipped to handle disagreement and confrontation?” 

• “What will you do if you don’t get this job?” 

Good negotiators are also often patient, persistent, and hard working—so be on the lookout 

for these characteristics. 

Tip: Establish clear processes for what agents can do, who they can go vent to, and what 
“time out” they’re allowed to take after challenging chats. Communicate those processes 

with your candidate. 
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22. Professionalism 
Live chat agents should be professional in their interactions with customers. That means 
knowing what tone to use in interactions, and if they are using humor with their customers, 

knowing exactly how far to take it. It means representing and being true to your brand identity. 

Professionalism also allows for good workplace conduct, and shows that an agent is serious 

about their job.  

 

23. Willingness to Help Others 
Ultimately, customer service is about helping others and improving the lives of your customers, 

if only a little bit. To flourish as a live chat agent, your agents should genuinely want to be a part 
of this process.  

To successfully achieve FCR and customer satisfaction, your agents should put their willingness 

to help others ahead of their desire to leave early or start their lunchbreak already. They should 

be ready to make genuine human connections, and be willing to provide much needed help and 
assistance. 

 

 

Finding an agent with all of these skills might seem tricky, but don’t worry. Stay positive, stay creative, 

and you will attract the same to your team. 

  

Tip: Set and communicate a workplace dress code, so that your agents will be able to keep a 

professional attitude throughout the duration of their experience with your company. 

Tip: Ask your candidate why they are interested in this job. Is it for the money? Or is it for 

the people? 
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Best Interview Questions and Answers for Hiring Live 
Chat Agents 
 

Whether you are bringing aboard new live chat agents or setting up your live chat dream team for the 
very first time, you want to make sure that you are hiring agents that will have a positive impact on your 

team and your customers. These live chat interview questions and answers will help you get to know 

your prospective agents, and decide if they are the best match for your company.  

1. In your opinion, what makes for great customer service? 
This first question gives your interviewee a chance to show off their understanding of the 

customer service industry. It provides key information about how familiar your candidate is with 

the role, and whether they know the basics of what will be required of them as a live chat agent. 

A winning response might sound something like this: 

 

2. Tell me about your previous work experience in customer service. 
Yes, you could probably find this information on your candidate’s resume—but it’s most 
valuable to hear from them in person. This is because it gives your candidate the chance to 

explain the nuances of their experience, what their role was in their former position, whether 

they enjoyed it, and any information that they may not have included on paper.  

Plus, not everyone will have previous work experience in a traditional call center or with live 
chat, and asking candidates this question gives them the chance to bring to light what parts of 

their former experience have prepped them for being a live chat agent.  

“Great customer service means listening to your customers. It means empathizing with 

them and their experiences, and working hard to find the best solution to your customers’ 

problems. It means knowing how to de-escalate a situation with an angry customer, and 
using problem solving skills to make sure that everyone walks away from the interaction 

satisfied.” 
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The beauty of customer service is that it’s a vast field; any interaction where you help fulfill and 

serve a customer can count as customer service. This means that you can find valuable 
experience in candidates who come from a number of other areas, including waiting, teaching, 

cashier work, accounting, healthcare, and more. A lot of good communication principles applied 

to other settings are transferrable skills in customer service as well. 

How this question is answered will depend entirely on the person. You can work out whether an 
answer is satisfactory or not by reading between the lines to see how well their skills can be 

applied to the job role. Here’s an example of how one qualified candidate might respond: 

 

3. What skills could you bring to our live chat team? 
This question gives your prospective live chat agent a chance to reveal a bit of their skill set, and 
show their knowledge of why certain skills matter in the industry. It shows what exactly they are 

committing to bringing to the team, and delivering to your customers. 

An example response might look something like this: 

“I’ve been working with customer service since 2012. I’d say that my introduction to 

customer service was during the two years that I spent working as a waiter at the Golden 
Apple. That’s where I first learned how to listen and talk to customers. I would take their 

orders, communicate their orders back to them, and then pass that order onto the kitchen 

staff. If a customer didn’t know what to order, I would use my knowledge of our menu items 

and the customer’s needs (I would ask them what they were in the mood for) in order to 
make a satisfactory recommendation. From the restaurant I went on to work as customer 

support staff at Allen’s Sporting Company, where I eventually became head of the Team 

Sports department. I helped customers find items and answered questions about different 

team goods, such as youth sports uniforms, soccer balls, tennis racquets, etc. I was employee 
of the month 6 times during this experience, thanks to the overwhelmingly positive feedback 

that I received from customer surveys.” 
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4. What do you know about our product or service? 
Before a job interview, it is good to go in with some knowledge about the business. This 

question will show you that your interviewee did their homework. It will reveal whether your 
candidate has the ability and desire to learn about your product and company, and whether 

they are a serious applicant. A variation of this question is, “Have you tried our product or 

service, and what did you think of it?” 

Here’s an example response: 

 

5. What is your experience with multitasking, and are you capable of 
handling multiple systems/chats at once? 
Since live chat systems allow for agents to be on multiple chats at once, your candidates should 

be comfortable with multitasking.  

Fortunately, most millennials are familiar and comfortable with handling several tasks at a time. 

And many of them are already used to engaging with multiple contacts at once on social 

chatting platforms such as Facebook, WhatsApp, or iMessage. While this may not be the same 

as your live chat interface, it can still be a valuable experience.  

For example: 

“Well, I’m an excellent communicator. I’m a compassionate person. I’m dedicated, hard-

working, and a perfectionist. When I’m solving a customer’s problem, I do everything I can to 

help them. I know how it feels to be a customer, and I know the experiences they are looking 
for. I know that I can give that to them.” 

“So, I know that you guys make quality backpacks and other camping, travel, and 

outdoor gear. I haven’t bought any products from your company myself, but my sister is 

a big fan. I am also familiar with several of the brands that you sell, such as Kelty.” 
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6. Have you ever served a customer over live chat before, and what 
are some of the skills you might need in order to succeed as a live 
chat agent? 
Live chat customer service is rapidly becoming a norm. That being said, not every company has 

adopted it yet. Even if your candidate has prior experience in a call center, they may never have 

attended to customers over live chat before.  

This question will show whether your interviewee is aware of the skills that make an excellent 

live chat agent—skills which differ in many ways from those needed to fulfill traditional phone 

or in-store support.  

Here’s an example response: 

 

7. What kinds of customer service systems have you used, and how 
familiar are you with them? 
This question will reveal whether an agent is familiar with specific customer service systems, 

and will show how much additional training that they will need in order to become well-
oriented with your live chat solution.  

Like the question before it, if a candidate doesn’t have experience with this system then it 

shouldn’t be a deal breaker. If they do, however, then this candidate may be more easily trained 

and more quickly oriented. 

Let’s go back once more to an example response: 

“I’m very comfortable with multitasking, and I believe that I am absolutely capable of that. 
As a waiter I had to take care of multiple tables at once, while making sure that all tables 

had an equally satisfying experience. I believe that this skill would translate well to live chat.” 

“No, I have never served a customer over live chat before. I am a fast typer though—that’s 

something that I imagine you need to succeed with live chat in particular.” 
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Alternately, you might get an answer like this one: 

 

8. Unlike in a traditional call center, you cannot hear a customer’s 
tone over live chat. What are some of the cues that you can look 
for over live chat to know how a customer is feeling? 
A big part of being a live chat agent is being able to sense a customer’s emotions. An agent who 

can perceive a customer’s emotions can take better care to avoid agitating an already frustrated 
customer. They also have the ability to recognize when more passive customers aren’t quite 

satisfied with a solution, and to help them express what they want.  

Since live chat is based primarily on written text, your candidate should be more or less familiar 

with typed cues that reveal a customer’s emotions. Here’s one answer that a prospective agent 
might give that hints at this ability: 

 

“Yes, I’ve used a CRM (customer relationship management) system to track online orders 

before. Our company had a policy that all interactions needed to be logged there, and I came 

to understand the importance of looking at a customer’s history before putting together a 
response to their query.” 

“I haven’t used any in the past. I am willing and eager to learn, though.” 

“Well, you can watch out for an ellipsis (…); that to me seems like an indicator that the 

customer is waiting for you to say something (when standing alone), or that they’re hesitant 

in some respect (when at the end of a sentence). If a customer responds in all capital letters 
they are probably very upset. How they use exclamation marks and smiley faces can also be 

telling of satisfaction levels.” 
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9. What are your strengths and weaknesses when it comes to 
interacting with customers? 
This question is classic pre-hiring requisite, but with a customer service spin. It should reveal not 

just an interviewee’s strengths and weaknesses in general, but also demonstrate an awareness 

of how to treat and deal with customers.  

Take a look at how our example candidate does that: 

 

 

10. What is your experience working as part of a team, and what 
does teamwork mean to you?  
Live chat is not a solo game. Without effective teamwork, your prospective agent will have a 
tough time learning, communicating, and sharing knowledge with their team members and 

supervisors.  

Also, a candidate who is not interesting in helping their teammates will probably not have 

enough interest in helping others to be a part of your operation. Another way to pose this 
question is, “Tell me about a time where you worked well in a team.” 

One might respond like this: 

 

“Well, I am a people person. I enjoy approaching and talking to customers, and making sure 

that they get what they need. I love solving their problems. I’d say that a weakness that I have 

when interacting with customers is knowing when to give up on trying to solve a problem. I’m 
working on learning when to call for backup when necessary.”   

“When I worked at Allen’s Sporting Company, sometimes the checkout line would get 

slammed. If I got called to help out at the cash register, I was always there without fail. Also, in 
my restaurant experience, I would sometimes cover a colleague’s table if they had to leave 

early. To me teamwork means being there for your coworkers, and providing them support 

whenever necessary.”  
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11. What was your proudest moment helping a customer? 
This question should be answered with a specific story of a customer interaction, and should 
show a candidate’s ability to empathize with and genuinely help their customers. It will reveal 

whether that person is willing and able to go the extra mile.  

This question also sets apart caring individuals and individuals who thrive on challenges - both of 

which are desirable attributes for a live chat agent.  

Example response: 

 

12. Think of a situation where you couldn’t get the customer exactly 
what they wanted. What did you do to ensure their satisfaction? 
This question should point to a prospective agent’s ability to negotiate with the customer, and 

use their resourcefulness to come up with a workable solution. It also tests their understanding 

of company rules and processes, and their ability to get good solutions within the bounds of 
these. 

Example: 

 

“My proudest moment helping a customer was one time when a customer arrived at our store 

extremely upset because nobody had been able to give her the information she was looking 

for. She was trying to find a specific soccer ball, and a different rep had sold her something 
completely wrong. I was able to find the product that she was looking for, and gave her a free 

coupon discount to compensate for her troubles. She wrote me the nicest review I have ever 

read… it was a really fulfilling moment.” 

“One time a customer had a coupon for 25% off, which they had gotten online. Unfortunately, 

however, the coupon was only available for online purchases—not in-store sales. I took care of 

the customer by placing an order online for them, and helping them input the code. Although 
they couldn’t leave the store with their item, they got the discount that they were looking for.” 
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13. How well do you work under pressure, or in high stress 
situations? What do you do when things are getting tense? 
Live chat is not always a walk in the park. Some companies are constantly busy with live chat 

messages; others have peak seasons, where the department gets slammed. Even when there is 

low website traffic, certain conversations with angry customers can have a high-stress level. 

It is important to hire an agent who keeps their cool in times of stress, and who knows how to 

continue on instead of breaking down. Looking for an answer that provides specific tools and 

techniques for handling this situation is a must; don’t just accept “I handle these situations fine,” 
as an answer. 

The ideal candidate might say something more like this: 

 

14. Tell me about an experience where you had to de-escalate a 
situation with an upset and/or angry customer, and how you 
handled it. 
De-escalation is an important part of customer service, and if handled properly can even be 

extremely rewarding. The ideal candidate will remain calm and respectful, while working hard to 

provide the best experience possible for this customer. 

Here’s an example: 

“I’m familiar with working under pressure. In the restaurant business, that was something that 

we had to deal with every weekend - a large amount of customers, customers who were 
sometimes upset about the wait time or with the food they had ordered. Typically, I just 

practice the rule that ‘the customer is always right’. I use smiles and apologize as needed to 

sort of ease the stress. I also practice breathing exercises when I’m alone to release some of 

my own stress.” 
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15. After a calm morning, the queue is suddenly through the roof. 
You were hoping to go on break at noon, but your teammates 
need help tackling the surge. What do you do? 
This is another question that emphasizes the importance of teamwork in this position.  

Here is how your interviewee should respond: 

 

16. What is more important, the speed at which you wrap up a chat, 
or solving the customer’s issue in a single interaction? Why is that 
so important? 
The most effective customer service teams tend to value first contact resolution before above 

many other metrics. This is because customers who have to make repeat contact will not only 

be considerably less satisfied - they will also end up increasing the queue and ultimately taking 

up more time and resources. 

The ideal candidate should understand the importance of solving a customer’s issue the first 

time. Here’s how they might show this: 

“One time at Allen’s Sporting Company, a customer couldn’t reach an item. They tried climbing 

the shelf, which broke, and they fell down. The customer was furious, and I think also really 

embarrassed. I was the first one on the scene. In the end, I ended up taking care of that 
customer. I heard them out and apologized as they yelled. Then I got them a sizable discount 

coupon to compensate. The representative who was supposed to be taking care of that section 

of the store was absent, so the trouble really was on our end. The customer left satisfied.” 

“I would stay longer and help the rest of my team take down the queue. It’s not like I’m going 
to skip lunch—I can always break a little later.” 
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17. Think about a time where you have had a good experience as a 
customer, talking to a customer service representative. What 
made that experience so good? 
If an interviewee can tell you what they as a customer have enjoyed from customer service, 
then it is likely that they will strive to bring the same kind of service to the table. A candidate 

who can imagine being a customer can relate to your customers, and empathize with their 

struggles. 

Here’s a successful example: 

 

18. You have noticed a reoccurring problem or complaint amongst 
your customers. What do you do? 
Customer service isn’t only about fixing a customers’ problems - it’s a platform through which 

customers can express themselves and even give your company advice. While helping 

customers is a must, an agent who is willing to go the extra mile and help prevent these 

problems from happening in the first place takes the cake. 

This question reveals whether your interviewee has the determination and communication skills 

it takes to make sure that problems get forwarded to the proper channels, and that systematic 

issues get geared towards permanent resolution. 

“Solving a customer’s issue the first time is more important. If you can’t help a customer well 

the first time, then you’re basically going to end up giving your team double the work. Also, 

your customer will probably be upset if they have to ask for help with the same issue twice, 
and won’t have as much faith in your company or the ability of your representatives.” 

“The best experiences that I have had as a customer have been when a representative was 

very warm and friendly. They had a good sense of humor, and were very helpful. It felt like a 

friend giving me advice, not an employee giving me assistance. Also, when they are able to 
show a lot of knowledge of the product, I walk away feeling great—like my purchase was a 

good decision.” 
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Here’s an example response: 

 

19. What do you hope to get out of your experience with this 
company? 
Every job experience is an opportunity for learning and growth. This question will reveal a 

prospective agent’s desire to learn and contribute to the company.  

Some candidates might just be looking for a live chat job as a stop-gap, rather than a career. 

That might work just fine for your business. On the other hand, if you’re looking for employees 

who’ll want to stay for the long term, asking this question upfront means you can be clear on 

that expectation. This question will then help you find those keen potential employees who are 
looking for opportunities to grow and progress in your organization. 

An ideal candidate might answer something like this: 

 

20. Tell me about a time where you have used feedback of your 
performance from a supervisor, colleague, or customer in order to 
make a change for the better. 
An agent who cannot receive feedback or constructive criticism cannot grow. You want your 

prospective agent to show that they take feedback into consideration, and use it to better 

themselves, rather than letting it fall on deaf ears. 

Here’s an example of a successful response: 

“I would report the complaint to my manager to make sure that it got solved. That’ll mean less 

trouble for the customers, and less hassle for us in the long run.” 

“I hope to learn new skills that I can use in customer service and in life. I also hope to 

contribute my own talents to your team, so that we can mutually grow. I am also interested in 
the possibility of upward mobility within your corporation, and am eager to see where this 

position might take me.” 
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21. What have you done at your current company to improve a 
process, save time, money or resources? 
The best live chat candidates will be able to look beyond their interactions with customers, and 

put their skills into practice in other areas. This question will reveal creativity, problem solving, 
resourcefulness and initiative amongst your candidates.  

Here’s an example: 

 

22. Where do you see yourself in 5 years? 
This question can tell you more about your candidate’s personal goals, and reveal any desire to 

grow within the company. 

If they see themselves pursuing a dream of theirs down the line rather than being the best live 

chat agent that ever existed, don’t take it as a deal breaker. It’s an opportunity to better know 
your candidate, and see what drives them. 

Check out this example response: 

“One time, a customer criticized a tone that I used with her. At first I thought that she was just 

saying that because she wanted to criticize someone. But then, after she left I sort of started 

examining myself. I realized I was kind of having a rough day, and that my tone might not 
have come off as friendly as I had intended it. I perked up, and spent the rest of the day 

making sure to not transmit any negative energy onto my customers.” 

“At my last company, I noticed that a product that was often stolen was sports jerseys. Team 

sports was a department that was often targeted because it was so close to the exit. Since our 
company didn’t have any sort of tag or alarm on these jerseys, I suggested to management 

that we begin tagging this product, despite it being below the value that we usually tag. Two 

months later, our losses were down 25%.” 
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23. What do you enjoy about customer service? 
Prospective agents should know that customer service is ultimately helping real people find 

solutions to real problems. They should not only have the mind for customer service, but also 

the heart. Ideal responses include that they enjoy helping people, interacting with people, or 

that they enjoy solving problems. 

Here’s our last example: 

 

 

You can tweak these questions or use them as is. The important thing is that you are bringing agents 

aboard who care about people, who want to help your customers, and who have the dedication and 

problem solving skills that it takes to see an issue through to resolution. 

 

  

“In 5 years I hope to have earned my MBA. I hope to see myself working my way to the top of 

a successful company, and volunteering with youth sports organizations in my off time.” 

“I enjoy customer service because customers are everywhere. They come from all walks of life, 

and they are everyday people. I love meeting them, and I enjoy the process of trying to help 

make their lives as easy as possible. I love to help people. I also enjoy the challenge of 
providing solutions to difficult situations, and helping the customer and the business leave 

with a win-win.” 
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How to Go the Distance: Key Tips and Practices for 
Managing a Remote Live Chat Team 
 

So you want to hire a stellar live chat team. Chances are, you’d love to have the option of picking from a 
vast pool of talented agents. And let’s be honest--you probably want to save money in the process. 

These are just some of the things that startup businesses and multi-billion dollar corporations alike look 

forward to when hiring a remote live chat team.  

Then comes the pesky doubt. Sure that sounds great and all, but how do you manage a live chat team 

that you have never faced in person?  

Whether your live chat team is made up of individual freelance workers or a team based overseas, these 

tips and best practices will help you learn how to effectively manage and lead your live chat agents. And 
if you don’t have a remote live chat team yet but are thinking about hiring one, read on! These tips are 

for you too. 

What Does It Mean to Hire and Manage Remote Employees?   
Remote hiring is the practice of hiring an employee or several employees to work outside the office or 
business. For customer service teams, this could include a call center overseas or freelance workers who 

operate from their computers at home. 

Managing these remote teams or individuals involves the same guidance that on-site managers should 

provide, but may include things like: 

• Odd working hours (specifically if your team is abroad) 

• More time spent connecting with team members virtually 

• A bit of extra effort to help your employees feel like a part of the team.  

 Why Hire a Remote Team?  
According to a survey of business leaders at the Global Leadership Summit in London, 34% of 

respondents said more than half of their company’s full-time workforce would be working remotely by 

https://www.fastcompany.com/3034286/will-half-of-people-be-working-remotely-by-2020
https://www.fastcompany.com/3034286/will-half-of-people-be-working-remotely-by-2020
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2020 and 25% said more than three-quarters would not work in a traditional office by the end of this 

decade. This is because advances in technology have made it so that hiring and managing remote 
workers is not nearly as difficult as it used to be.  

Some of the advantages of hiring a remote live chat team include the following: 

• Access to a bigger and potentially better talent pool. You have more options to choose from 

when you can hire agents all around the country or the world, and not just from your city. 

• A team that can better relate to the cultural norms and practices of your customers. This is 

true when you bring agents who live in the same city, state or country as your customers aboard 

your live chat team. 

• Reduced operating costs. This is because part-time remote staff or freelancers may work for 

lower wages and won’t require you to pay withholding taxes, social security or other employee-
related government fees or taxes.  

• Time differences that work in your favor. If you have live chat agents who are working on the 

other side of the world, they will be able to easily take over a live chat shift as your daytime 

team is ending it. This means having 24-hour live chat availability should be a breeze.  

Remote hiring can also be a great way to attract millennials to your live chat team. According to Adam 
Kingl, director of Learning Solutions at the London Business School, flexibility “is the number one reason 

[millenials] are attracted to a workplace.” Workers who grew up with the internet are fully aware that 

you can email, message, or call someone from anywhere. As a result, the idea of working differently has 

become “a criterion that people are expressly looking for before they’ll sign on the dotted line,” says 
Kingl. “It’s not a perk or reward.”  

Tips for Managing Your Remote Live Chat Team  
Once you hire your remote live chat team, it is important to use effective management practices so that 

the benefits of this decision outweigh the risks. By practicing good remote management techniques, you 
can ensure that both your customers and your remote live chat team are successfully cared for.  

https://www.fastcompany.com/3034286/will-half-of-people-be-working-remotely-by-2020
https://www.fastcompany.com/3034286/will-half-of-people-be-working-remotely-by-2020
https://www.comm100.com/blog/4-ways-live-chat-reduces-your-operating-costs.html
https://www.comm100.com/blog/4-ways-live-chat-reduces-your-operating-costs.html
https://www.comm100.com/blog/4-ways-live-chat-reduces-your-operating-costs.html
https://www.fastcompany.com/3034286/will-half-of-people-be-working-remotely-by-2020
https://www.fastcompany.com/3034286/will-half-of-people-be-working-remotely-by-2020
https://www.entrepreneur.com/article/225510
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1. Set Clear Expectations  

In order for a remote live chat employee or team to succeed, they need to know what exactly is 

expected of them. When conveying your expectations to your remote team or freelance 

employees, it is important that you do the following:  

• Provide structure — Define your direction and set clear boundaries. What is the 

company flexible on and what is it not? What discounts or freebies do agents have the 

ability to give angry customers? What decisions can they make for themselves before 

they escalate a decision to a supervisor? 

• Set motivating goals — This can include monthly, quarterly, etc performance goals. 

What is the average handle time that your team/employees should strive for? What is 

the first contact resolution rate that you expect?  

• Clarify employees’ roles — What specifically do your agents need to take care of? Are 

they going to be solely on live chat, or are they going to handle emails and/or phone 

calls as well?  

• Show how individual employee roles impact the overall team — How does each 

agent’s work contribute to the team as a whole? What is the customer service outcome 

that results from good agent performance? Who is the company serving?  

 
Setting clear expectations for your live chat team requires that you first have a clear plan on 

your end. Make sure that your expectations are in line with your customer service plan before 
discussing them with your agents. Remember to also check whether your expectations are 

reasonable so that your agents won't get discouraged or overwhelmed by hefty or impossible 

requests. 

It is also important to compile your expectations of your live chat agents into a formal document 
or manual for new hires. This will help make sure that what you expect is crystal clear, and not 

subject to misinterpretation. 

2. Conquer Communication Limitations  

When you are managing employees who share the same office space as you, communication is 

fairly straightforward. However, when you are relying on mostly email and live chat to reach 
your remote team, it is easier for potential lapses in communication. 
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According to Mark Mortensen, associate professor of Organizational Behavior at INSEAD, “If 

you, the manager, don’t create good, open communication channels, the remote worker will 
feel, well, ‘remote’ and forgotten.” He mentions that it is also important to establish frequent, 

recurring team meetings that at least attempt to accommodate everyone’s schedule.   

Establishing good communication practices is a two-way street. As you establish healthy 

communication with your live chat agents, your live chat agents need to know that they are 
expected to communicate with you too. Your team must “understand that they have an 

obligation” to stay in regular contact, says Mortensen, be it by email, live chat, or skype.  

You can create this understanding by scheduling regular meetings with your agents, either in a 

group or a one-on-one setting.  

3. Flexibility and Patience Will Take You Far 

When you are working with remote live chat agents, it is likely that time differences may exist. 

Though these differences may appear a burden, it is important to approach them with flexibility. 

Just how flexible you have to be will depend on where in the world your live chat agents are 

located. For example, for a 12-hour time difference, you might have to check in with your agents 
at 8:00 PM or 9:00 PM your time, when your agents are just starting their day. However, if your 

farthest live chat agents are located only two or three time zones away, it’s likely that you will 

divert minimally from your normal work schedule, if at all. 

Time differences can also make group training and conference calls a little tricky. If you have 
agents located in various cities around the world, work with your agents to try and calls with 

every agent present at least once a month. When working with extreme time differences, try 

establishing a rotating meeting schedule, so that no one agent has to always take on the burden 
of attending a meeting at night. Alternately, if the time differences between your agents make a 

group call truly impossible to do, a rotating schedule could allow one agent’s time zone to be 

exempt from attending each meeting.  

As much as you may try to plan a perfectly accommodating meeting schedule, sometimes 
technological mishaps arise. This is why it is important that you as a manager have the patience 

and the innovation necessary to deal with any speed bumps that may get in the way. For 

example, if you planned a video call with your agents, but there is a thunderstorm and the 

connection is extremely low quality, you can decide to switch to an audio only call in order to 
improve the sound quality and carry on with the meeting as planned. 

https://hbr.org/2015/02/how-to-manage-remote-direct-reports
https://hbr.org/2015/02/how-to-manage-remote-direct-reports
https://hbr.org/2015/02/how-to-manage-remote-direct-reports
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4. Harness the Power of Video Chat  

Video chat is an important tool for combating communication limitations and establishing a 

strong personal connection with your employees. Although bonds can bud over live chat, video 

chat helps speed things up. With this technology at your disposal, it doesn’t matter if you have 
ever met your employees in person or not - if a good relationship with them is possible, video 

chat can help you build it. 

Video chat also helps eliminate the likelihood of misinterpretations of tone or other common 
miscommunications that might happen over email or chat messages. This is why it is important 

for you to use video chat when you have to give agents serious feedback or correct any major 

issues (imagine the times you have received an email or chat message that read as harsh when it 

probably wasn't intended as so!). 

To properly use this tool, establish regular video chat check-ins with your remote employees. 

This will show them that you care about their progress and will help your employees feel more 

comfortable with approaching you with their feedback, questions, and doubts. Plus, they’ll 

appreciate the chance to see you! 

5. Make Sure the Right Systems Are in Place for Effective Collaboration  

In order for effective collaboration to take place, the right systems must be in order. This could 

mean having an effective email or live chat system, where agents can easily connect with their 

peers and superiors in case of doubts.  

This also involves having effective transfer systems, so that if a live chat session needs to be 
escalated, your freelance or remote workers aren’t stuck with a chat that they cannot handle.  

Many people who manage remote teams use online collaboration tools to get and stay in touch, 

such as Microsoft Teams, Slack, Google Drive, DropBox, Spark, Murally, Google Hangouts, Group 
Skype, GoTo Meeting, and Sococo. You can even opt to use more than one of these tools, 

depending on which works best for what is needed. For example, you might decide to use 

Microsoft Teams for sharing files and posting updates, but you may prefer Skype for video calls. 

6. Give Regular and Timely Feedback for Remedial Action  

Joining a live chat customer service team is a learning process. This means at one point or 
another, you are going to have to correct agent mistakes to help them grow and improve their 

customer service skills. As a manager, you have access to the number of live chats that each 

https://www.comm100.com/blog/audio-video-chat.html
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agent is handling, live chat transcripts, and can even watch live chats in progress as they are 

happening. Shoot an agent a friendly chat message should you notice anything out of line or 
that doesn't follow your company's best practices. 

When remedial action is necessary, it is important to tackle it right away, instead of waiting until 

the next day. This is because if you address a behavior right after it happens, it is a lot easier for 

agents to consider why the event panned out the way it did, and what they could have done 
differently. If you wait to bring the mistake up the next day - or worse, later in the week - they’ll 

be less likely to have a clear recollection of events and may even have forgotten the events in 

question entirely. Also, the faster you correct a mistake, the faster it stops being made. This 

keeps additional customers from being affected by the same issue involving the same 
representative. 

For these reasons, it is preferable to address mistakes quickly via live chat rather than email (a 

missed email could just sit in the inbox and go unnoticed for hours or even days). If your 

feedback is especially damning, mark a prompt video chat with your agent to help correct the 
action. 

Sometimes it isn’t possible for you to give an agent feedback immediately. That is why it is also 

important to provide your agents with regular, scheduled feedback sessions. Consider setting up 
a weekly or monthly video call with each employee to discuss progress, what is going well, and 

what can be improved.  

7. Provide Onboarding and Extended Training 

The purpose of onboarding training is to help agents develop the knowledge, skills, and 

behaviors that are necessary for them to succeed at their job. For a remote agent to be 
successful, it is important that they have access to this training, followed by extended training 

that lasts up until the point where agents have shown complete mastery of their field. 

According to a study by Raytheon and Training Industry Inc, Approximately 30% of leaders 

report a continuous onboarding program for entry-level employees lasting one month or longer.  
This sort of continuous training can help remote live chat agents guarantee the best possible 

customer experience and can also play an important role in whether new hires become invested 

in the company.  

https://cdns3.trainingindustry.com/media/16389331/onboarding_and_knowledge_transfer_report_v3.pdf
https://cdns3.trainingindustry.com/media/16389331/onboarding_and_knowledge_transfer_report_v3.pdf
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When implementing your own training program, try providing an initial onboarding training, 

followed by an extended training phase where check-ins, coaching, and quality assurance checks 
are more frequent, before your live chat agents "graduate" to a regular staff training program. 

8. Prompt Watercooler Moments through Agent to Agent Chat Feature  

Think back to the last time you were starting a new job. Chances are, you may have asked a 

colleague or two some questions regarding the position, the company’s computer system, or 

maybe some parts of company policy that you were still unclear on.  

However much a live chat agent may learn from training, the learning does not stop there. 

Agents continue to grow as they gain personal experience in the field as well as through 

conversations with their coworkers.  

Bouncing thoughts and questions off your coworkers may be trickier to do online, but that 
doesn’t make it impossible. Chatting technology can help take the place of watercooler 

conversations, and can help generate impromptu learning moments amongst employees.  

This is why it is important that you encourage your live chat agents to get to know their 

colleagues through the agent-to-agent chat feature. This is especially useful if your agents are all 
freelance workers operating from several remote locations, rather than in a single overseas 

office. Alternately, you can create a Slack channel just for chit chat, although the agent chat 

feature really minimizes the need for this resource.  

9. Include Your Remote Agents  

Part of having a successful remote live chat team involves making your remote agents feel like 
they are a part of the team. According to Mark Mortensen, an associate professor of 

Organizational Behavior at INSEAD, “We have a tendency to overcompensate and approach 

remote workers and virtual teams as these mythical beasts. But you shouldn’t think about them 
in a fundamentally different way. They are still people working in an organization to get stuff 

done. Treat them as such.”  

This means asking remote agents their feedback, acting on their feedback, and having practices 

such as group video training calls. When it comes to managing remote employees, sometimes 
you have to put extra work forward to make sure that everyone feels like a part of the team.  

If you’re doing a specific training session on a new feature with your in-office employees, as long 

as there’s not a time zone restraint, include your remote agents! This will help them feel 

https://hbr.org/2015/02/how-to-manage-remote-direct-reports
https://hbr.org/2015/02/how-to-manage-remote-direct-reports


 

 

 
37 

connected to the rest of the team, rather than isolated on their own. If you are limited by time 

zone differences, try taking some time at the beginning or end of your day to check in with your 
remote team, and include them in any updates.  

You can also try including your remote live chat agents in some virtual team-building exercises. 

One source discovered that 65% of remote employees report that they have never had a team 

building session. Some examples of these virtual team-building exercises include engaging your 
remote agents in online trivia, games, and/or fun email threads with icebreaker questions.  

10. Bridge Cultural Differences 

If your remote employees are in a different country to your customers, be aware that you 

probably need to address differences in culture with your agents, and come up with an effective 

solution on how to bridge these.  

Customer experience consultant, Micah Solomon, addresses this in a Forbes article: “Your best-

intentioned customer-facing employees can still create a poor impression with customers 

from a different part of the world due to cultural differences of which they're not aware. (The 

same may be true when they interact with a different subculture within their same country as 
well.)” This, he says, is due to the fact that culture is a series of assumptions, traditions, and 

values, which gives different people different lenses through which to view and interpret 

behavior.  

To bridge cultural differences most effectively, consider bringing culture experts onto your 
team, or becoming an expert yourself on the cultures that your live chat agents and customers 

are coming from. You can also review common mistakes made by your live chat agents, and use 

them as cultural learning opportunities for your team. 

If you are managing a remote team of agents who come from a culture where their first 

language is not your customers’ native language, be sure to check that their live chats are 

getting sent out with proper grammar, sentence structure, spelling, and word choice, so as not 

to confuse customers or detract from your company’s image or credibility. 

11. Motivate through Positivity  

Everyone needs a bit of positivity to shine. When managing remote employees, it is important to 

use positive, clear language in order to reinforce good behaviors. It is also important to use 

https://www.teambonding.com/5-team-bondingtips-for-remote-employees/
https://www.teambonding.com/5-team-bondingtips-for-remote-employees/
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constructive criticism rather than negative reactions to behaviors in order to guide your live chat 

agents towards growth, not repression.  

By being specific about what your live chat agents are doing well versus where they need to 

grow, your team will know how to differentiate which behaviors are worth repeating and which 

ones are in need of altering. For example, instead of saying, “Great job with that customer, 

Eric!” try saying, “Great job with that customer, Eric! You solved her issue the first time, and 
she left a great review about your patience and your helpfulness!” 

Positive reinforcement can help reduce employee turnover rate, boost dedication, and 

ultimately helps save your company money in the long run. For a job that is extra well done, 

consider sending your remote live chat agent rewards. Sending an employee a gift card or a gift 
basket in the mail when they have given a truly exceptional service could help soften the 

distance between you and your employee, and will be a great incentive for them to keep doing 

what they are doing. 

 

“The conventional definition of management is getting work done through people, 

but real management is developing people through work.” – Agha Hasan Abedi  

Like any long distance relationship, a long distance relationship with your live chat agents requires 

dedication, patience, communication, and a bit of fun. By following the remote management practices 
laid out in this chapter, you will be able to help your live chat agents shine, your company flourish, and 

your customers walk away satisfied, regardless of the physical distance.  
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Do You Have an Effective Live Chat Onboarding 
Program? Here’s Why and How You Should Get One 
 

Once you have interviewed and selected the newest members of your live chat dream team, it’s time to 
begin integrating them into their positions as live chat agents. You know that these people have the 

right skills to serve your customers and go far within your company - now what tools are you going to 

offer to help them reach their full potential? 

If you answered, “I’m going to create and implement an employee onboarding program,” 

congratulations, you’ve come to the right place! We’re going to give you some tips on how to do just 

that. If you aren’t quite familiar with new hire onboarding, don’t worry. This chapter will cover 

everything you need to know about why and how to set up your very own customer service onboarding 
process. 

What Is Agent Onboarding? 
You may have heard of customer onboarding - a term which refers to the overall journey that a 

customer takes before, during, and after they purchase your product. This journey includes several 
milestones, such as: 

• When a visitor is targeted as a lead 

• When a customer makes a purchase 

• When a customer starts to reap the value of your product 

• When the customer becomes loyal to your company 

Customer onboarding prevents customers from ditching their purchase, and/or bringing their business 
somewhere else. It is meant to guide the customer experience towards satisfaction, and remedy any 

speed bumps your customers may encounter.  

Similarly, agent onboarding functions to help your new hires become satisfied, contributing members of 

your customer service team as quickly as possible. It aims to keep your new hires invested in the 
company, and provide them with valuable resources to help maximize their effectiveness. 
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Employee onboarding is a comprehensive, ongoing process involving both management and new hires 

that can last anywhere from three months to a year. During this process, your live chat agents will learn 
the following:  

• What they can expect from your company 

• What the company expects from them 

• What resources are available to them 

• How management will support them 

Effective agent onboarding accompanies new live chat agents from the interview stage, all the way up 

until they have reached their full productivity, and are experts in the company process and product. 

What Are the Benefits of Installing a Live Chat Onboarding Program? 
Research shows that nearly one out of three new hires look for a new job within their first six months on 

the job. Among Millennials, that percentage is thought to be even higher. A recent Gallup report on the 

millennial generation reveals that 21 percent of millennials say they've changed jobs within the past 
year, which is more than three times the number of non-millennials who report the same.  

An effective live chat onboarding program will help your new hires become engaged with company 

culture, and reduce the risk of a quick turnover. A well-planned onboarding program will also reinforce 
your company’s commitment to helping employees grow, and foster a supportive relationship between 

new hires and management. The result is increased confidence and job satisfaction amongst live chat 

agents. 

Customer service onboarding programs also prevent your new hires from going out into the world of 
customer service unprepared. This can help prevent any major faux pas in your new hires’ first months, 

and helps ensure the that your customers receive superior service. An onboarding program can include 

KPIs that work well in conjunction with a typical probation period too - this allows you to establish clear 

expectations and goals. 

Live chat onboarding can even save your company money several ways:  

1. Subtly — With higher agent productivity 
2. Quantifiably — A low turnover rate saves you the cost of having to recruit, hire, and train new 

agents, should your agents quit. Also, in the U.S. and U.K., an estimated $37 billion is spent 

https://hbr.org/2015/03/technology-can-save-onboarding-from-itself
https://hbr.org/2015/03/technology-can-save-onboarding-from-itself
http://news.gallup.com/reports/189830/e.aspx?utm_source=gbj&utm_medium=copy&utm_campaign=20160512-gbj
http://news.gallup.com/reports/189830/e.aspx?utm_source=gbj&utm_medium=copy&utm_campaign=20160512-gbj
https://www.huffingtonpost.com/julie-kantor/high-turnover-costs-way-more-than-you-think_b_9197238.html
https://www.urbanbound.com/blog/onboarding-infographic-statistics
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annually to keep unproductive employees who don’t understand their job. Quality onboarding 
will help your company avoid this loss. 

Creating Your Own Live Chat Onboarding Program 
To create your own effective onboarding program, be sure to take the following steps: 

1. Plan Ahead 

Contrary to what you may have heard, onboarding doesn’t start on an employee’s first day. 

According to Erin Perry, Vice President of Global Solutions at Cielo, a successful onboarding 

program actually begins during the recruitment and hiring process.  

Your company can begin the onboarding process before a candidate even steps foot in your 
building by including ample information about the position requirements, your workplace, and 

your company culture in the “Careers” section on your website. Richard Jordan, a business 

coach who has been responsible for reshaping the recruiting and orientation process at a 

number of technology firms, is a fan of this technique. He says that onboarding “should begin at 
the first click of the mouse when someone first goes on the company's website, so by the time 

the person comes in for the interview, they already know quite a lot about the organization.”  

By planning ahead and making relevant information easily available to your candidates during 
the application process, you are more likely to attract live chat agents who are aligned with your 

company's goals and culture, and who are more likely to become highly productive employees. 

2. Prepare a Written Statement of Responsibilities 

By the time you begin the interview process, your candidates should have an idea of what will 

be expected of them in their new position. However, maybe your candidate doesn’t remember 
the information that they read on your site (after all, they might be applying to several jobs at 

once). Or maybe there was something about the list of job expectations that they didn’t quite 

understand. 

Writing out what is expected of your new hires as far as their responsibilities will help avoid any 
confusion about the roles and/or tasks that they are being assigned. This also gives new hires 

something that they can look back on once they are a part of the team, should any doubts arise. 

By having this information available during the interviewing process, you will be able to ensure 

that there is no misunderstanding about the position. If you give your candidate the written 

https://www.inc.com/guides/2010/04/building-an-onboarding-plan.html
https://www.inc.com/guides/2010/04/building-an-onboarding-plan.html
https://www.inc.com/guides/2010/04/building-an-onboarding-plan.html
https://www.inc.com/guides/2010/04/building-an-onboarding-plan.html
https://www.inc.com/guides/2010/04/building-an-onboarding-plan.html
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statement of responsibilities during the interview, make sure to give them another, or to check 

to make sure that they still have this written statement on their first day. If you don’t have the 
candidate’s responsibilities in writing at the time of the interview, make sure to work it in 

verbally. The candidate should fully understand and agree to the responsibilities that you have 

in store for them before coming aboard. 

A written statement of responsibilities should include how your new agents’ performance will 
be assessed, so that your new hires will have goals to work towards. This includes any key 

performance indicators (KPIs), and what the benchmark is within your organization. 

3. Keep Your Other Agents in the Loop 

Nobody likes to show up to the office on their first day feeling out of place, or unwelcome. 

Before your new hires come in, let your supervisors and current agents know that they are 
coming. By encouraging your current staff to give these new agents a warm welcome, they will 

begin to feel like an important part of the team - not an afterthought - from day one.  

Once your new hires come in, introduce them to their fellow live chat agents and their 

supervisors. Point out who they can go to for help, and ask these identified agents to lend a 
hand when needed. Another great strategy is to introduce your new hires to other relevant 

teams that they may need to interact with. Establishing these relationships outside of the 

immediate team is vital, both from an everyday working point of view and also in the sense that 

it’s great for encouraging a culture that’s not isolated. 

4. Make the First Day Count 

By the time your new hires come in for their first day, several workplace elements should have 

already been taken care of. Here are some of the things that you should take care of before your 

new hires’ first day: 

• Plan where your new hires will be seated; clear and set aside their desk. A new hire who 

comes in without a desk ready for them will feel like an afterthought, and may feel 
uncomfortable as a result. 

• Make sure that desks, seats, and monitors are appropriately sanitized and set up - this is 

important from a health and safety perspective. 
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• Set up their computer, login information, email, and live chat systems before they walk 

in. This will save your new hires from having to wait around on the first day while 

someone from the tech department fiddles with the machinery. 

• Set up video chat and/or phone systems if necessary. 

Once your new hires arrive, it’s time to make their first day count. Here are some of the basics 

that you should take care of and/or introduce your live chat agents to on day one: 

• Fill out any first day paperwork such as payroll, etc. 

• Take new hires on a tour of the building (show them where bathrooms are, the break 

room, the cafeteria, etc.). Clear up any parking doubts, explain how breaks work, and 
give any other relevant information. 

• Give new hires a training schedule showing how the next few weeks will work, especially 

if you’re planning classroom training, so they know what to expect (or, just tell them 

how the next few weeks will work). 

• Touch upon live chat customer service basics and provide resources to further this 

knowledge. 

• Provide resources to help develop product and business knowledge.  

• Introduce new agents to the system, and start teaching them how to use it. 

• Introduce new hires to their fellow agents, supervisors, and other personnel.  

Taking care of these elements will make for a productive, successful first day, and will get your 

new hires started on the right track. 

5. Use a Buddy System 

Two heads are better than one… especially when you’re getting ready to turn a new hire loose 
on your customers. Choose a responsible agent to buddy each new hire with, and seat your new 

hire next to him or her. Assign them with the task of assisting with orientation or acclimation. 

This may initially involve your new hires shadowing your seasoned agents, and eventually will 

lead to the experienced agents watching while the new hires try the system out for themselves. 
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Make sure that the experienced agents that you are choosing for this buddy system are good 

role models for your new hires. Ideally, these agents should be people who is positive, helpful, 
and attentive.  

Using a buddy system also initiates the socialization process, and helps your new hires become 

comfortable with someone on the team, who they can reach out to in the future. 

6. Involve Supervisors and Management 

An important part of new hire onboarding is involving supervisors and management in the 
process. This is essential, especially in the early days of onboarding, and sets the tone for a 

positive, present relationship with management. 

If you are going to be on vacation, on a business trip or immersed in meetings, then it is not a 

good day to have new hires come in. Make sure that your new agents’ first day is a day when 
you can be there for them, to offer any support they might need, and establish your presence. 

As John Sullivan, professor of management at San Francisco State University, puts it: “The worst 

thing you can do is have new hires show up when their immediate supervisor isn't there for 

three or four days. It's like getting married and not having your spouse on your honeymoon.” 

By being present and giving constant, caring input, you can show your new hires that they are 

valued and that their work is appreciated.  

7. Always Give Feedback 

Part of the importance of involving supervisors and management in the customer service 

onboarding process is the need to give your new live chat agents feedback. 

From their first day on the job, you want your new hires to become used to receiving feedback. 

Correcting mistakes in real-time is vital to preventing any slips in customer service quality. It is 

also necessary so that your agents can learn the right way to do certain processes from the get-
go, and not need additional correction down the line. 

Normalizing feedback is also essential so that your new agents don’t feel personally attacked by, 

averse to, or above any constructive criticism that you need to give them in the future. 
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8. Encourage Socialization During Breaks and Lunch  

Socialization is an important part of helping a new hire feel acclimated with the team. In fact, 

studies show that the secret to happy, engaged, high-performing employees might be as simple 

as having close relationships with colleagues. According to a 2015 survey by Virgin Pulse, 40 
percent of respondents indicated their co-workers as the top reason they love their company. 

66 percent said these relationships positively impact their focus or productivity at work, and 55 

percent said that these relationships positively impact stress levels on the job.  

And the closer the relationships, the better. A study by Gallup shows that employees who have a 

best friend at work are seven times more likely to be engaged than their less socially-connected 

counterparts, and are thriving in their careers nearly 50 percent more. 

Part of your onboarding process should be helping your new hires begin to invest socially in your 
company. You can start this process during your new employees’ first few days, by encouraging 

the other agents to create a friendly environment for new hires. 

Encourage seasoned agents to invite new agents to sit with them at lunch, or to chat with them 

during a break. Consider going the extra mile, and having a team lunch to welcome them. Also, 
consider meeting up with your team for dinner and drinks outside the office, to show the 

importance of social connection in and out of the work atmosphere. 

These steps will help your new hires feel more at ease, and will give them more people to turn 

to should they need help with a live chat situation. 

9. Use Games Smartly 

During the onboarding process, games can have many functions. They can help new hires learn 

the names of their co-workers, and become more comfortable socializing and interacting with 

them. They also make the onboarding process less dry, and more entertaining for everyone. 

Try spicing up your onboarding process with selective games, friendly competition, and a reward 

system to help your new hires get in the swing of things. Alternately, you can even try 

presenting the entire onboarding process as a game. Consider having certain goals that your 

new hires need to reach in order to “level up,” Once they reach these goals, you may want to 
offer a reward, or verbal congratulations and/or acknowledgement.  

This will help your new hires get in sync with your team faster, and will also show them that you 

have a professional but playful company culture. 

http://connect.virginpulse.com/files/Survey_LaborofLove.pdf
http://connect.virginpulse.com/files/Survey_LaborofLove.pdf
http://news.gallup.com/businessjournal/139373/business-case-wellbeing.aspx
http://news.gallup.com/businessjournal/139373/business-case-wellbeing.aspx
http://news.gallup.com/businessjournal/139373/business-case-wellbeing.aspx
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10. Personalize Your Onboarding Process 

Different people respond best to different management techniques. As you embark on your 

employee onboarding journey, ask your new hires questions that will help you tailor the 

onboarding process to fit their individual personalities and needs. Questions that you might 
want to ask include the following: 

• What is important to you? What are your own personal goals that you want to achieve 

during the onboarding process? 

• What sort of management style do you personally prefer? 

• How do you like to receive your feedback? A) Gentle: I just need a light nudge in the 

right direction - give me your feedback, but consider how it will affect me. B.) 

Moderate: I like professional, straightforward feedback, that sends the message that it 

needs to. Just try not to go too hard on me. C.) Harsh: Criticism makes me stronger. I 
respect brutal honesty and I can take anything. 

By asking these questions, your new live chat agents will know that you care about them, and 

will be more motivated to succeed as a result. You may also want to tell your new hires a bit 

about yourself and your leadership style, so that they know what to expect from management 
as well. 

To further acquaint yourself with your new hires, consider having them complete a learning 

styles test such as Honey and Mumford’s Learning Styles Questionnaire. This helps you 

understand how your agents learn best so that you can adapt training accordingly. Based on 
these test results, you can provide activities that your new hires can learn most easily from, or 

activities of a different type to challenge them. 

11. Check the Metrics 

Before new hires begin live chatting with customers, be sure to put them through a degree of 

testing first to ensure that they can handle queries appropriately. One way to do this is with a 
customer service training course and certification. Live Chat 100 offers this resource for your 

team to use for free. 

Once your new agents are ready to interact with customers on their own, you are going to need 
to implement quality control by periodically reviewing their live chats. You can view live chat 

transcripts live as they are happening, or go over each new agent’s live chat history. This is 

https://www.livechat100.com/course/live-chat-customer-service-training-course-essentials
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necessary to ensure that your customers are getting the best experience that they can, and that 

any mishap is corrected immediately before it becomes habit.  

It is also important that you check agent metrics to measure productivity. Are your new hires 

where they should be at this point in the onboarding process? If not, why is that? Is there 

something that needs to be addressed with a specific new hire? Or is it a matter of unrealistic 

goals that require a bit of reevaluation on your end? 

12. Get Feedback 

To know whether your customer service onboarding program works, you need to get feedback 

from your team. Ask your current agents how the onboarding process worked for them, and 

how it can be improved. Pick their brains for any creative new onboarding ideas.  

You should also ask for and consider onboarding feedback from your new hires. Ask them how 
their process of getting settled into the company is going. Is there anything they are missing? Do 

they have all of the necessary tools to succeed? How engaged do they feel? How important do 

they feel to your company? During what steps of the process could your company improve? 

Be sure to ask for feedback at each stage of onboarding to make sure that everything is going 
smoothly. Some teams take up a 90-day onboarding plan, where every 30 days the goal shifts, 

and the bar is raised. Surveys show that it takes eight months on average for a newly hired 

employee to reach full productivity — you want to make sure that you are reaching out to your 

agents regularly to help them reach full productivity as soon and as smoothly as possible. 

 

As Erin Perry, Vice President of Global Solutions at Cielo, wisely puts it: 'Your employees are going to get 

orientated whether you plan for it or not. But if you do plan it, it's a lot more likely to be successful." 

By creating a prepared, well-crafted agent onboarding program, your customers, new hires, and your 

team will all feel the effect: right now, months, and even years down the line. 

 

 

  

http://hriq.allied.com/pdfs/AlliedWorkforceMobilitySurvey.pdf
http://hriq.allied.com/pdfs/AlliedWorkforceMobilitySurvey.pdf
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Winning Live Chat Training for Your Customer 
Service Team 
 

So you’ve decided to move your customer service team into the 21st century, getting them ready to chat 
for the first time. Congratulations! 

Luckily, implementing a live chat system on your website is often pretty simple. 

But what do you need to do to prepare your agents to use the system? 

You could simply give technical training on the new system, then let your agents loose. 

This could mean, though, that agents aren’t prepared enough to adapt their existing customer service 

knowledge to the live chat system – which could cause negative encounters with customers through 

misinterpreted comments, slow chats, or grammar gaffes.  

Because of this, it’s important to back up systems training with training focused on the customer 

experience of your live chat customers, helping your agents to understand the service impacts of your 

new channel. 

So if you haven’t yet thought about giving your agents more than just straightforward systems training, 
here are five things to consider when giving effective chat support training to your team. 

1. Words, Tone & Body Language 
Professional customer service agents understand that all face to face communication is made up 

of three different elements: Words, tone, and body language. 

Telephone communication can be tricky since agents can’t rely on assessing a customer’s body 

language to get more insight into what they’re thinking and feeling. 

Extra attention needs to be paid to words spoken, and the tone they’re spoken in, to accurately 
‘read’ a customer. And when communicating back to customers, words and tone need to be 

delivered and moderated carefully in order to communicate in a clear way. 
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Live chat presents extra challenges. Without being able to hear a customer speaking or see their 

body language, how can you read the subtleties of their communication to truly understand the 
meaning of what they’re saying? And how can you demonstrate listening, friendliness or build 

rapport by simply exchanging typed messages? 

Well, attention to wording here becomes absolutely crucial in allowing you to do all of this. 

Agents need to step up their communication a notch to consider sentence structure, word 
choice, and conversation flow in building and assessing the intent of a communication. 

 

2. Live Chat School 
If you’ve ever been on any formal, ‘classroom-based’ training session, you’ll know that the most 

important part of learning is actually applying the knowledge you’ve learned in the workplace. 

Indeed, one of the most highly-regarded training models there is states that as much as 70% of 

learning occurs through hands-on, on the job work, not through structured training sessions. 

That’s not to say there isn’t a place for formal training sessions – just that the most effective 

adoption of live chat expertise comes through checking and facilitating learning while your 

agents are using the software. Building in an extended training period after initial live chat 

training is a great way to give your agents the space to experiment in their approach until they 
are handling the software like experts. 

 

Top Tip: Hold a short training session introducing the Mehrabian communication model and 

asking your agents to consider the impacts of not having tone or body language to help 

them communicate. Questions to ask include: What problems could arise through relying on 
just words to communicate with? How could miscommunication occur? How could this be 

prevented? 

Top Tip: Introduce ‘Live Chat School’ after initial live chat training by setting standards for 

your team to attain, and assessing them throughout the extended training period. Once 

they hit targets for customer satisfaction, chat length, and/or utilization, ‘graduate’ them to 
your regular quality assurance program. 

https://trainingindustry.com/wiki/the-702010-model-for-learning-and-development
https://trainingindustry.com/wiki/the-702010-model-for-learning-and-development
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3. Spelling and Grammar 
When you hired your telephone based agents, it’s unlikely that you paid much attention to their 
writing, spelling and grammar skills. 

You may have held mock customer interactions with them, listening to how they sound on the 

telephone, their ability to reassure and assure customers through careful vocal communication. 

Live chat doesn’t make these skills redundant. However, it does require agents to brush up on 
their writing skills. Agents with sloppy writing or bad grammar reflect badly on your company, 

causing customers to question the abilities and professionalism of your staff. 

 

4. Live Chat Scripts 
Most telephone-based agents will have a set of standard scripts they use in conversations, for 

example, their greeting and closing messages to customers. 

Live Chat as a system is unique in that any of these scripts can be added into the agent console, 

saving them time in their interactions. 

Live chat scripts can also be used to speed up interactions and improve quality outside of these 

standard scenarios – for example, by adding scripts to discuss product features without missing 
any key details, or for giving complete instructions on how to reset a password. 

It’s important for you to acknowledge how important scripts can be in increasing quality and 

saving time, and give your agents the chance to think creatively about how they can develop 
scripts that work well for them. 

Top Tip: Hold a ‘Grammar Police’ themed quiz, testing agents on common grammatical 

mistakes and giving a prize to the top ‘Grammar Cop’. Back this up by ensuring that agents 
have access to a style guide which sets the standard for correct spelling, capitalization, 

punctuation and sentence structure. 
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5. In the Live Chat Customer’s Shoes 
In their telephone based work, your agents will already be pretty clear on the factors of their 
service which impact the customer experience. Wait times, clarity of communication and 

transfers between departments are prime examples of situations which can destroy the 

customer experience if handled badly – or enhance the customer experience, if done really well. 

Live chat software presents extra situations which can add to, or damage the experience of your 
customers. The time taken to respond to a message, the use of canned responses, and the 

ability to share screens can all add new dimensions to the customer experience that your agents 

probably haven’t considered. 

 

  

Top Tip: Hold a scripting workshop for your agents. Examine what scripts are already used, 

what scenarios new scripts could be written for, and the advantages of these. Make sure to 

discuss potential time savings and the reduction in needing to repetitively type out the same 
statements for different customers. You can also use some live chat script examples to 

prompt discussion – see our eBook for ready to use examples. 

Top Tip: Hold an ‘In their shoes’ training session. Split your agents into two groups and ask 
them to take the viewpoint of one of your customers. Ask one group to imagine and script 

the best possible customer experience that could be had while using live chat for a range of 

real-life scenarios. Ask the other group to script the worst experience which could be had. 

Once done, ask them to share and question them on their decisions: what impact do certain 
agent actions have on live chat? Why do these actions occur -through accident, or intent? 

How can they be mitigated against (if bad) or adopted (if good)? 

https://www.comm100.com/blog/canned-messages-best-practice.html
https://www.comm100.com/blog/warning-signs-customer-service-sucks.html
https://www.comm100.com/blog/warning-signs-customer-service-sucks.html
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Do Your Live Chat Agents Measure Up? The 9 Best 
Key Performance Indicators and How to Use Them 
 

Key performance indicators, or KPIs, are performance measurements that show how effectively a 
company is achieving its goals. Key performance indicators can be used to measure the success of a 

company’s customer service strategy, the quality and effectiveness of its support, how well its agents 

are performing, and more.  

Measuring KPIs is like taking your car to the mechanic. Sometimes you do it to diagnose a specific 

problem; other times you do it to make sure that everything is running smoothly and see what could be 

improved. As a manager, it is your responsibility to assess your company’s KPIs and use your findings to 

make any appropriate adjustments to your live chat team. But with so many performance indicators to 
consider, how do you know where to begin?  

Read on to learn which must-watch KPIs will be most useful to the development of your live chat team, 

and how to incorporate them into an ongoing performance plan that will ensure the optimization of 

your live chat experience. 

1. Number of Chats  
Here’s some good news: calculating the number of chats that your department has received is 

pretty straight forward, and it can tell you a lot. Here are some things to look for when studying 

this metric: 

• How many chats are agents accepting as opposed to rejecting or passing off to other 

agents? Consider what the numbers reveal about agent work ethic and performance.  

• Is your live chat count lower or higher than what your company is aiming for? Ask 

yourself what changes could be made to your live chat experience to make your 

numbers go up or down. It is important to consider how visual elements such as the 

visibility and placement of the live chat button may impact how many chats your 

company is receiving. You may also want to consider any changes in marketing that 
might be needed to generate more traffic to your website. If you want more customer 

engagement, consider switching to a proactive live chat strategy. 

https://www.comm100.com/livechat/features/proactive-chat-invitation.aspx
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• What is your number of missed chats? This number can show you whether your 

department is adequately staffed during peak busy times. If not, consider taking on 

more agents, seasonal hires, or just shifting the schedule to have more agents available 

when your team is busiest. A high number of missed chats may also indicate that you 
need to check your average handle time (more on this metric later) to make sure that 

your agents aren’t spending too much time on each chat. 

• What is your number of offline chats? If there are any times where you are receiving a 

lot of offline messages or chat requests, consider adding to or shifting your operating 

hours to accommodate this.  

You can analyze this metric by viewing your chat volume report.  

2. Agent Utilization Rate 
The best measure of how work time is being used is agent utilization rate. This key performance 

indicator reveals the percentage of time that agents are spending in live chats, wrap-up, and 
other productive functions, as opposed to in “away” mode or offline.  

Agent utilization rate can be measured as follows: 

Agent utilization rate= Amount of live chats per month x Average Handle Time / Hours worked 

in a month x 60 minutes 

Typically, a 50% to 60% benchmark is good to aim for. A utilization rate that is too low might be 

indicative of problems like overstaffing and poor agent training. Similarly, a utilization rate that 

is too high may result in rushed chats, mistakes in documentation during wrap-up, negative 

customer feedback, and agents who are stressed out. 

Consider investigating the following when studying this metric: 

• What is your agent’s occupancy as opposed to their utilization? Occupancy is the 

percentage of time an agent spends logged into the system and ready for or engaged in 

live chat. Utilization is the percentage of occupancy that agents spend actually busy—

either in a live chat or doing post-chat wrap-up work. This differentiation will help you 
identify dips in live chat volume and problems with over staffing. 

https://www.comm100.com/livechat/features/reports.aspx#volume
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• Does your agents' log-in time correspond with the number of hours they have 

worked? By checking both your remote and in-house agents’ log-in times, you can 

ensure that you have agents logged in and available when their schedules say that 

they’re supposed to be. Noting any divergences can also be telling of agents’ work ethic 
(such as when an agent clocks in but wait to log into the system) and their level of 

commitment to the team. By making sure that agents are clocking in and logging in on 

time, you can also identify any potential need for a schedule rearrangement (such as if 

an agent always logs in late because he or she doesn’t have enough time to make it 
from a class to the office before his or her shift starts). 

• How much time are your agents spending in “away” mode? The percentage of time 

that your agents are making themselves unavailable can speak for their work ethic, and 

can also identify a lack of team morale. 

• How many chats are your agents handling at once? Check how many chats your agents 

are handling simultaneously and if that amount is impacting their performance. This 

number can reflect an agent's experience, knowledge of company policy, and 
efficiency—but only so long as the content of their chats is quality. Investigating this 

will help you identify any training deficiencies among agents who are handling a low 

number of chats, and can also help you identify problems with understaffing if agents 

are handling too many chats.  

You can check out this metric in the agent workload report. 

3. How Long Visitors Are Waiting in the Queue  
Wait time has a huge impact on customer satisfaction. How long visitors are waiting in the 
queue is an important metric that is available to managers in the wait time report. The wait time 

report shows details on visitors’ average and longest wait times within a specific time range. 

Another valuable report, the queue report, shows the number of visitors who waited in the 

queue, abandoned the queue, switched to message, or were refused by agents within a specific 
time range.  

You can compare data from the wait time and queue reports to see how wait time affects 

visitors’ actions when they are waiting in the queue. If the wait is long and abandonment is high, 

this can be a sign that you need to take on more agents or increase the maximum chat 
allowance per agent. If the wait time and/or abandonment rate is high during specific times of 

https://www.comm100.com/livechat/features/reports.aspx#workload
https://www.comm100.com/livechat/features/reports.aspx#wait
https://www.comm100.com/livechat/features/reports.aspx#queue
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the day, consider having more agents work during the busiest hours. If the queue time 

fluctuates heavily with the seasons, consider taking on seasonal agents to help you tackle the 
holiday website traffic. 

4. Average Handle Time  
Average handle time, or AHT, is a classic measure for evaluating agent performance and refers 

to how long each agent spends on a chat on average. By measuring your agents' average handle 
time, you can help enforce a speedy, concise resolution of customers' issues.  

The average handle time can be measured as follows:  

AHT= Total Chat Time + Total Wrap-Up Time / Number of Live Chats Handled 

In order to balance customer satisfaction and a speedy resolution, you may want to try aiming 
for an average handle time of 14 or 15 minutes. Keep in mind however, that average handle 

time varies greatly by industry and by types of queries handled. We have seen some companies 

work with an ideal AHT of as low as 4 minutes, and others who aim for 20!  

A low average handle time might indicate that an agent has the skill, efficiency, and knowledge 
needed to help his or her customers fast. At the same time, it might also indicate that an agent 

is rushing through chats, and is not fully solving his or her customers' issues. Meanwhile, a high 

average handle time might indicate that an agent needs additional training to be able to solve 
issues more effectively. However, it might also show that an agent is taking on complex 

customer issues and that he or she is dedicated to solving these issues the first time, no matter 

how long it takes.  

Here are some additional things to consider when measuring your average handle time: 

• Are you putting speed first? Speed isn’t everything. If your live chat agents are rushing 

through live chat conversations simply to get customers in and out, then their needs 
are going to be in direct opposition to the customers’ needs. While this metric has its 

uses, it is important to never drive agents to value speed over issue resolution.  

• Are your agents’ chats simple or complicated? Another problem with the average 

handle time metric is that it does not differentiate between complex, involved cases, 

and simple ones. This means that it is important for you to use this metric in 
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conjunction with an investigation into live chat transcripts, or other metrics that 

measure the quality of an agent’s live chat abilities. 

• Are your agents taking advantage of all of the live chat tools that are available to 

them? Maybe your agents’ average handle time is higher than you would hope, but 
they are doing a great job at taking care of customer inquiries and issues. If so, ensure 

that your agents are properly trained in areas such as how to use live chat shortcuts, 

canned messages, etc. to save time.  

You can check this metric in the agent efficiency and the agent performance reports.   

5. First Contact Resolution  
First contact resolution, or FCR, indicates whether a customers’ issue has been resolved during 

their first contact with your company. In other words, this metric measures what percent of the 
time your agents are solving customer’s issues in a single live chat session.  

Increasingly, FCR is being recognized as the number one of the most (if not the most) important 

metrics to watch in customer service. According to TELUS International, a study conducted by 

Customer Relationship Metrics found that “CSAT (customer satisfaction) ratings will be 35%-45% 
lower when a second call is made for the same issue.” This shows just how important first 

contact resolution is to customer satisfaction. 

Making first contact resolution a priority, not an option, can be extremely effective in avoiding 

repeat contacts and reducing queue wait times. Encouraging agents to prioritize this metric also 
helps increase customer satisfaction, and reduce the amount of effort that customers have to 

put forward to find a solution.  

First contact resolution can be tricky to calculate. If the issue is resolved as a transfer, does it still 

count as first contact resolution? The consensus is generally no. What if an agent marks a 
customer issue as resolved the first time, but the customer disagrees? Again, no; but this 

discrepancy can make first contact resolution hard to measure precisely.  

In the end, the customer is the ultimate expert on him or herself. One way to measure FCR 
effectively is to ask customers in the post-chat survey if their issue was resolved the first time. If 

you are relying on the agent checking a box in wrap-up mode that indicates whether the issue 

https://www.comm100.com/livechat/features/reports.aspx#efficiency
https://www.comm100.com/livechat/features/reports.aspx#performance
https://www.telusinternational.com/articles/first-call-resolution-difficult-to-measure-dangerous-to-ignore/
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was solved the first time, you will need to conduct periodic audits to make sure that agents are 

marking accurately.  

6. Invitation Acceptance Rate  
If your company uses a proactive live chat strategy, then the invitation acceptance rate metric 

will show you how well that strategy is working.   

You can measure your invitation acceptance rate with two different reports: the auto-invitation 
report and the manual invitation report. The auto invitation report reveals the number of 

invitations triggered by predefined rules as well as the invitation acceptance rate within a 

certain time period. The manual invitation report reveals the number of invitations sent 

manually by agents as well as the invitation acceptance rate for any given time period.  

Consider the following when analyzing this metric: 

• Are enough customers responding to your automated or manual chat invitation in 

general? If your numbers are low, consider whether you are targeting the right 

customers and whether your default chat messages greeting is enough to get your 

website visitors to interact with you. You may also want to consider whether your 
proactive chat invitation is visible enough and well-designed. 

• What does your chat source report tell you? The chat source report shows how many 

of each type of chat has been accepted, and can help you gain insight on the 

effectiveness of your proactive chat strategy. Consider whether your manual or your 

automated chat invitations are more effective, and what you can learn from each to 

more effectively target the right customers at the right time.  

7. Sales Conversion Rates  
Are you using live chat as a lead generation tool? If so, it’s good to be able to track whether your 

company and agents’ efforts are working. This number is very much influenced by your 
automated and manual invitation acceptance rates. 

Every company’s sales rate goal is going to be different, depending on the intensity of their 

proactive chat strategy. A low sales rate could mean that agents need additional training in good 

https://www.comm100.com/livechat/features/reports.aspx#auto
https://www.comm100.com/livechat/features/reports.aspx#auto
https://www.comm100.com/livechat/features/reports.aspx#manual
https://www.comm100.com/blog/live-chat-lead-generation.html
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sales and upselling practices. It could also reveal a need to revise and rework your automated 

and manual proactive chat invitation strategy for maximized sales capacity. 

8. Visitor Logs and Wrap-Up Notes  
Visitor logs and wrap-up notes are important for categorizing your chats, and for adding any 

important details to customers’ cases. Agents whose visitor logs and/or wrap-up notes are left 

incomplete, mismarked, or excluded could cause problems in the future with customers who 
need to make a repeat contact.   

Consider the following when studying visitor logs and wrap-up notes: 

• Are your agents adding the appropriate notes and wrap-up to the chats? Perform an 

audit to ensure that your agents are marking their live chat messages appropriately, 

and not marking a junk message as an inquiry just to leave it open for 15 minutes.  

• Are your agents remembering to wrap-up every time? Wrap-up notes help you better 

categorize and manage your company’s live chats. This information makes it easier for 
you to identify any repeat issues or frequent problems with products or processes. 

Therefore, it is important that your agents always wrap-up a chat once it has been 

completed. 

• What can you learn from your wrap-up composition? What is your percentage of 

complaints as opposed to inquiries or suggestions? This information can help you see 

what area needs the most improvement. 

You can analyze this information with the wrap-up report. 

9. Customer Satisfaction Scores  
Customer satisfaction is a metric that is vital to determining the success of your live chat team 
and the quality of company procedures, policies, and products.  

Customer satisfaction can be measured several ways. Some options include the following: 

• Net promoter score (an index that measures a customer’s willingness to recommend 

the company’s products and services to others),  

https://www.comm100.com/livechat/features/reports.aspx#wrapup
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• Customer effort score (a score built by a single question survey that asks if the 

company made it easy for the customer to handle his or her issue), 

• Loyalty measurements (whether customers have remained loyal to your brand or are 

starting to shop with the competition) 

• Customer satisfaction surveys (surveys about the customer experience delivered via 

post-chat pop-up, email, customer interviews, focus groups, and more) 

One of the most comprehensive of these measures is the post-chat customer satisfaction 
survey. By having your agents encourage customers to take the customer satisfaction survey, 

you will receive a more consistent, accurate spectrum of feedback. This is because if your agents 

do not encourage customers to take the survey, it is possible that only customers who had an 

especially great experience or an especially awful experience will fill it out. This results in data 
that is not quite reflective of the customer service experience as a whole.  

You can access the customer satisfaction survey results under the post-chat survey report. To 

ensure that you maximize the amount of customers who are taking your post-chat survey, try 

keeping the survey short and sweet. If you aren’t receiving enough customer feedback, click 
here to learn more about agents can promote the customer satisfaction survey.  

How to Use Your KPIs as Part of an Ongoing Performance Plan 

1. Set Clear Expectations  

In order for your KPIs to work as they should, your agents must first know what is expected of 

them. As much as you might love all of your metrics equally, don't try to give them all equal 

emphasis. Instead, think about what customer service values are most significant to your 

company and how to go about attaining them. This way you can establish which metrics—such 
as first contact resolution and customer satisfaction—should be emphasized as your top 

priorities.  

Once you have identified your top priorities, make sure that you are setting expectations that 

aren't in direct opposition to one other. For example, telling agents to prioritize both quality and 
speed might make striking a balance tricky for them—what’s success on one measure is bad 

performance on another. This can result in role ambiguity, which can be stress-inducing 

(unreasonable expectations typically are!) and detrimental to staff.  

https://www.comm100.com/livechat/features/reports.aspx#postchat
https://www.comm100.com/blog/promote-customer-satisfaction-survey.html
https://www.comm100.com/blog/promote-customer-satisfaction-survey.html
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You should also remember to make sure that the information and benchmarks that you give 

your agents for each measure are as clear and specific as they can be. For example, instead of 
telling agents to keep their average handle time "low," tell them to keep it under fifteen minutes 

or less (or whatever number is your company's standard). One agent's definition of "low" may 

be different from yours, and it's best to keep things as clear as possible up front if you want your 

company's standards to be met.  

2. Assess KPIs Throughout the Review Cycle, Not Just at the End  

To truly meet the goals that your company has set for your KPIs, it is important that you assess 

your key performance indicators throughout the review cycle, and not just at the end. This is 

because sometimes your agents are not thinking about what metrics they are hitting or 

missing—they’re just thinking about getting through the day.  

Checking your KPIs periodically will help you know where you stand as far as which areas your 

agents need to work on. With this knowledge, you will be able to remind your team of the goal 

as appropriate.   

3. Catch Performance Slips Right Away  

By reviewing your KPIs, you will be able to detect and correct performance slips right away. You 
can best catch performance slips by using the live chat reports and tools that are available for 

management.  

One key auditing feature that managers have access to is live chat transcripts. By appearing 

offline and reading agent transcripts live (or right after they happen), you can track metrics such 
as first contact resolution rate, customer satisfaction rate, and whether average handle time is 

being achieved at a running pace or with quality insurance in mind. 

By being attentive, you can notice any slips in the quality of agent performance and address 
them right away, so that customers are not affected in the future. This helps agents learn and 

grow by avoiding bad behavior.  

4. Set Goals Going Forward  

Moving forward, it is important to set goals according to your KPI findings. Consider the 

following questions when deciding on your next steps: 

• What metrics do you want to improve by your next review cycle? 

https://www.comm100.com/livechat/features/reports.aspx#by
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• What changes need to be made to improve any of these metrics?  

• Is any additional training required? If so, what sort of training, and for which agents? 

• How can you get all of your agents on board?  

  

By keeping track of your must-watch key performance indicators and adjusting accordingly, you will be 

able to provide a live chat experience that is easier, faster, and more satisfying for your customers, as 

well as more profitable for your business. 
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