
H U M A N  C A P I T A L  L A B  O R I G I N A L  R E S E A R C H

Bellevue University’s Human Capital LabSM worked with two global and widely successful 
industry leaders to create custom education programs that increase performance and 
competitive fitness. For the protection of rights and interests the companies will herein be 
referred to as ExCo and WyCo.  

Introduction 

The Human Capital Lab worked with ExCo and WyCo independently to create uniquely 
tailored education programs for call center operations. The management oriented courses 
were a result of extensive collaboration with company representatives, subject matter experts, 
and program design teams. Call centers are a major channel of communication and service 
for important customers all over the globe, and are thus vital to the quality and success of 
a company. The impact of call center operations permeates to other organizational entities 
such as human resources, customer retention, sales, and revenue. In an increasingly 
competitive and global arena companies constantly need to improve operations, keep up 
with technological advances, adjust to changing industries, and successfully manage a quality 
workforce. ExCo and WyCo acknowledged the importance of developing and maintaining 
a successful call center as the impetus to achieving business success. The companies 
collaborated with the Human Capital Lab in an effort to educate their employees, create 
opportunity, increase performance, and remain at the forefront of their respective industries.

Intervention
 
ExCo’s and WyCo’s employee education programs focus on call center management and are 
conducted entirely online, taking advantage of Bellevue University’s award-winning distance 
and adult learning programs. Employees unfamiliar with online learning must take the Online 
Student Success Program (OSSP), which informs students about what to expect in the online 
classroom, how to be successful, and how to actively communicate and network with other 
students. OSSP is unique to Bellevue University and contributes to the student’s success in 
online education.
  
ExCo offers full tuition assistance coverage for full time employees and WyCo offers up to 
$5,250 per year.  Participants must complete 12 3-credit hour bachelor’s level courses, each 
six weeks through the duration of the program. Upon completing the program, participants 
receive a certificate of completion and can continue with Bellevue University to earn a 
Bachelor of Science degree. The online format provides employees the flexibility to work on 
educational pursuits while continuing to work full time. Although the program duration is 
approximately two years, participants will find that their learning is immediately applicable 
to their jobs as measured using various performance indicators. Each cohort consists of 
employees from the same company, creating an environment that fosters collective learning, 
support, training, and improved job performance. In addition, the courses are applicable 
beyond the call center, eliminating reservations employees may have about opportunities to 
pursue other career paths within the company. The curriculum is set in the context of call 
center issues but in conjunction with workforce management concepts, basic operational 
principles, quality control, strategic planning, budgeting, customer service, and other highly 
transferrable subjects. 

Employer Value from Investing in 
Call Center Workforce Education



ExCo Impact Study
 
Method
 
ExCo’s objective for the call center program was to better equip its 
employees to respond to the daily activities and issues affecting the 
business. ExCo’s goal is to educate its employees and build a highly 
competent and knowledgeable workforce capable of taking on important 
internal leadership and management positions. The Human Capital Lab 
conducted an impact study using data collected in the first year of the 
program. The key performance indicators (KPIs) used in this study were 
retention, job mobility, annual performance appraisals, and customer 
service measures. The study included control variables such as tenure, 
location, and job title to isolate the effect of the program and improve 
confidence that results are attributable to program participation. 
 
Program participants were compared with non-participants using 
a matching technique that paired the two groups based on similar 
characteristics – further isolating the impact of the program. In addition, 
the study implemented the propensity score analysis to reduce selection 
bias. The study compared the two groups side by side based on job titles, 
position tenure, and company tenure and discovered that the average 
values for both groups were similar. Position tenure and company tenure 
are significant predictors of performance based on past research and are 
thus important control variables. The Human Capital Lab used the General 
Linear Model to analyze the relationships between the KPIs, the control 
variables, and the program variables. Statistical tests provided insight into 
the statistical significance between participant and non-participant results. 

Results
  
The customer service KPIs consisted of four measures: overall 
performance, ability to resolve an issue, upgrades per call, and adjusted 
calls per day. The analysis showed no statistical significance in the 
customer service KPIs. A likely explanation for the lack of change in these 
KPIs is that many participants held coordinator, senior representative, and 
supervisory positions, making customer service a smaller portion of their 
job duties.
  
Participants overall had better performance appraisals than non-
participants. The analysis indicated that participants were twice as likely 
than non-participants to achieve a higher performance rating. 
  
Participants had statistically significant results in the retention KPI.  The 
frequency of retention at the time of the study was 98% for participants 
versus 83% for non-participants. 
  
When comparing the KPI for total job movements, participants measured 
higher but the difference with non-participants was not statistically 
significant. When job movement was broken down and promotional 
movements were singled out, the results were statistically significant in 
favor of participants. 
 

WyCo Impact Study
 
Method
  
The objective for WyCo’s education program was to compare the 
performance of program participants to non-participants and assess the 
business impact. The study focused on comparing the characteristics 
of the average participant to the greater WyCo employee population. 
Demographics were important to understanding the challenges in 
attracting participants and for the purposes of matching participants with 
non-participants. Matching techniques, including propensity score analysis, 
increased the chance that the results of the study were exclusively a result 
of the program because non-participants were chosen based on their 
likelihood of being of participant. Upon establishing a control group, the 
study focused on two KPIs: retention and job mobility. 
   
The average program participant was seven years older and had 4.5 more 
years of tenure than the non-participant. Although indicative of the general 
population, participants were disproportionately more female than male 
at 71% and 29%, respectively. The percentage of white participants was 
higher than represented in the population at 71% versus 48%. Conversely, 
the percentage of black participants was 17% compared to a population of 
28% and the percentage of Hispanic participants was 12% compared to a 
population of 20%. 
  
The most frequent title held by participants was Call Center Team Leader at 
50% compared to only 3% in the larger population. Most of the remaining 
participants held other leader or trainer titles at a higher percentage 
than the population. Conversely, only 17% of program participants were 
Customer Service and Problem Resolution Representatives compared to 
66% in the population. 
  
In terms of participant location, about 28% of participants came from two 
locations that together represent less than 7% of the population. WyCo’s 
other locations saw similar discrepancies albeit to a lesser degree. 

Results
  
Statistical analysis showed that participants performed better than non-
participants in retention and job mobility; participants were 1.4 times 
more likely to experience job mobility and 1.2 times more likely to remain 
with WyCo. The company spends an estimated $5,500 per employee 
turnover, which translates into a savings of $71,500 per 100 participants 
with the improved retention rates. Both KPIs in the study were better for 
participants but only the retention KPI was statistically significant. The 
higher retention rates for participants are most likely due to effects of the 
program and not a random chance occurrence. 



Study Findings
 
Challenges
  
ExCo and WyCo face unique challenges in implementing and researching 
their education programs. WyCo faced unique demographic challenges 
that were more pronounced than ExCo yet represent common issues 
that need to be addressed when implementing company-wide programs. 
Questions as to why the program attracts employees from specific 
ethnic backgrounds, genders, age groups, and the like are important to 
understanding and improving program parameters. 
  
Any challenge ExCo and WyCo face in successfully implementing their 
education programs requires absolute dedication and active support by 
company leaders and executives. Each company will ideally have a project 
champion that is effective and passionate at leading the program forward 
with the encouragement of company executives. The programs require 
vision and strong leadership to generate and sustain the momentum that 
creates significant impact. 
  
An important challenge researchers in this study faced was the issue of 
data availability. Successfully capturing the full impact of the programs 
is contingent upon supportive data management. Companies need an 
efficient and effective process in place that helps collect, store, and 
use data. A team must be in place to understand why the data is being 
collected, what it will be used for, and how it is to be used. The Human 
Capital Lab acknowledges the importance of good and reliable data 
to successfully maintain a program and can work with companies to 
establish guidelines for functional data collection.   
  
Organizational culture is important in how it affects morale within each 
call center. Call center employees can feel isolated or underappreciated 
despite the integral role they play in the quality and success of the 
organization. Lack of attention or proper training contributes to low 
morale by increasing work complexity and inducing stress and frustration 
on the employee. A culture that promotes community, acknowledges 
good employees, and fosters growth have a better chance of encouraging 
participation in education programs because it gives employees a sense of 
support and a desire to stay with the company long-term. The organization 
needs to redirect its resources and attitude toward call centers as the 
gateway to their customers and to their success. 

Another challenge for ExCo’s and WyCo’s programs are a lack of 
promotional incentive to participate. If less-educated employees receive 
promotions over those participating in the programs, the company 
is devaluing their own program and the pursuit of education. A more 
pronounced emphasis on academic achievements for promotion will 
support a culture of excellence, empower employees to make better 
decisions, and help employees feel supported and valuable in the 
organization.
  
It is important to address fundamental call center challenges because of 
their impact to the business. For example, when call center employees 
do not feel involved and appreciated, or do not see a future for career 
progression, retention rates and business costs go up. The dissatisfaction 
of call center employees will be felt by customers and put the company 
at risk. Improved KPIs substantiate the effectiveness of academic 
opportunities supported by the organization. The call center investment is 
thus important to the business success of ExCo and WyCo and worth the 
long-term investment. 
 
Benefits
  
The benefits of the call center program are clearest in the KPI results. For 
ExCo, the benefits were seen in better performance, higher retention, and 
more promotions for program participants. For WyCo, the benefits were 
seen in higher retention rates and better job mobility. Improved retention 
was a recurring trend of better performance from participation. A major 
challenge facing call centers are the costs associated with high turnover 
thus making the implications for improved retention highly significant.
  
The Human Capital Lab conducted the studies for ExCo and WyCo with 
data collected at the onset of the programs. The results are indicative of 
the program as a tool to meet many of the abovementioned challenges 
to improve the success and impact on the organization. The education 
program is instrumental in helping employees feel a sense of career 
progression, empowerment to make good decisions, acknowledgement by 
the company, support by organizational leaders, and a sense of community 
with fellow participants. 
  
Another important program benefit is that it gives employees job training 
and academic support away from work time. Employees complete the 
program entirely on their own time and there are no interruptions and 
productivity risks in day-to-day operations. As Figure 1 illustrates, the 
program offers benefits that directly eliminate many challenges when 
supported by strong leadership and collaboration with the Human  
Capital Lab.  

Leadership
Figure 1. Leadership 
guides the transformation of 
challenges into benefits using 
the Human Capital Lab as a 
medium. 

Challenges: 
1. Turnover
2. Low morale
3. Inadequate training
4. Work complexities
5. Lack of motivation
6. Career progression
7. Lack of data guidelines

BeneFITs: 
1. Better retention
2. Acknowledgement,  
 community
3. External learning
4. Education
5. Promotional incentives
6. Opportunity
7. Data feasibility
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Lab



Supplemental Research Findings
  
The Human Capital Lab collaborated with other companies, including 
other departments within ExCo, to create additional customized 
education programs. A previous Human Capital Lab study compared 
participants to non-participants based on retail KPIs. At the individual 
and store level, participants had statistically significant results in three 
major sales KPIs. At the individual level, participants also averaged more 
promotional movements and more ratings in the highest performance 
categories. As a function of tuition dollars, the three major KPIs 
increased by about 9% for every thousand dollars spent. Across all 
KPIs, the participant group on average performed higher than the non-
participant group. A follow-up to this study showed similar instances 
of better performance for participants, namely in three major sales 
KPIs and in performance ratings. The monetary benefits of combining 
the three sales KPIs translated into a 280% return on tuition assistance 
investment per employee only one year into the program. 
  
The Human Capital Lab also conducted research exploring the value from 
investing in employee education during a four-year period. Researchers 
found better performance in participants of company funded education 
programs compared to non-participants. In general, educated employees 
outperform less educated employees regardless of where they obtained 
their degrees. The highest performing group, however, came to the 
company without a degree and enrolled in the tuition assistance program 
to attain an associate’s degree. Program participants had the best retention 
rates at about 94% and had about 17% more job mobility than employees 
who were hired with an associate’s degree. 
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Implications 

The impact studies conducted by the Human Capital Lab on ExCo’s and 
WyCo’s call center programs give insight into business success through 
investing in employee education. Previous impact studies for similar 
education programs consistently point to the benefits experienced 
by companies through improved retention rates, better performance 
appraisals, more promotional movements, and increase in sales. The 
studies for ExCo and WyCo confirm the benefits experienced in previous 
studies while presenting important challenges the companies faced during 
the implementation and measurement process. 
 
Leadership plays a vital role in the continued success of the education 
programs. Many of the differences researchers observed when working 
with the companies stemmed from executive involvement. Overall, ExCo 
experienced better participation rates and more demographic diversity as a 
result of the commitment and support of its leadership. WyCo experienced 
improvement in KPIs but has potential for more growth and participation. 
The Human Capital Lab can continue to work with the companies to 
strengthen the impact of the programs and realize that the benefits far 
outweigh the challenges if the commitment and resources are available. 
  
The results of the ExCo and WyCo studies are unique to these companies 
based on observational techniques and the data available to the Human 
Capital Lab. The companies can continue to realize the benefits of the 
customized education program by working through challenges and 
continuing to monitor the success of the program with future studies. 


