How to Audit Your Customer Support Team in Your
First 2 Weeks

Key Take Aways:

1. Rapid Immersion is Key: Your first two weeks are a golden opportunity to conduct a
comprehensive customer support team audit, providing the essential clarity needed to
make impactful decisions and set a successful course for your tenure.

2. Focus on Four Pillars: A thorough audit meticulously examines four critical areas:
your People (skills, morale, structure), Processes (workflows, efficiency, knowledge
sharing), Performance (metrics, data accuracy, customer feedback trends),
and Technology (helpdesk suitability, integrations, B2B capabilities).

3. Listen and Learn First: The primary goal of this initial audit is deep understanding, not
immediate change. Approach with curiosity, empathy, and a commitment to listening to
your team and observing existing systems before drawing conclusions.

4. Structure Your Investigation: Employ structured methods like detailed 1:1 interviews,
process mapping, agent shadowing, and a critical review of your tech stack to gather
comprehensive, actionable insights. (Consider this your prompt to grab our
downloadable audit checklist to ensure you cover all bases!)

5. Foundation for Transformation: The findings from this intensive two-week audit will
directly inform your 90-day plan, helping you identify quick wins, prioritize long-term
strategic initiatives, and ultimately transform your B2B customer support operation.

Stepping into a management role in customer support, especially in a B2B context, is both
exhilarating and demanding. You're likely brimming with ideas, eager to make your mark, and
acutely aware of the expectations resting on your shoulders. But before you dive into making
sweeping changes, there's a foundational step that can make all the difference: conducting a
thorough audit of your customer support team and its operations. And those first two weeks?
They're your prime window for this deep-dive investigation.

Think of these initial 10-14 days as an intensive immersion program. Your objective isn't to
immediately fix everything or pass judgment, but rather to listen, observe, learn, and gain a
crystal-clear understanding of the current state. This isn't just about ticking boxes; it's about
gathering the critical intelligence that will empower you to make informed decisions, identify
impactful quick wins, and lay the groundwork for the strategic improvements you'll outline in
your broader first 90-day plan (as detailed in our Ultimate Customer Support Playbook for New

Managers).

A well-executed customer support team audit at the outset will provide you with an invaluable
map of the terrain — revealing strengths to build upon, weaknesses to address, opportunities to
seize, and potential threats to navigate. It's the bedrock upon which a successful transformation
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is built. So, grab a notebook (digital or physical), brew some coffee, and let's explore how to
maximize these crucial first two weeks.

Phase 1: Preparation & Mindset (Before Day 1, or Days 1-2) -
Setting the Stage for Success

Before you even start scheduling meetings or diving into data, laying the right groundwork is
crucial. Your approach during these initial days will significantly impact the quality of information
you gather.

1. Cultivate the Right Mindset: The Curious Learner

e Be a Listener, Not (Just) a Teller: Your primary role right now is to absorb information.
Resist the urge to jump in with solutions or share too many of your own past experiences
immediately.

e Approach with Empathy and Curiosity: Your team might be apprehensive about a
new leader. Show genuine interest in their experiences, challenges, and perspectives.
Assume positive intent.

e Objectivity is Key: Try to observe without immediate judgment. Your goal is to
understand why things are the way they are, not just to critique them.

2. Communicate Your Intent: Transparency Builds Trust

As soon as appropriate (perhaps in your first team meeting or introductory emails), clearly
communicate the purpose of your initial deep dive.

e Frame it Positively: Explain that you're conducting this audit to learn as much as
possible so you can best support them and the department. Emphasize that your goal is
to understand how things work, what's going well, and where the pain points are.

e Manage Expectations: Let them know you'll be asking a lot of questions, observing
processes, and reviewing data. Reassure them that this is a standard part of a new
leader's onboarding and is aimed at collective improvement.

e Encourage Openness: Create a safe space for honest feedback. Let them know their
input is valued and crucial.

3. Gather Pre-Existing Intel: The Lay of the Land

If possible, request access to key documents even before your official start date, or make this
your first task. This initial information can provide valuable context:

e Organizational Charts: Understand the current team structure, reporting lines, and
roles.



e Existing Process Documentation: Are there documented workflows for ticketing,
escalations, knowledge base contributions, etc.? (Don't worry if these are sparse or
outdated; that's an insight in itself.)

o Past Performance Reports: Any existing dashboards, KPI reports, or CSAT/NPS
summaries from the last 6-12 months.

e Tool Access: Ensure you have logins for the helpdesk, CRM, knowledge base,
reporting tools, etc.

o Key Stakeholder List: Who are the main contacts in Sales, Product, Engineering, and
Marketing that support interacts with?

4. Define Your Audit's Broad Scope (For Yourself)

While you'll dive deep, have a mental checklist of the overarching areas you want to
understand. This guide will break these down, but initially, think in terms of:

e People: Who are they, what do they do, how do they feel?

e Processes: How does work get done?

e Performance: How are we measuring success, and what are the results?
e Technology: What tools are we using, and are they helping or hindering?

This preparation phase is about setting a constructive tone and ensuring you hit the ground
running with a clear purpose.

Phase 2: The Deep Dive — Key Areas to Audit (Days 2-12)

This is where the intensive investigation happens. Allocate your time strategically across these
core pillars. Remember, our downloadable Customer Support Team Audit Checklist (imagine
a link here!) provides a more granular list of questions and items to consider for each section.

A. Auditing Your People: The Human Element

Your team is your most valuable asset. Understanding their structure, skills, morale, and
individual perspectives is paramount to any successful customer support team audit.

e 1. Team Structure & Roles:

o Validate the Org Chart: Does the official chart reflect reality? Are there informal
leaders or influencers?

o Role Clarity: Do individuals understand their specific responsibilities,
accountabilities, and how their role contributes to the team's goals? Are job
descriptions up-to-date and accurate?



o Workload Distribution: Is work distributed equitably, or are some individuals or
sub-teams consistently overloaded or underutilized? How is this managed?

o Specializations: Are there agents with specific product expertise, language
skills, or technical skills? How is this leveraged?

e 2. Skills & Capabilities Assessment (Initial):

o Technical Proficiency: How comfortable is the team with the products/services
they support? With the internal tools?

o Soft Skills: Observe or inquire about communication (written and verbal),
empathy, problem-solving, de-escalation, and active listening skills.

o Product Knowledge: How deep is their understanding? How is product
knowledge updated, especially with new releases or changes?

o B2B Acumen (if applicable): Do they understand the nuances of B2B client
relationships, business impact, and contractual obligations?

o How to assess: Initial insights will come from 1:1s, shadowing, and reviewing
past QA scores or performance feedback if available.

e 3. Morale & Engagement Levels:

o Observable Signs: What's the general energy level? Do team members seem
engaged in meetings? Do they offer ideas? Or is there a sense of quietness,
frustration, or burnout?

o Themes from 1:1s: Pay close attention to recurring comments about workload,
recognition, tools, management support, and team dynamics.

o Attrition & Absenteeism Data (if available): High turnover or frequent
absences can be indicators of underlying issues.

e 4. Conducting Effective 1:1 Interviews (The Core of Your People Audit):
Schedule dedicated time (30-60 minutes) with every member of your team, from frontline
agents to team leads. This is your single best opportunity to build rapport and gather
unfiltered insights.

o Key Question Categories:

= About Their Role: "What do you enjoy most about your role?" "What

does a typical day/week look like for you?" "What are your biggest
responsibilities?"

= Challenges & Frustrations: "What are the biggest obstacles or

frustrations you face in getting your work done effectively?" "What takes
up too much of your time?" "What processes or tools slow you down?"



= Tools & Resources: "What do you think of the tools we use (helpdesk,

KB, etc.)?" "What works well? What doesn't?" "Are there any tools or
resources you wish you had?"

= Team & Collaboration: "What's it like working on this team?" "How is

communication within the team? With other departments?" "What could
make our team collaboration even better?"

= Customer Insights: "What are the most common issues or questions

you hear from customers?" "What are our customers' biggest pain points
with our product/service/support?"

= Suggestions for Improvement: "If you were in my shoes for a day,

what's the first thing you'd try to improve?" "Do you have any ideas that
could make our support better for customers or easier for the team?"

= Career & Development (optional for initial audit, but good to touch

on): "What are your career goals?" "What skills would you like to
develop?"

o Tips for 1:1s:

= Start by reiterating the purpose: to learn and understand.
= Listen more than you talk (aim for an 80/20 split).
= Ask open-ended questions.

= Take thorough notes (or ask permission to record if that's your style and
they're comfortable).

= Validate their feelings: "It sounds like that's really frustrating."

= Don't promise immediate fixes, but assure them their input is valuable.

e 5. Shadowing Agents: Seeing the Work Firsthand:
Spend several hours shadowing different agents across various channels (phone, email,
chat).

o What to Observe: How do they navigate the helpdesk and other tools? Where
do they get stuck? How do they find information? What workarounds are they
using? How do they interact with customers? What is the actual customer
experience like from their end?



Be a Fly on the Wall: Try to be as unobtrusive as possible. Let the agent work
naturally. Ask clarifying questions during lulls or after interactions, not during.

Note Inefficiencies: Pay special attention to repetitive manual tasks, excessive
clicking or screen switching, or points where information is hard to find.

B. Auditing Your Processes: The Operational Blueprint

Inefficient or poorly defined processes are a major source of frustration for both agents and
customers, and a prime area for improvement.

e 1. Ticket Lifecycle Mapping (Granular Level):

o

Trace the journey of a typical support ticket for various issue types and channels
from initial customer contact through to resolution and closure.

Key Stages: Creation, categorization/tagging, prioritization, assignment,
investigation, communication (internal/external), escalation (if any), resolution,
confirmation, closure.

Inputs & Outputs for Each Stage: What information is needed? What is
produced?

Decision Points & Bottlenecks: Where do delays occur? Where are handoffs
clunky?

Consider visually mapping this using a simple flowchart tool or even a
whiteboard.

e 2. Channel-Specific Processes:

o

o

o

o

How is each support channel (email, phone, chat, web portal, social media)
managed?

Are there different processes or SLAs for different channels?
Is there consistency in how inquiries are handled across channels?

How are channel shifts managed (e.g., moving a chat to an email or phone call)?

¢ 3. Knowledge Management (KM) Processes:

o

Existence & Usage: Is there a formal knowledge base (internal and/or external)?
How actively is it used by agents and customers?

Content Creation: Who creates KB articles? When? Is it part of the regular
workflow or an ad-hoc task?

Content Quality & Structure: Are articles accurate, up-to-date, easy to
understand, and consistently formatted? Is there a style guide?

Review & Maintenance: How are articles reviewed, updated, or archived? Is
there an ownership model?



o Searchability: How easy is it for agents and customers to find relevant
information?

e 4. Escalation Procedures:

o Clarity of Triggers: When should an issue be escalated? Are these criteria clear
and consistently understood?

o Defined Paths: Who does an agent escalate to for different types of issues
(technical, billing, complaints)? Are there multiple tiers?

o Communication During Escalation: How are the customer and internal
stakeholders kept informed during an escalated issue?

o Effectiveness & Timeliness: Are escalations handled promptly and effectively,
or do they become black holes?

e 5. Quality Assurance (QA) Process:

o Does it Exist? Is there a formal process for reviewing agent interactions (calls,
emails, chats)?

o Methodology: How are interactions selected for review? What criteria are used
for evaluation (e.g., accuracy, completeness, tone, process adherence)?

o Feedback Loop: How is QA feedback delivered to agents? Is it constructive and
developmental?

o Consistency & Fairness: Is the QA process applied consistently and perceived
as fair by the team?

e 6. Agent Onboarding & Ongoing Training Processes:

o New Hire Onboarding: How are new agents trained on products, processes,
and tools? How long does it take? Is it effective?

o Ongoing Training: How does the team stay updated on new product features,
policy changes, or evolving best practices?

e 7.Internal & Cross-Departmental Communication Flows:

o Within the Team: How is important information (e.g., outages, new KB articles,
process changes) communicated within the support team? (Team meetings, chat
channels, email updates?)

o With Other Departments: How does support share feedback (bugs, feature
requests, customer sentiment) with Product/Engineering? How does Sales/CSM
share crucial customer context with Support? Are these processes formal or
ad-hoc?

C. Auditing Your Performance: The Current Scorecard



You can't improve what you don't measure (or what you measure inaccurately). Understand
what data is currently being tracked and how.

e 1. Identifying Existing KPIs:

o What metrics are currently being monitored? (e.g., FRT, AHT, Resolution Time,
CSAT, NPS, FCR, Backlog, etc.)

o Who defined these KPIs? Are they aligned with broader business goals?
o How often are they reviewed, and by whom?
e 2. Data Sources & Accuracy:

o Where does the data for these KPIs come from (helpdesk, survey tools,
spreadsheets)?

o How is it collected (automated, manual)?

o How confident is the team (and are you) in the accuracy and reliability of this
data? Inconsistent data can be misleading.

¢ 3. Reporting Mechanisms & Cadence:

o How are performance reports generated? Are they automated dashboards or
manual compilations?

o Who receives these reports, and how frequently?
o Are the reports easy to understand and actionable?
e 4. Initial Trend Spotting (High-Level):

o If historical data is readily available (even for just a few key metrics), take a quick
look for obvious trends over the past few months:

= Are response times generally increasing or decreasing?
= Is CSAT stable, improving, or declining?

= Are there noticeable spikes in ticket volume at certain times?

o Don't get bogged down in deep analysis yet; just look for glaring patterns.
e 5. Understanding Current Customer Feedback Mechanisms:

o How is customer feedback (CSAT, NPS, CES) collected? (e.g., post-interaction
surveys, periodic surveys).

o What are the typical response rates?

o Skim through recent verbatim comments. What are the recurring themes of
praise or complaint?



D. Auditing Your Technology: The Enablers & Hindrances

Your tech stack can be a powerful ally or a significant impediment. Evaluate its fitness for
purpose, especially in a B2B context.

e 1. Helpdesk System Deep Dive:

o

o

Agent Experience (UX): Is the interface intuitive and easy to navigate, or clunky
and slow? How many clicks does it take to perform common actions?

Features Used vs. Available: \What features of the helpdesk are heavily used?
Which are underutilized or ignored (and why)? Are there critical features
missing?

Admin Experience: How easy is it to configure workflows, user roles,
automation rules, and custom fields? Does it require specialized IT skills for basic
changes?

Customer Portal Experience: If there's a customer-facing portal, is it easy for
customers to find information, submit tickets, and track their status? Is it
customizable?

e 2. B2B Functionality Check — Critical for B2B Support:

o

Account Hierarchies: Can the system effectively manage support for parent
companies and their subsidiaries or different departments within a client
organization?

Custom Data Fields/Objects: Can you easily add and manage custom fields
specific to B2B clients (e.g., contract levels, dedicated account manager, specific
product configurations, server environments)? "Modern B2B helpdesks

like Supportbench are built with this inherent B2B logic, offering features like
highly customizable datatables for client-specific info, which can be a stark
contrast if your current system requires awkward workarounds for this."

Company-Level Views & SLAs: Can you view support history and apply SLAs
at a company level, not just for individual contacts?

Entitlement Management: Can the system manage different service levels or
support entitlements for different B2B clients?

¢ 3. Integrations: The Connected Ecosystem:

o

CRM (e.g., Salesforce): How deep and seamless is the integration? Can agents
easily access relevant customer data from the CRM within the helpdesk? Is data
synced bi-directionally?

Bug Trackers (e.g., Jira): How are issues escalated or linked to engineering
teams?



o Internal Communication Tools (e.g., Slack, Teams): Are there integrations that
streamline communication or notifications?

o Are integrations reliable, or do they frequently break or require manual
intervention?

e 4. Knowledge Base Platform (if separate from helpdesk):
o Authoring Experience: How easy is it for agents to create and edit articles?

o Search Functionality: Is the search accurate and effective for both agents and
customers?

o Analytics: Does it provide insights into what content is being used, what
searches are failing, etc.?

e 5. Other Support Tools:

o Telephony System: Call quality, routing capabilities, reporting.

o Chat Platform: Features, stability, integration with helpdesk.

o Survey Tools: Ease of creating and distributing surveys, reporting capabilities.
e 6. Overall Tech Stack Cohesion & Cost:

o Do the various tools work well together, or do they feel like a patchwork of siloed
systems creating data fragmentation and extra work?

o Is the team spending too much time fighting with their tools instead of helping
customers?

o Get an initial sense of licensing costs and if the value received justifies the
spend.

Phase 3: Synthesizing Your Findings (Days 13-14) — Making
Sense of It All

By now, your head will be full of information. The final couple of days in this two-week period are
about organizing your observations and identifying preliminary patterns.

1. Consolidate Notes & Observations:
* Gather all your notes from 1:1s, shadowing sessions, process reviews, and tech assessments.
* Organize them by the key audit areas (People, Process, Performance, Technology).

2. Identify Key Themes & Recurring Patterns:
* What issues, challenges, or positive points came up repeatedly across different conversations
or observations?



* Are there common frustrations among the team? Common praises for certain aspects?
* What are the most glaring inefficiencies you observed?

3. Conduct a Preliminary SWOT Analysis:

Based on your findings, draft an initial SWOT analysis for the customer support department:

* Strengths: What is the team/department doing well? What are its core assets?

* Weaknesses: What are the internal challenges, gaps, or areas for improvement?

* Opportunities: What external factors or internal changes could be leveraged for improvement
or growth?

* Threats: What external factors or internal issues could hinder success or pose a risk?

4. Formulate Initial Hypotheses (Not Solutions Yet):

Based on your themes and SWOT, jot down some initial hypotheses. These are not yet firm
conclusions or solutions, but educated guesses.

* Example: "1 hypothesize that the lack of a centralized, up-to-date internal knowledge base is
significantly increasing average handle time for complex issues."

* Example: "l hypothesize that agents are unclear on escalation criteria, leading to inconsistent
handling of urgent B2B client problems."

5. Prepare for a Brief Feedback Loop (Optional but Recommended):

Consider a very brief, high-level feedback session with your direct manager, and perhaps a
quick "here's what I've learned so far" with your team.

* Focus on broad observations and your process, not critiques or solutions.

* Reiterate your commitment to working with them on improvements.

What Next? Connecting Your Audit to Your 90-Day Plan

This intensive two-week audit is not an end in itself. It's the critical first step in your larger
journey. The rich insights you've gathered will directly inform:

¢ Identifying Quick Wins: Your audit will highlight low-hanging fruit — problems that can
be addressed relatively easily for an immediate positive impact.

e Prioritizing Long-Term Strategic Initiatives: It will clarify the more significant, systemic
changes needed to build a high-performing B2B support operation.

e Building Your 90-Day Plan: The data and observations become the evidence
supporting the goals and actions you'll outline in your comprehensive plan for your first
three months.

You're now moving from investigator to architect. For more on how to structure those next steps,
refer back to our Ultimate Customer Support Playbook for New Managers.

Conclusion: Clarity is Power

Conducting a thorough customer support team audit in your first two weeks is an investment
that pays enormous dividends. It provides the clarity needed to lead with confidence, make
data-informed decisions, and build trust with your new team. While it might feel like a whirlwind,
the understanding you gain will be the foundation upon which you build a more efficient,
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effective, and customer-centric support organization. You've laid the groundwork to not just
manage, but to truly transform.

Q&A:

Q1: | only have a small team. Do | still need to do such a detailed audit in the first two
weeks?

A1: Absolutely! While the scale might be smaller, the principles remain the same. Even with a
small team, understanding individual strengths and pain points, mapping out core processes
(which can still have inefficiencies), checking performance data, and ensuring your technology is
a good fit are all crucial. The 1:1s might be quicker, and process mapping less complex, but
skipping this foundational understanding can lead to misinformed decisions regardless of team
size. The depth of each section might adjust, but the framework of looking at People, Process,
Performance, and Technology is universally valuable.

Q2: What's the biggest mistake new managers make when conducting their initial
customer support team audit?

A2: One of the biggest mistakes is jumping to solutions too quickly or coming in with
preconceived notions about what needs to be "fixed" before truly listening and observing. The
audit phase is about diagnosis, not prescription. If the team feels you're just looking for
problems to confirm your biases, they'll be less open and you'll miss crucial insights. Another
common pitfall is focusing too much on just one area (like only metrics or only technology) and
neglecting the interconnectedness of people, processes, performance, and tools.

Q3: My team seems resistant to an "audit." How can | frame this to get their buy-in and
honest feedback?

A3: The word "audit" can sometimes sound intimidating or punitive. Frame it as a "learning and
discovery phase" or an "initial deep dive to understand how | can best support you." Emphasize
that your goal is to learn from their expertise and experience. Be transparent about your
process: "For the next two weeks, I'll be spending time understanding our workflows, talking with
each of you individually, and looking at our tools and data. This is so | can get up to speed
quickly and identify how we can work together to make things even better." Reassure them that
their honest input is vital for positive change and that it's a collaborative effort. Leading with
empathy and a genuine desire to understand their world will go a long way in gaining their trust
and cooperation.



