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Company Background  

 

 

  

Company-at-a-Glance DISH Network is a direct-broadcast satellite service provider, 
specializing in paid television and other connectivity and 
entertainment services. 

Headquarters Englewood, CO 
Year Founded 1980 

Revenue $14.4 billion (2017) 
Employees 17,000 (2017) 

Global Scale (Regions 
that you operate in or 
provide services to) 

U.S., Latin America, Europe and Asia 

Customers/Output, 
etc. (Key customers 
and services offered)  

Direct-broadcast satellite, live TV streaming, pay-per-view 

Industry Pay TV 
Stock Symbol DISH 
Website www.dish.com 
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Budget and Timeframe 

Business Conditions and Business Needs  

Today’s customers shopping for TV service have countless options, from traditional cable 
and satellite TV services to streaming options. In this competitive pay-TV market, a sales 
associate has five to 10 minutes to impress a customer calling the sales line and convince 
him or her that DISH Network offers the best value, service and technology in the market.  

DISH’s Sales Training and Support (STS) organization’s objectives are to assess the tools, 
processes and needs of the sales teams to help achieve the maximum profit for the 
company. The biggest need of the sales teams is to develop the most effective sales 
consultants ready to provide a world-class experience to potential customers and drive 
profitable growth. High-performing phone sales associates exhibit the following 
attributes: 

1. Strong knowledge on products, service and business rules. 
2. Excellent communication skills. 
3. Proficient navigation in the order entry tool. 
4. Seamless transition and adaptation in the sales flow. 

To help new employees reach the performance level of a successful sales associate and 
generate maximum sales in their first few weeks on the phone, the new employee training 
was evaluated and the following training opportunities were identified. 

The sales training was highly segmented. For example, new associates would learn about 
products and services in the first few days. Then they would talk about sales skills and 

Number of (HR, Learning, Talent) 
employees involved with the 
implementation? 

8 

Number of Operations or Subject 
Matter Expert employees involved 
with the implementation? 

15 

Number of contractors involved 
with implementation 

3 

Timeframe to implement 12 months 
Start date of the program January 2016 
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how to communicate with the customer. After that, they would learn to build an order in 
the order entry system called Axiom. There were not many opportunities to put all their 
knowledge and skills into practice. In their first few weeks on the production floor, they 
had a hard time putting them all together and having a robust conversation with their 
customers while navigating Axiom fluently. They would get occupied with entering 
information in the system, miss what the customer said, sound inattentive or 
incompetent and lose control of the call. 

The Axiom training was heavily lecture-based and static. With the absence of a training 
version of Axiom, trainers showed the production version of Axiom on the screen and 
explained to them how to use it. Associates took notes but barely had any hands-on 
experience. Another challenge with this method was that trainers could not demonstrate 
what would happen after customer qualification because it required a customer’s 
personal information such as Social Security Number and date of birth. Trainers relied on 
a series of screenshots to help trainees understand the impact of customer qualification 
on their monthly bill, upfront cost and offers. New employees would have difficulties 
locating information in the tool, provide inaccurate information to customers and make 
errors in the order. Another concern with this practice was affecting the production 
version of Axiom and generating unintended sales leads, skewing figures used for sales 
reporting.  

Trainers conducted role-playing exercises to provide learners with opportunities to 
practice. Some trainers preferred a controlled environment where the trainer would play 
the customer and one learner would play the associate. The rest of the team watched 
what the selected person was doing. It took several hours for everyone to get a chance to 
practice. Some trainers created written role-play scenarios, paired up participants and 
had them practice with each other. Since learners had limited experience with live calls, 
they would often play an unrealistic customer, and as a result, these scenarios would 
easily get derailed. 

Learners were exposed to the actual job only for a limited time when they were sitting 
next to a sales associate and watching what they were doing. It was discovered that, 
unlike customer service agents who were eager to teach new employees, sales 
associates did not want to have new employees take phone calls for them for the fear of 
their commission being impacted. Another concern with relying on this type of hands-
on-only training was that this was an uncontrolled environment. One learner could be 
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exposed to common scenarios just covered in training while another might get stuck on 
a complex call beyond their knowledge level. There had been many efforts to systemize 
this process by creating a team of on-the-job trainers who could guide new employees 
to take live calls. These efforts always met strong pushback from Operations — as every 
lost sale means loss of revenue.  

Overview  

To create a training program that would solve the identified issues and help develop 
successful sales associates, new hire classroom observations and discussions with the 
training delivery team were conducted. The research showed that effective trainers 
introduced Axiom (order entry system) early in their training and attempted to 
incorporate the order entry process into their sales flow training. The conclusion was 
drawn that the order-entry training should not be limited to teaching how to build orders 
but should serve as an environment where learners apply all the knowledge and skills 
they have acquired. 

To provide that environment, the idea of a comprehensive training suite was conceived 
with a blended approach of ILT, eLearning, Atlas (internal knowledge base), and 
simulation. It consists of: 

1. Axiom eLearning: This tool walks learners through the basic step-by-step flow, 
layout, and functionality of Axiom.  

2. Axiom Simulator: This tool provides a safe, controlled environment where 
learners can build different types of orders without affecting live customer 
accounts. 

3. Self-Guided Scenarios (ILT): Scenarios are written to cover various topics and 
pose challenges to learners while they practice building different types of orders. 
Trainers work as mentors while learners build orders guided by scenarios. 

4. Skill Drill Scenarios (ILT): Scenarios are written elaborately to be used for role 
plays. They are designed to encompass not only the most common sales 
situations but also throw curve balls and build the habit of thinking outside the 
box. 

5. Axiom User Manual: The manual is available on the associate knowledge base 
called Atlas. It demonstrates how to set up complex orders, as well as basic 
orders. It also lists unique situations and actions to take in those situations that 
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the new hire curriculum cannot dive into, including errors and alerts. It is used as 
reference material throughout the training and beyond. 

 

This training suite was deployed over time throughout all sales channels and fulfilled two 
major training objectives:  

1. Provide a training environment as close to the production version as possible 
where learners can apply their knowledge on products, service and business 
rules. 

2. Incorporate drills that allow learners to practice their communication skills, sales 
flow and navigation in the order-entry tool and knowledge base. 

Design of the Program  

Axiom Training Suite was designed to incorporate order entry training in every major 
topic, build upon what learners have already learned, focus on skill-building rather than 
knowledge and provide the most realistic experience to the learners. Learners are 
exposed to Axiom on the morning of the fourth day after they have acquired knowledge 
on products and services that DISH offers. They observe sales associates use the tool that 
afternoon. From then on, every major topic includes order entry scenarios. Learners 
practice navigating Axiom while applying the knowledge they have just acquired. From 
the sixth day, learners start practicing the sales flow and communication skills in addition 
to applying their product knowledge and navigating the tool. On the eighth day, they 
experience a simulated production floor.  

The structure of the training program is: 

1. Introduction to Axiom 

Materials used: Axiom eLearning.  

The Axiom eLearning course was built using Storyline2 to provide learners with a 
guided but interactive experience of building a simple order. Learners take the Axiom 
eLearning as an introduction to the order-entry training right after basic product and 
service training. As shown below, the course provides directions on each step and 
explains a few key points. Learners acquire an elementary knowledge of the tool, 
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undergoing the step-by-step process. This experience places all learners in the class 
on the same page early. 

Figure 1: Axion Overview  

 

Source: DISH Network 

2. ILT: Trainer Demo  

Materials used: Axiom Simulator.  

The Axiom Simulator (shown below) is a coded web application and updated on a 
monthly basis to align with business changes. This tool provides a safe, controlled 
environment to build orders without affecting live customer accounts. The trainer 
demonstrates how to build an order using the Axiom Simulator on the big screen. 
Learners pull up the Axiom Simulator on their computer and follow along with the 
trainer’s actions to build an order. Learners take note of the key points in their book. 
This guided ILT replaces the traditional lecture-based ILT with a robust experience 
involving auditory, visual and kinesthetic learning elements, and builds confidence in 
the learners. After the trainer demo and a few practices, learners go out to the 
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production floor and observe an existing sales associate use the production version 
of Axiom. The preliminary experience of using the Simulator immensely helps 
learners make sense of the existing associate’s navigation and conversation.  

Figure 2: Log-in Screen  

 

Source: DISH Network  

3. Order Entry Practice 

Materials Used: Axiom Simulator and Self-Guided Scenarios.  

All order entry scenarios are labeled with targeted knowledge and skills. After a 
major topic is covered, learners practice a scenario or two targeted on that topic. The 
scenarios not only provide mock customer information needed to build an order but 
also pose questions that drive learners to think critically and solve problems. For 
example, the mock information generates different customer types and 
qualifications, requiring the learner to adapt to various situations. After building an 
order, learners are required to explain the bill and upfront payment and to read all 
applicable disclaimers as they would to their customer. Learners become the owner 
of their learning, rather than a receiver. The trainer acts as a mentor, providing 
assistance, answering questions, checking the accuracy of the orders and providing 
feedback. This allows learners to immediately practice what they learned without 
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affecting the production of Axiom. It exposes learners to all types of scenarios, 
teaches them where to find information they need and ultimately to become 
independent. 

Figure 3: Self-Guided Scenarios  

 

Source: DISH Network  

4. Phone Simulation 

Materials used: Axiom Simulator and Skill Drill Scenarios 

The trainer breaks the class into groups of three. One plays a customer, one plays a 
sales associate and the other plays an observer. Only the customer and observer are 
allowed to see the assigned scenario. The observer sits next to the associate. The 
customer sits away from the associate, so they will not see each other’s nonverbal 
expressions. The customer dials the phone extension of the associate. The customer 
follows the background information and the basic flow provided in the scenario to 
play their part. The associate incorporates everything they have learned — 
communication skills, sales flow, knowledge on products and service, resources, etc. 
— to close a sale while building the order. The observer rates the associate using the 
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observation form and provides feedback at the end. They switch roles and practice 
the next scenario. The trainer acts as the floor supervisor, observing, answering 
questions and helping the associate close the sale.  

Figure 4: Skill Drill Scenario  

 

Source: DISH Network  

Every learner gets to practice multiple scenarios that are realistic and designed to target 
common challenges. Since the basic flow is written for the customer, they stay within 
their character and rarely deviate from accomplishing the learning goals set for the 
scenario. Learners overcome any first-day jitters through this experience. By the time they 
go to the production floor and take live calls, they are comfortable navigating the order 
entry tool and other resources. Instead of being overwhelmed by the multiple tasks that 
they must manage, they focus on the customer, listening to them, finding solutions and 
closing the sale. 
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Delivery of the Program  

In consideration of budget and resources, the philosophy of “continuous improvement” 
was adopted for this program. Each element of this training suite is constantly evaluated 
and evolving based on user feedback and business changes. Due to this approach, there 
was never a clear date for the deployment or the completion of this program. Every item in 
the training suite was built and improved in continuous collaboration with the training 
delivery team to meet the needs of the field.  

• Axiom Simulator Initial Launch — In the third quarter of 2013, a primitive version 
of the Axiom Simulator containing one order flow was launched. Two major flows 
were added to it at the end of 2013 and early 2014. Since then, new features and 
additional flows have been added every month.  

• Interactive Axiom eLearning — In the third quarter of 2014, the new interactive 
Axiom eLearning course was released.  

• Axiom Scenario Activity — Throughout 2015, several self-guided scenarios were 
developed and published as separate activity sheets. As the simulator became more 
robust and complex, simple scenarios were replaced with complicated ones that 
included customer objections and other obstacles to closing a sale. In January 2016, 
the official Axiom Activity book that includes 10 self-guided scenarios and ten skill 
drill scenarios was published and piloted. Multiple small pilot sessions were 
conducted in four call center sites and best practices and feedback were collected 
during this time. The training suite to this day maintains the mentality of being in an 
eternal pilot stage. For example, in an effort to add a game element that appeals to 
kinesthetic learners, a new activity called “Sales Cubes” (shown below) is being 
piloted. This game was designed to prepare a sales associate for any situation by 
developing flexibility and adaptiveness. It will be continuously reviewed and 
evaluated for its effectiveness.  
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Figure 5: Sales Cubes  

 
Source: DISH Network 

Change Management Efforts 

The Sales Operations team welcomed this change. This program took the responsibility 
from their shoulders of providing substantial on-the-job training to trainees and removed 
the risk of negatively affecting their sales numbers. The trainers who had worked as 
partners in the development of this program were excited about the launch. The most 
pushback came from the trainers who were comfortable with the traditional method and 
afraid to transform themselves from a knowledge bearer to a mentor/facilitator. They 
also were hesitant to run the phone simulation activity since it required some prep-work 
and the class could seem chaotic with multiple people talking during the activity. They 
raised a concern that the simulator had limitations and did not allow them to build 
complex orders.  

To gain trainers’ buy-in, continuous communications were made to the team that the 
program would not stop improving and that feedback would be collected to make 
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enhancements. To deliver what was promised, trainer feedback was immediately 
evaluated and reflected on the next version of the Simulator and scenarios.  

Trainers who had been involved in the development worked as advocates for the 
program. They spoke to the trainers who wanted to stick to their old style of training, ran 
demonstration sessions to show how to run the phone simulation activity and aided them 
with the first-time trial. 

Once the trainers saw how the new approach reduced training time and prepared their 
new hires for the production floor, they adopted it with more enthusiasm.  

Measurable Benefits 

• Days Spent in Class. The most striking impact that the Axiom Training Suite made 
is reduction of training time. Before the Axiom Training Suite was launched, new 
hires officially spent 10 days in class before going to the production floor. Trainers 
would extend the class time to 11 to 12 days when they felt the class was not 
ready to take phone calls. In the summer of 2016, the new agenda was launched, 
shaving 1 ½ days from the class time and sending new hires to the production floor 
to take calls early. This transition was smooth and successful thanks to the holistic 
Axiom practice time spent in class. In 2017, more and more trainers requested 
that their new hires move to the production floor earlier than scheduled.  

• Close Rate. The most important metric in sales is close rate — the number of sales 
in association to the number of calls received. Close rate is closely tied to an 
associate’s competence, skills and confidence. The graph below shows the 
average close rate during the first two weeks of all new sales associates hired for 
each year. 
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Figure 6: Increase in Close Rate  

 
Source: DISH Network 

It is notable that the new employees’ close rate jumped about 5 percentage points from 
21.89% (2013) to 26.74% (2014). It was the year the Axiom Simulator was updated with 
the most requested order flows and robust features and interactivity was added to the 
eLearning course. The close rate saw another 3.36 percentage point leap from 25.08% 
(2015) to 28.44% (2016) when the phone simulation using multiple real-life scenarios 
became part of the new hire curriculum. 

New Hire Experience 

Starting at the end of the second quarter of 2014, all new hires complete a survey related 
to their classroom experience, covering 21 categories ranging from room setup to trainer 
knowledge. Four of those categories pertain to Axiom training and phone readiness: 
Axiom, opportunity to practice, confidence in using tools and confidence taking calls. The 
survey results show that the percentage of negative comments significantly decreased 
during the time the training suite was achieving major milestones. 

This is a testament that the Axiom Training Suite has been contributing to sales associate 
preparedness.  

2012 2013 2014 2015 2016 2017
Close Rate 22.85% 21.89% 26.74% 25.08% 28.44% 28.30%
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Figure 7: Axion Training Suite Testament  

 
Number of entries 

Number of entries 
related to Axiom and 

phone readiness 

Number of 
negative 

comments  

Percentage of 
negative comments 

2014 Q2 162 24 4 16.67% 

2014 Q3 1053 156 19 12.18% 

2014 Q4 1212 180 18 10.00% 

2015 Q1 1161 173 14 8.09% 

2015 Q2 2328 297 21 7.07% 

2015 Q3 2002 351 22 6.27% 

2015 Q4 2359 541 25 4.62% 

2016 Q1 3672 642 23 3.58% 

2016 Q2 4339 692 20 2.89% 

2016 Q3 4657 641 26 4.06% 

2016 Q4 4770 708 30 4.24% 

Source: DISH Network 

Figure 8: Percentage og Negative Comments  

 
Source: DISH Network 

Overall  

Key Findings 

The first key finding was that new hires were showing proficiency early with the use of 
the Axiom Training Suite. This contributed to the decision to shave off some training time. 
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Based on the Training Delivery Team’s feedback, it is possible to further reduce the class 
time in the near future.  

The second key finding was that the most effective way to help new employees master a 
new skill is to challenge them with realistic scenarios in an environment similar to 
production. Thanks to the success of the program, all training materials developed by 
DISH’s Sales Training and Support organization, regardless of length, include scenario-
based activities.  

Lessons Learned 

The most valuable lesson learned from this program is the importance of teamwork 
between the Design and Development team and the Training Delivery team. The success 
of this program is attributed to the close working relationship of the two teams and liberal 
sharing of knowledge, experience and ideas. The Training Delivery team also helped the 
launch as advocates to hesitant adopters.  

Due to the popularity of this training suite, there has been increased demand for the 
simulator to be constantly updated with additional functionality and business changes. 
This is costly and time-consuming to the DISH Sales Training and Support team to maintain 
the tool. There is a need for the team to research ways to optimize the simulator 
maintenance. 

Future Outlook 

The DISH Sales Training and Support team will maintain the attitude of “continuous 
improvement” with the Axiom Training Suite and seek more areas of enhancement in the 
program. It will also continue to explore different methods to place the ownership of 
learning on the learner, not the trainer. The DISH Sales Training and Support team will 
also partner with IT to redesign the framework of the simulator, which will allow for real-
time updates for business changes and additional functionality. 

Because of the success of this blended learning program, the DISH Sales Training and 
Support team will replicate this approach in other training suites.  
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About Brandon Hall Group 

Brandon Hall Group is a HCM research and advisory services firm that provides insights 
around key performance areas, including Learning and Development, Talent 
Management, Leadership Development, Talent Acquisition, and HR/Workforce 
Management. With more than 10,000 clients globally and more than 20 years of 
delivering world-class research and advisory services, Brandon Hall Group is focused on 
developing research that drives performance in emerging and large organizations, and 
provides strategic insights for executives and practitioners responsible for growth and 
business results. 

Inspiring a Better Workplace Experience 
Our mission: Empower excellence in organizations around the world through our research 
and tools every day. At the core of our offerings is a Membership Program that combines 
research, benchmarking and unlimited access to data and analysts. The Membership 
Program offers insights and best practices to enable executives and practitioners to make 
the right decisions about people, processes, and systems, coalesced with analyst advisory 
services which aim to put the research into action in a way that is practical and efficient. 

Membership Offers Tailored Support 
Our membership delivers much more than research. Membership provides you direct 
access to our seasoned team of thought leaders dedicated to your success, backed by a 
rich member community, and proactive support from our client services team. 

RESEARCH ACCESS & EVENTS 
• Reports 
• Case Studies, Frameworks & Tools 
• DataNow® & TotalTech® 
• Webinars and Research Spotlights 
• Annual HCM Conference 

ADVISORY SUPPORT 
• Ask the Expert 
• 1 on 1 Consultations 
• Research Briefings 
• Benchmarking 

CLIENT SUCCESS PLAN 
• Your Priorities 
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• Executive Sponsor 
• Client Associate 
• Monthly Meetings 

Strategic Consulting Offers Expert Solution Development 
Our consulting draws on constantly updated research and hundreds of case studies from 
around the globe. We provide services that simplify and target efforts to produce business 
results. 

BENCHMARKING 
• Competitive/Comparative 
• Maturity Model 
• Custom Research 

STRATEGY 
• Business Case 
• Planning 
• Organization & Governance 

TECHNOLOGY SELECTION 
• Vendor Selection 
• Architecture Design 
• Systems Evaluation 

DEVELOPMENT & INTEGRATION 
• Program Design 
• Assessment 
• Survey 
• Process Integration 

For more information, contact us at success@brandonhall.com. 


