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real leamning solutions.
Michelle Ockers:

Welcome to another episode of Learning Uncut. In the spirit of reconciliation, we
acknowledge the traditional custodians of country throughout Australia and their connections
to land, sea and community, and pay our respect to elders past, present and emerging.
Welcome to Learning Uncut. Ryan Byrne, how are you?

Ryan Byrne:
Good, thanks, Michelle. Thank you for having me.

Michelle Ockers:

It's lovely to see you. And we've got this little local connection in that | was visiting my
parents who live in Campbelltown in Western Sydney, Australian listeners kind of might be
able to get this, and you were working at the time at Campbelltown city council and we
caught up for a coffee. And | think that's the only time I've actually met and caught up with a
learning and development professional from the area that | was raised in. So that's always
been really nice for my connection with you.

Ryan Byrne:
Definitely. | remember it fondly.

Michelle Ockers:
Yes. And you're still living in that area as well, right?

Ryan Byrne:
Yeah. | live in a Southwest Sydney area, Camden. It's basically bordering on Campbelltown.
So I'm still down there with the wife and kids.

Michelle Ockers:
Yeah. Nice. And of course you work for Sydney trains now. Can you just tell us a little bit
about Sydney trains and the work you do with the organization?

Ryan Byrne:

Yeah, definitely. So Sydney trains were the largest rail operator in Australia. Keep people
moving throughout Sydney, many hundreds of millions of annual patronage across Sydney.
And we're part of the wider Transport for New South Wales government departments we’re
an agency within Transport for New South Wales. So whilst we focus on trains, overall
transport focuses on all modes of transport, including the new Metro, which has recently
opened. So, you know, we're part of a big family of transport operations within New South
Wales. In terms of my role, so I'm the Senior Manager of capability and learning within the
Sydney trains customer experience branch. So essentially what that means is, myself and
my team were responsible for designing and delivering the governance of, initial
employment training, continuous learning, and the competence assurance of, staff that work
on the stations at Sydney trains. So probably the easiest way to describe that Michelle is if
you're on a platform at a Sydney train station, there's a yellow line, which you need to stand
behind. Primarily my team look after people who work on the station side of the yellow line
on the platform, as opposed to on the other side, which is on the train or on the track.
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Michelle Ockers:
So Ryan, you're looking after the face of your organization. They're your frontline staff.
That's your customer service point, right? On the stations.

Ryan Byrne:

That's correct, Michelle. We've got customer service as a primary piece, but there's also a
range of safety competency and issues that we have to do as well. Our frontline staff are
responsible for the safety of our customers as well as the customer service.

Michelle Ockers:

Of course. And | saw you speak about the body of work we're going to talk about today, the
First Impressions Count, which you described as a performance campaign. | saw you speak
about that at the Australian Institute of Training and Development Conference this year. And
you showed a video which made me think a little bit differently about what it is the frontline
staff, the people working on the stations are actually doing in the context of customer
service. So you've kindly agreed that we can extract some of the audio and share that with
our listeners today. So we're going to do that to help build the context and get people's head
around this role and what the organization does.

Video Voiceover:

Whether it's by ferry, bus, light rail or train. We work hard to deliver a world-class, clean, safe
and reliable customer experience. We know that the service we provide impacts our
communities and how people live their lives. Our rich heritage has called people, whole
families and even multiple generations to serve. We are here. We help hundreds of
thousands of people to travel millions of kilometres each year. We connect loved ones, get
people to hospital, to work, or just to their front door after a tough day. We find lost children
and treasured possessions. We comfort and protect our customers. What we do every day
makes a real difference. And what we have is special. But of course, the world is constantly
changing and so are our customers in how they live, work and travel across our multimodal
network. Digital transformation has delivered fast, high-quality service experiences in so
many areas of our customers' lives. So their expectations are transforming too, for how we
run our operations and for the service we provide. And we're excited to meet these
expectations. by placing the customer at the centre of everything we do.

Michelle Ockers:

So Ryan, | think some of the stats might be about a year old. So some of the volume of
work, the number of people, the number of journeys has probably increased since the time
that that video was made. But | think it does a really nice job at talking about what the people
that you support do, you know, things like helping to get them home after a tough day,
helping to find children, helping to find things they lose. It's not just about getting people from
A to B, right. There's more to it than that.

Ryan Byrne:

Yeah, that's correct. We try to connect our customers whole lives and essentially that's
people who leave or work or travel in New South Wales. And we do a lot more than just
move trains. We move people, we connect their whole lives and you know, when things go
wrong or, you know, there's a lost child, we get them back to their parents. As people drop
their air pods on the track, we try to get them back to them as quick as possible. These are
the things that we do in addition to just, you know, operating the trains.
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Michelle Ockers:

Yeah. And as you say, do it in a way that keeps everybody safe as well. So you've got
customer service principles in the organization. How does the customer service principles
link to first impressions count?

Ryan Byrne:

Yeah. So we have six customer service principles. They've actually been around for 10 to 15
years within Sydney trains. First impressions count is actually the first of those customer
service principles. So essentially. What are the first impressions of our customers and our
passengers when they arrive at a station, into a station precinct, when they see our staff,
when the train arrives, what is that first impression? We find that that principle, essentially
that's the gateway or the entry into our organisation, and then all of our other principles
come on the back of that.

Michelle Ockers:

Yeah, so really nice set up as to why this matters in the organisation. It's pretty obvious,
right, why you would want to be working on behaviours, environment, making sure that this
was all in line for the organisation, the First Impressions Count principle. The body of work
you're going to talk about with First Impressions Count, | think may have some linkage back
to a previous podcast episode we had with Simon Jobson from Sydney Trains, where we
talked about a program called Elevate. How does this program link into that? Because
you've got this ongoing body of work around customer service, right?

Ryan Byrne:

Yeah, that's correct. Customer at the sensor is one of our strategic priorities within Sydney
Trains and the Elevate Blender learning program that Simon spoke about was essentially
the relaunching of our customer service principles, and it was kicking us into really trying to
redevelop those customer service capabilities. So this piece of work, which includes the First
Impressions Count campaign, it's actually part of a project that we called Elevate 2.0. Not
the most creative hame, but | came up with it, and, you know, we put 2.0 at the end. But
essentially it was, what's next? We delivered Elevate, it achieved its outcomes, And then,
you know, we'll set the challenge from our executive to tackle some other opportunities in
there. And part of that solution was the first impressions count performance campaign.

Michelle Ockers:
Yeah. So what then were some of the outcomes you were looking for from this campaign?

Ryan Byrne:

So the campaign itself, our executive had identified whilst we were doing some great work,
our customer sentiment and customer experience was increasing. There were some specific
areas for opportunities that we could actually tackle. Primarily one of those areas was
around the presentation of our trains, our stations, our precincts and our people. Our
executive had identified that a result of a number of reasons, we'd slipped a little bit in terms
of our presentation standards. So that included things like the COVID-19 pandemic. You
know, we shifted our focus on maintaining the cleanliness in terms of disinfecting and those
pieces and make sure people were safe on our trains and in our precincts. But the actual
presentation of our people had slipped in our precincts. There was significant weather
events as well that caused deterioration of our station environment. And during that time,
you know, we just weren't able to maintain them because of what was happening. Really
that was the catalyst behind that. And so we were set with the challenge to actually address
that presentation issue with our people.
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Michelle Ockers:

Okay. So when you spoke about how you undertook this body of work, when | saw you
speak at the conference, you spoke about kind of a three stage approach, defining, refining,
and deploying. So let's use that. It's a really neat structure to talk through what you actually
did. So in terms of defining the program, can you walk us through, you know, the approach
you took to identify those key outcomes and behaviours that you wanted to influence?

Ryan Byrne:

Yeah, definitely. And the terms you use there are define, refine, deploy. That's actually a
methodology that we created in-house in the last few years to try to ensure that we take a
performance consulting type approach to actually focus on what are the performance
outcomes, but also to ensure that we're co-designing with our people. So, you know, it's just
our version of a design methodology. Some people use Addy, people have their own design
methodologies. We use define, refine, deploy. It enables us to actually design and develop
programs. | wouldn't say rapidly, in terms of we're just pulling it together, but in a pretty quick
turnaround, we aim for 12 weeks for whenever our programs from initial concept and sign
off, it's actually having it ready for deployment. So in terms of the define approach really.
This started with our executive team to actually identify what were those business metrics or
those business outcomes, those performance outcomes that we wanted to achieve. This
specific piece of work around the First Impressions Count campaign, we actually did the
define phase across the whole Elevate 2.0 project. So the components that were tackled by
the First Impressions Count performance campaign came out of the larger body of work. So
that included design workshops with representatives from our target audience to really
unpack what it is that's limiting them from achieving the performance objectives that came
from our leadership and we wanted to look at those. You know, those actions that people
needed to take as opposed to knowledge and developing their knowledge of what our
uniform policy is or what a good uniform looks like, how we should present our stations. We
really wanted to focus on those tangible actions really coming from Kathy Moore's book and
focusing on those.

Michelle Ockers:
Her book Map It and the actual mapping approach?

Ryan Byrne:
Yeah.

Michelle Ockers:
I'll pop a couple of links in the show notes to both her book. And I think she's got something
online now around the Map It process that you can take a look at as well.

Ryan Byrne:

Yeah, and it's just a great methodology to really focus on tangible actions. What do we want
our people to do differently as opposed to know and understand differently? I'm sure you can
appreciate, Michelle, it's not hard to understand what uniform to wear and what the uniform
looks like and how you have to present or our stations cleanliness and those pieces. It's
actually the actions that people take and the behaviours and what they prioritize. So that's
where we focus with our staff who were the target audience to say, okay, well, what stops
you from making your first impressions count? You know, what are the things that happen?
And from that, we're actually able to identify that it actually starts at home the day before you
shift. So our people have a lot of pride in the work that they do. Our organization, it's filled
with people who multiple generations have worked there. So they take their role as a true
profession. And, one of the key pieces around our first impressions that came out of the
working group with our staff was actually the decisions they make the night before when
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they're preparing for work. So do they. watch another episode of their favorite TV show, or
do they actually get their uniform ready? Do they pack their lunch? And what was identified
from that was if our people actually prepare for work the next day, they're not in a rush the
next morning. This is the same for all of us, Michelle, I'm sure it's the same for you. It's the
same for me, but it was actually quite interesting that that came from our frontline staff to
say, well, actually our first impressions come from the behaviours we do outside of work that
impact work. And we really tried to represent that through our solution. The other pieces that
came out of that were. you know, the presentation of our stations. We have people that are
cleaning attendants, that's their role, but everybody has a role to play to ensure that our
stations and our trains are clean. So what do you do if you're walking along and you see a
bubble tea cup there that's half full on the platform? Do you put your gloves on and put it in
the bin or do you just leave it for somebody to knock over and spill and then causing our
colleagues to actually have to clean that up? So these are the small tangible actions that our
staff actually said, well, if we do these things right, then our first impressions will really count.

Michelle Ockers:

Yeah, it's such a respectful way to approach it, Ryan, particularly with something where, you
know, it's not rocket science, this stuff in terms of knowing how to present yourself
appropriately for work, in terms of knowing what a clean station looks like. But there were
clearly friction points getting in the way. So | think it's quite respectful to ask the staff rather
than assume they need to be told again how to wear their uniform, how to keep an
environment clean, but to be asked, what are the friction points, what's getting in your way
and how, you know, be thinking about how can we support you to address those friction
points.

Ryan Byrne:

One of the key pieces for First Impressions Count was actually to drive that behaviour to go
to our new uniform portal to actually request replacement uniform. And that's something that
in our defined process that really came out, you know, it's people's behaviour in terms of
getting themselves ready, what they do on the platforms and what they do when they see
something that's not right and cleaning it up or calling somebody over to assist if there's
some graffiti and things like that. And so that was something that we wanted to get the
message across in a really creative way, which | think our staff assisted us to actually do.

Michelle Ockers:

Yeah, it's so interesting the uniform thing and the signal that the organisation inadvertently is
sending to their workforce if they can't provide them with replacement uniforms that then can
lead on to an acceptance of other things and a general lowering of standards. Charles
Duhigg, I don't know if you've ever come across his work on habits, but he talks about
keystone habits. And, you know, the uniform thing, it strikes me that that is like a keystone
habit that we can support. If we can make it easy for our people to, you know, wear a
uniform that's well-maintained, up to date, that's not worn out. It's like a keystone habit that
then triggers them to start noticing other things and lifting standards in other areas as well,
right?

Ryan Byrne:

Yeah, definitely. | haven't heard of Charles's work. I'll have to look that up, but it's, it reminds
me of When | used to work in defence force recruiting and used to work with members of the
Australian defence force and presentation of uniforms and self and grooming was such a
key piece for the members that were working there. And it does tie in. If you take your look
and your presentation seriously, then you're actually going to take the rest of your work
seriously. And that's something that I'd like there. And you know, for our stuff, it's exactly the
same.
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Michelle Ockers:
Absolutely. Particularly given the degree to which they care about their role and that kind of
that multi-generational thing and the pride they have in the service that they provide.

Ryan Byrne:

Yeah, exactly. And even in the work that some of our team do, we have some people that
perform shunting roles. They're actually down assisting with the movement of trains. They
have vests. The vests get dirty because they're actually walking around, they're dealing with
trains. They come up onto platforms and wearing that sort of thing. So that's where, you
know, we had to help them refresh those uniforms and those pieces because our customers
actually say that they don't realize that somebody has been doing some manual task and it
just looks unprofessional. So, you know, providing them the opportunity to do that is a key
piece.

Michelle Ockers:
Yeah. So let's talk about the refined stage there. You continue to engage with your people
through the refined stage as well, right?

Ryan Byrne:

Yeah, so this is really key to our model is around co-design. So whilst we use performance
consulting to identify what are the actual outcomes and the performance metrics we're trying
to achieve. When we go into refine, this is really our, if you think of in Addy, the develop
stage and when you actually building the resources. So rather than what teams of mine and
I've done in the past is you go away and you design it in isolation as a L&D professional, and
we do great work. We actually take the approach to get into a room with our frontline
audience or members of that frontline audience and actually start to build the resources. So
we moved into what we call a design sprint. So this is about a six to eight week process,
depending on the project. And we actually bring our people in for one or two days per week
to actually sit in a room with us and actually mock up what the solution is to achieve our
outcome. So we go in there with a high level idea of actually we think we should create an
interactive video, which is one of the pieces we did here, where people actually make those
decisions to impact their first impression. But that video was actually designed by our
frontline audience in terms of where those decision points are. They were all of their
decisions. So the one | mentioned earlier around what do you do the night before? Do you
get ready for work or do you keep watching your favourite TV show? And then the next you
fall asleep watching it the next day, you're in a rush and you can't iron your uniform. You
can't pack your lunch. So those decisions actually came from that. So that actually sold out
team working with our learning experience designers to actually go through and create
essentially the storyboard. of what that was. So the idea of the bubble tea cup, that came
from them. | think we used a coffee cup in the end, but similar thing. And then the other
decisions around, what do you do if a colleague's uniform is out of place? And, you know,
respectfully, how do you help assist your colleague? They might've been doing a manual
task and, you know, we have our people cleaning, they're flagging trains. How do you give
somebody a polite reminder? And so the method of doing that actually came from our staff
where they said, okay, let's give an example of their name badges turned. How do we
actually suggest that? And so, by using that co-design approach, it actually enabled us to
give examples that are real, real to the environment and contextualize as opposed to myself
and my team coming up with what we think would hit the mark. It's actually our staff and our
target audience that do that. So there was a humber of design sprints where we worked
through various different stages. So one was that interactive video. | mentioned earlier that
we had some posters. So, you know, the idea of, well, how do we get people to change their
behaviour and start requesting uniform again? The idea that came from our frontline staff
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was, well, we have all these posters around for safety, for customer service. We have things
around for uniform and how to look good in uniform, but nobody really looks at them. Why
don't we put a really dirty boot that's worn out up on a wall and remind them that they can
replace their boot, which was a bit of a different idea to put that up there. So we had the
team actually mock up. And they drew what that post would look like. We then worked with
our communications team who mocked up a design, and we actually used QR codes. So |
was asked a simple question of what would you do? And that came from the staff. So it was,
essentially a nudge for them to actually demonstrate their behaviour. So, you know, it wasn't
all learning solutions where they go in and they do an online course or anything like that.
There was actually nudges built in there. So we actually did find that that drove people to the
uniform portal. The QR code took them straight through to the new portal which then had
their solution. What do you do if your boot looks like this? You order a new pair of boots. And
the team actually designed, | think we had four in the end. So there was one around a worn
out shirt. There was one around the high vis vest, one around a boot, and there was a fourth
one as well.

Michelle Ockers:

It's partly about keeping it fresh. Right. And the listeners, when was the last time you
changed up your imagery, your messaging around some of these behaviours that are
persistent behaviours you want to encourage people get used to things and you stop
noticing. That's just the way we're wired. Right? So mixing it up, giving people a different
image, a different message can get a different result. People pay attention to it again.

Ryan Byrne:

Yeah, exactly. We often put posters up on the notice board. Do people look at them? Well,
when there's a poster of a dirty boot or a really worn out boot there, people actually thought,
what's this? And they use the QR code to scan it. So it is changing it up.

Michelle Ockers:

Yeah. So | think some of the benefits of this co-design approach and getting things that are
coming from your people in language they would use in a context that works for them are
really obvious. What are some of the challenges of kind of using a co-design approach? If
you can talk about them within the context of this program.

Ryan Byrne:

Yeah. So in terms of respecting everybody's ideas and their creation, it's difficult sometimes
in a co-design workshop where people have some great ideas, but not all of them are going
to work. And that's where, you know, my team is learning and development professionals
and instructional designers. They get the idea, but they can look at and think, is this solution
actually going to achieve our outcome? Whereas some stuff might be actually quite
passionate about their idea and not all of the ideas that were put out there actually ended up
in the campaign. So respect for the audience that you're co-designing with is one of them.

Michelle Ockers:

How do you handle that, Ryan? If people are coming up with ideas and they're kind of really
enthusiastic about them, but you know, based on your expertise or that it's not going to meet
the mark, how do you normally approach that?

Ryan Byrne:

Yeah. So it's open discussion. It's how you set up the design workshop. You know, when we
learnt a lot through this process, it's, at the start to actually address that not everybody's
ideas are going to come out in the end, but the ideas that you do, | guess, progress within
that design process to still get everybody involved in the design of that. So, it's not just the
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person who came up with the idea that forms that idea and works through. So, you know, if
co-design team member came up with an idea and we didn't use it, they're still actually
contributing to the design of the overall program. So, it's a skill. I'm lucky to have some great
people that work in my team that can do that probably better than | can, but it was, it's really,
yeah, trying to be respectful, but at the same time, you've got to respect the work and the
outcome you're trying to achieve.

Michelle Ockers:
Yeah. Any other significant challenges with the co-design approach?

Ryan Byrne:

Time-wise, we have a frontline audience that are on rosters. So to actually bring our staff
offline to be in these, workshops, you know, that they have to be replaced in their role.
There's a cost to it. So it's actually balancing out. How many people do you bring offline for
the workshop? Who do you bring offline for the workshop? We have a tendency just to focus
on our really superstar high performers, but the superstar high performers probably don't
need the solution to a system with it. So it's to ensure the mix of people that you actually
have in there represent your frontline audience. You've got to be willing to have people in
there that aren't happy with the ideas or maybe aren't as engaged in the organisation
because that's the audience that you want to address with the solution. So they're probably
the two big pieces, working with an operational workforce, balancing time and effort, and
then also making sure you do have a representation of your workforce in there.

Michelle Ockers:

Yeah, great points. Thanks for sharing those. So let's move on to deploying the campaign.
So the first impressions camp count campaign ran over a number of weeks. Do you want to
talk us through how the campaign was structured? | think you had some key stages you
worked through different approaches in each case. So just give us the picture.

Ryan Byrne:

Oh, yeah. So the campaign was an eight week campaign. We decided on the length of the
campaign. to enable us to actually have two team briefs. Our station staff attend team briefs
on a monthly basis with their customer area manager, who's their leader. And they talk
through a whole range of operational pieces, communication pieces, safety things, and
customer service. So we designed the campaign to fit around those leader briefings. And the
campaigns were really what we'd call a leader-led solution and in terms of leader-led
delivery. So the key messages were to come from our executive director, the head of
customer service experience who looks after stations, as well as the customer area
managers and all directors in the business. So that's where we came up with eight weeks.
We could commence the campaign, have a team briefing, continue the campaign, and
there'll be a team briefing in the second month of the campaign. So the way that we actually
designed it was the first week of the campaign was really messaging around getting people
involved. How can we actually encourage and build a bit of a buzz around the campaign?
We worked really closely with our comms teams to actually go through that. They looked at
what are the channels that are most ideal to deliver messages. And we actually use the
channels that people are already using to actually deliver the message. So we weren't trying
to achieve the impossible by getting them to go to a new platform or something like that, that
they wouldn't use. And yeah, so that first week was really, we use things, we've got a kind of
a short newsletter piece called quick connect that has articles that come out and we put in
there, you know, essentially the campaign is coming, watch this space type messaging. And
then we launched the campaign in two ways. So we had a leader's email from our head of
service experience. Our comms team were able to identify that he has the highest open rate
of emails across the entire organization, which is sitting over 60% open rate. So we knew
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that he was the person that if we got the email through himself, plus as his area and his
messaging, and he was driving the program. that people are more likely to open that email
and to read the message. So that was one channel in that first week. The other piece is we
use Viva Engage, used to be called Yemma, similar to, | guess, Facebook had their
workplace piece. It's our internal social media program. And one of the most followed people
on there and engaging people on there is actually the executive director for customer
experience. So we launched the campaign on there using her profile and she actually
created a video herself adding one of our stations to actually launch that campaign on there.

Michelle Ockers:

Right. It's just an observation. You've worked really closely with comms on this as well. And
really thought about who do people follow, where are people going and met them where they
are with people that they're already engaging with. | just think it's a fantastic approach. | just
wanted to highlight that for listeners as a call out for them to think about.

Ryan Byrne:

Yeah. Thanks Michelle. And that did come through partnering with our comms team. | think
sometimes. You know, in teams I've been in before you kind of work in isolation within the
L&D space. This project really highlighted, use the people that are change management
experts, the learning experts, the comms experts, and actually come together to deliver the
program.

Michelle Ockers:
Yeah. So week one was about awareness, buzz and getting people interested. Take us into
week two.

Ryan Byrne:

Yeah. So week two was then raising awareness. So this is where those posters I've
mentioned started popping up around the office locations and the meal room. So it was
essentially just posters coming around, raising awareness. We had things like a Microsoft
Teams backgrounds to assist in the awareness for other leaders within the business. And
we actually, you know, had a lot of collateral that was coming around just to build that
awareness. So week one and two really tied in together to build the buzz, getting involved. It
wasn't until week three and four that we actually really got into the detail of, | guess, those
learning elements of the campaign and what we were trying to achieve. This is where our
team briefs started. So they run over a two week period. And we actually created a
conversation guide to assist our leaders, to deliver that message. So really simple, you
know, think of a facilitator's guide on a single piece of paper with dot points. Our leaders
were engaged in the initiative. We had briefings to prepare them for it. But really they were
our channel to get that message out in their team briefings with their people. You know, they
know their people better than we do. We gave them dot points, but we actually gave them
the freedom to talk about what they felt was important to their area. So that week three and
four briefings is where we actually introduced our learning elements. So we created an
interactive video that | mentioned earlier. We actually got our leaders to play that interactive
video with their staff in the room and they actually made decisions, but we actually
encouraged them to get the answers incorrect, to drive a little bit of fun. We're talking about
presentation standards and uniforms. This isn't safety, right? The idea of just telling people
what to wear and how to present, people would switch off.

Michelle Ockers:

The other thing, Ryan, is that it can be a little infantilizing, right? Telling people how to dress.
To my point before about respect. So, this fun element, it's almost tongue-in-cheek like, hey,

% Learning Uncut 9

© Learning Uncut Pty Limited 2025


https://learninguncut.global/

Learning Uncut Episode 164
Customer Service Performance Campaign — Ryan Byrne

we kind of know that you know this stuff, but let's have a look at what happens when you get
it wrong.

Ryan Byrne:

Exactly. And, you know, the examples | gave earlier with some of the decision points, one
around, do you prepare the night before or do you not? If you don't, the next day you're
rushing and you pick up your shirt and it had a little animation there of a kind of saying, ew,
and it smelled. So it was a bit of a laugh. And then you didn't get your lunch. And then you're
heading, if you made the wrong decision, you're heading to the office and you've got every
single red light on your way to the station. So, you know, those sorts of things just made it a
bit of fun. And it also encouraged people to go back and try the other pathways. The idea
was we wanted them to do it in a group and to have that discussion around it. But also for
them to actually want to go back and do that on their own profile. So we've got a record of
who's gone back and done that. So, all staff did it within the group. And then we ended up
with about 60 or 70% completion on their own. Going back and actually doing the eLearn.
So they didn't have to, it wasn't a mandatory learning piece, but the actual solution stood on
its own in terms of people wanted to go back. | do know my daughter, obviously, | share
things with the family and my daughter always says, Daddy, can | play your new game? And
she calls it a game. So that's where we talk about gamification and that sort of thing. They
had badges in it that people could get, but really it's just meant to be a bit of light-hearted
fun. We also then, we had a spaced repetition tool. We partnered with a group who have a
forget me not app that actually had questions that roll out over the life of the campaign and
then continued after. So staff would get two quiz questions. They're very much imagery
based and it would be almost like a spot what's incorrect type thing. A little bit of fun with it in
terms of, you know, people in the incorrect uniform and what's right. but also the
presentation of stations and what do you do in this situation for them to actually answer. And
we had some really high completion rates of that. So even though it's not mandatory, we
had, you know...

Michelle Ockers:
How did you communicate to people? Like, is this like on a mobile phone? Is it in email?
How did you get that out?

Ryan Byrne:

Yeah, so our station staff actually, their mobile phone is their tool of trade. That's what they
actually use to get all the information for their staff. So it's actually a mobile first tool. You
can do it on a desktop, but we actually sent it out in three ways. So that original get involved,
leaders email, that came from the head of service experience mentioned the forget me not.
And there was a link there. We sent out an email from the tool itself. And then the leaders in
the team brief actually got them to open the tool and answer the first question.

Michelle Ockers:
The tool itself, you provide a mobile phone and data to all of your staff, your frontline staff, or
are they using correct?

Ryan Byrne:

Yeah. That's the tool of trade. Yes. The tool of trade that they're provided as part of their
role. They need it, everything's mobile these days. That's how they communicate
emergencies and everything like that. So we use that tool that they're already carrying with
them. They have to carry it with them. They have to keep it charged. And the tool itself would
do the work to give them a notification of that opt-in and answer it. The other piece that we
really pushed in week three and four was actually a competition. So we had a whole heap of
learning elements there. We had the two | mentioned, the interactive video, the forget-me-
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not questions, and there were some other pieces around there, like videos and other
elements they had to complete. Our frontline staff actually, you know, we gave them a
challenge. Well, how do we get people to interact with something that's not mandatory? You
know, our staff had generally gotten used to, if you've got to go to some training, you're
rostered to attend the training, or if you've got to do an e-learn, your leader will actually give
you time off the job to go sit down and do that e-learn, you know, which is fair enough for all
of our other pieces but with these they are non-mandatory. And so what we thought is, well,
how do we drive a bit of buzz? How do we encourage people to do it? And our staff actually
said, well, what about a competition? We're all competitive. And so we set them challenges.
Okay. What's the prize if you win the competition? They said we all like branded material.
Sydney Trains people collect, they love their job, they love the organization, they collect
things from the organization. So we actually came up with a branded cooler bag that was
branded with the Elevate program. So it tied it in with the original Elevate. We have a little
character that's in there and the first 200 people that completed the nhon-mandatory learning
elements were actually awarded a cooler bag. We found by kind of week six, we started
actually having people that were achieving that call back. So that helped drive people to
complete it because, you know, the first three people we made a really big deal of, and we
got photos with the executive director and some of their leaders and posted it out there to
say, Hey, they've achieved a cooler bag. And that really drove completion of the non-
mandatory pieces. So we weeks five and six, the focus on that was to take action. This is
where we actually had a range of ‘how to’ type videos. Things like how to clean a bathroom,
how to clean a station, very structured how to do the role. We have safe work instructions
and processes to do these things, but we actually just, usually they're in a paper-based kind
of medium where you're reading it. So what we did is we actually created some videos
internally using our internal equipment and shared those videos through the Quick Connect
kind of newsletter articles, through Viva Engage and through some emails as well as through
some posts that the manager putting out on Viva Engage. So it was really trying to get them
to take action. Okay, we've started doing these pieces. What can you do now? One of the
key pieces in there around first impressions was, you know, headphones, staff working with
headphones in, and really tried to drive a message around. You can wear them, but can you
wear them and still make first impressions count? The idea is take them out. Yeah, those
were the pieces that we really drove in terms of trying to get those actions and those
behaviours. And as I'd mentioned, we then started showing the people being awarded their
first impressions count badges. We actually encouraged people to share their certificates
when they finished their forget me not questions or when they got their digital certificates for
the e-learn. People were actually sharing it themselves with their colleagues. So then we
moved into week seven and eight, which then moved back into our October team briefs. So
we use these in the same way as the September team briefs where the leaders were
delivering key messages around the campaign. And we actually had a range of videos,
which was showing what our customers were saying. Something that we learned from the
original Elevate was the insights from our customers. Our people actually liked hearing from
that in the original Elevate. | think we did about 160, if not more interviews to get insights
from what our real world customers are asking from our people. We essentially took that and
then went out and filmed our customers. We asked them questions at our stations, you
know, what makes you feel good when you come to the station? Would be one of those
guestions.

Michelle Ockers:
So when did you make these videos?

Ryan Byrne:
They were made as part of that design process.
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Michelle Ockers:
So they weren't made during the campaign. They were made ahead of the campaign.

Ryan Byrne:

They were made ahead of the campaign. Yeah. Essentially we got most of the pieces
designed before the launch of the campaign. Obviously certain things trickled over and we're
still getting them completed during it. But the videos themselves, we actually got our
members of the co-design working group to come up with the questions. And they actually
went out and interviewed the customers. So they were part of the design process of it. So it
was real staff interviewing real customers on key messages that we really thought would hit
home with our people. You know, another one would be, when would you approach your
station staff member for help? You know, or how can Sydney trains improve the way they
communicate when there are delays? You know, what are the things we can do around
that? So what are these first impressions that we can actually do? What can our staff do to
make you feel happy in the station? So this messaging coming from our customers got
played in the team brief so the leader could then talk about that customer service element.
And it's not just us saying this is what our customers like, this is real customers telling us
what they're after. And then the final piece in that team brief was then just to promote the
completion of their Forget Me Not series, as well as the interactive videos and the other
pieces. So it really enabled our leaders throughout the campaign to have these discussions
with their staff, It made it easy for them to bring up if somebody's uniform wasn't 100%
correct, or if they needed to get a new piece of uniform because it's a bit dirty, because
everybody was talking about it. It was an enabler for them to actually discuss it.

Michelle Ockers:

Yeah. So Ryan, you used all kinds of techniques to motivate your staff, to give them choice,
to attract them to something that wasn't non-mandatory. Of all the different things you did to
motivate people to both engage with the materials, the ideas, the resources, and to actually
take action to do things differently. Was there anything that really stood out as most critical
or you think made the most difference?

Ryan Byrne:

| would say the leader-led delivery. It's something that we've been working on prior to this
campaign. We actually did a range of emergency preparedness learning initiatives about
eight months before this campaign, and our leaders, we used them for one of the first times
to deliver a learning program as opposed to them sending their staff off. We found from our
leaders that they really enjoyed having the tools and resources to deliver that message, but
from our staff to actually have that message delivered from their leader to them directly, As
opposed to, you know, whilst my team are great at facilitating and delivering learning, their
leader is the person that they're seeing all the time. And they're the person that will also hold
that line and hold that standard. So that | would say in the campaign, that was critical that we
got the buy-in from the leaders. Given this was an initiative that was kicked off by our
executive, they came to us with a problem that they wanted to solve or opportunities they
wanted to tackle. We had the buy-in from the executive down to our frontline leaders, even
in our evaluation, we used our leaders to actually tell us their opinions and have they seen a
difference, you know, in those softer metrics that we can't necessarily always measure. That
leader-led delivery was key. The other piece | really think, which I'd said earlier and you
highlighted, was we made it a little bit fun. You know, we didn't try to just push a uniform
standard on them. There was a new uniform standard that came out, but these were the
pieces around that where it was a case of get involved, you know, have a bit of fun, talk
about it with your colleagues, share your stories. These pieces actually were really critical, |
think, to the campaign being successful.
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Michelle Ockers:
You mentioned evaluation there, and you mentioned the campaign was successful. How did
you evaluate and what were some of the key outcomes that you pointed to?

Ryan Byrne:

Yeah, so we're lucky in a sense that Sydney Trains have some great metrics that they
measure against. So we have a customer experience measurement portal that we measure
our customer experience against and customer sentiment surveys and that sort of thing. So,
um, the difficulty with measuring though is. Yeah. The first impressions count campaign was
part of a bigger piece of work, uh, elevate 2.0, which is also part of a much larger piece of
work around that strategy. So whilst we can take claim for all of the uplift, you know, it is in
context of other things happening in the organization. So with the campaign itself, we did
have specific customer sentiment metrics that we were looking to target. And that was
actually part of the defined process was to actually identify what are we going to measure
ourselves against? And whilst it's not a perfect measurement, it's something that we can
kind of hang our hat on and say, did it work or did it not? And we're quite open and honest
with ourselves. You know, as learning professionals, we have to be able to say, actually, we
think this is going to have an impact and this is where it's going to impact and work as hard
as we can for it to hit that metric. And if it doesn't, we have to own it. But specifically on first
impressions count, we saw an increase of about 4%, just under 4% in terms of that customer
center metric, in terms of the pieces where our customers and our mystery shoppers that are
out there actually identifying things in relation to our first impressions. Once again, that is
part of a much wider program of work in there. First impressions count rolled out in a similar
time to a lot of work was done on our stations to assist our staff to keep them, the
presentation positive as well. Now staff needed to buy into that. In terms of the uniform itself,
we did see a 15% increase in uniform orders during the launch month compared to what
was happening in the months before. So this was tied into, we had a new uniform portal. We
were trying to drive people there. There was a new uniform standard, which was coming out.
So we actually saw that 15% increase compared to what generally happens, which showed
us that there was a change in behaviour around that. And that trend continued after the
campaign, especially once the centre came in and managers were able to actually talk with
their staff about the new standard in a lot more detail. So they're the kind of two key metrics
there. The other pieces, one of the key things that we were trying to achieve is our staff in
our surveys, our People Matter Employee Survey, often tell us that they want more training
or they're not receiving the amount of training they need to do their role well. So that's one of
the metrics that we should use. And we saw a 3% increase in our frontline customer service
staff in their response to, I'm empowered to make decisions needed to help the customer
and all our communities. That was up 3%. So in terms of their first impressions and what
they're doing, and in terms of the training that are received as well.

Michelle Ockers:

Yeah. One of the things | love here is you haven't shied away from using business data and
having a better quality business conversation, even though as is always the case, we don't
work in a vacuum around other things that are having an impact on business outcomes. And
sometimes we can't directly say, well, here's the line of sight from what we did in learning
and the shift in the business outcome, but it's a better quality conversation and we shouldn't
shy away from it. It helps us to focus more on business impact.

Ryan Byrne:

Yeah, and it ties into our focus on the performance consulting. The idea is that we shouldn't
actually be doing anything unless we're looking at a performance outcome or a performance
change. Now, that's not always the case. Sometimes we do have to tick a box and we do
have to roll things out and we do have to put things in place that protect the organisation
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from the safety perspective. But really, even with those pieces, we should think of what are
those behaviours that we want to change and what do we want the outcome to be? From a
learning perspective and the traditional kind of learning data and what we go with, We
actually had our customer area managers in terms of participation. We actually wanted to
measure how many of the customer area managers participated in the campaign and 100%
of them reported that they participated and they delivered the resources and the briefings,
which you could see in the data anyway. And we actually asked our customer area
managers to say, okay, how many of your staff were actually involved in the campaign and
how many of them took part? And this is a bit more anecdotal evidence and this is their view,
but as the leaders, they're the best people to tell us. So 80% of the customer area managers
stated that the teams were actively engaged in the campaign. And we have 20 odd different
customer area managers that look after multiple stations. So to have 80% of the staff in their
view actively engaging in the campaign was quite positive. And 70% of the customer area
managers noticed improvements in staff and station presentation. So whilst we would have
loved 100% improvement, | think 70% is actually quite a good achievement from their
perspective.

Michelle Ockers:

Well, particularly for something that wasn't mandatory, Ryan, | think it's great. So reflecting
on the entire process that you went through with define, refine, and deploy for this particular
campaign, was there anything that you or your team had to either embrace or let go of to
make it successful?

Ryan Byrne:

In terms of the campaign itself, we were lucky in terms of the first impressions count
campaign was the first part that was delivered under that Elevate 2.0 project. So we were
actually able to work through and achieve most of our outcomes and what we were wanting
to achieve. We did want to, at one stage, make our spatial repetition quiz mandatory. And
we just weren't in the environment to do that. And there were certain other pieces that we
were looking at. Do we make them mandatory? So we had to kind of let go of that, that idea
of let's make sure people do it and just have faith in the, the resources themselves that
people would want to do them. So that was kind of a, well, quite agile in the way that we
approached that. In terms of the overall projects, not this campaign, but the other campaign,
which came out about a month later, which was around our communicate clearly customer
service principle. We identified actually having two campaigns back to back was actually a
bit much for our leaders because it actually took a lot of their effort in there. So whilst first
impressions count was extremely successful and so was the next campaign as part of the
project. We did get feedback from our leaders to say, hey, give us a bit of breathing room.
We want to focus and we want to embed. So, | think too much of a good thing isn't a good
thing. So that's something that we really took on.

Michelle Ockers:

That's a really nice point. So final question then, if we have other learning and development
professionals listening who've not tried a campaign approach before, a particular
performance campaign approach, what tips would you give them for getting started?

Ryan Byrne:

| would say, give it a go. It's something different. We had to sell this approach to our leaders.
You know, it was something that hadn't been done before to the extent that we've done it in
this piece. We had done some leader led delivery prior. But in terms of this large scale
campaign, you know, it was just something that we thought, we actually think this is the
approach. So we had to come up with why we thought it was the approach and sell that to
our leadership. You know, they were quite supportive and they saw the need, but it was
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something out of the ordinary and different. | would say really do focus on those
performance outcomes that you're wanting to achieve. What are you wanting to see different
at the end of the campaign as opposed to at the start of it? And have a bit of fun. Learning
should be fun. It doesn't need to be so serious all the time. Even in designing it was really
key for us to actually have fun. Our working groups were actually quite enjoyable. And then
the final piece would actually be engage your staff in the design of the solution, designing it
in isolation. Well, sometimes we have to do that because of time and what the focus is
actually using that co-design approach was really beneficial to this type of learning.

Michelle Ockers:

Yeah. Ryan, such a rich conversation. So many practical ideas, things you did that others
can think about adapting or trying out in their organizations. We'll pop a link to your LinkedIn
profile in the show notes, if anyone wants to get in touch with you to bounce anything off you
or to get more information. Thank you so much for coming into the room with me today and
sharing your experience and insights around this performance campaign with our listeners.

Ryan Byrne:
Thank you, Michelle. Thank you for inviting me. It's been a pleasure.
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% Learning Uncut About Learning Uncut

Learning Uncut are learning and development consultants that help Learning and
Development leaders and their teams become a strategic enabler so that their businesses
can thrive. We work in evidence-informed ways to drive tangible outcomes and business
impact and are strong believers in the power of collaboration and community. We specialise
in helping to build or refresh organisational learning strategy, update their L&D Operating
Model, enable skills development, and conduct learning evaluation. We also offer workshops
to shift learning mindset and practices for both L&D teams and the broader workforce — as
well as speaking at public and internal events.

Learn more about us at our website.
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