Greetings! Hello to all the academics and brilliant scholars.
The project title “ACCEL REVENUE – A Project on Revenue Maximization” is a
candidate for the esteemed ASQ South Asia Team Excellence Award, 2019
It is a key strategic project for enhancing organizational revenue through improving
a resolution metric
An Business Excellence Award winner for Best Innovative Project for 2019
A project which yielded more than INR 5.5 Crores of savings (organization & client)
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• Our vision is to be the greatest customer engagement services company in the
world, rich in diversity and talent.
• The Concentrix culture permeates through everything we do and every interaction
we have.
• Our culture is made up of nine statements, which are our guiding principles on
how we act internally and externally.
• Teamwork is embedded in our culture, reflected in the statement: We All
contribute And Are One Concentrix.
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• At Concentrix, we support many of the world’s best brands – probably many of
your favorite brands.
• We are now the second largest provider of customer engagement services in the
world.
• We help companies from more than 275 sites in 40 countries and across 6
continents. We provide services in more than 70 different languages. The
combination of our scale and diversity is how we deliver on the promise of global
consistency with local intimacy.
• We provide services in 10 key verticals, with a focus on five strategic industries.
• Concentrix is a fortune 200 organization and second largest provider of customer
engagement services with $4.9 billion revenue per annum
• We at Concentrix handle 9.8 billion contacts per annum where at our BPO we
handle end customer queries for our clients / accounts
• This project entry is from the global Customer Service vertical of Concentrix. The
vertical is autonomous with respect to client servicing strategies, processes, and
budgets.
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In the E-commerce space, Concentrix provides multiple services to our clients. The
service features includes the following.
• 24 x 7 x 365 support when customer needs
• Multi Channel – Phone, Email, Chat Support
• Experienced and well-trained executives
• Personalized customer care for every customer
• Quality support at a cost effective price

4

There are four major pillars of this industry as below:
A) E-Commerce providers have presence on internet in form of websites (online
stores) and apps.
B) End-Customers: People who buy from online stores
C) Seller: People selling on these online stores
D) Customer Service Providers: Companies that act as face of e-commerce providers
and sellers and buyers can interact with them in case of any issue/queries
The four major steps in seller journey involved are
1) Onboarding: Sellers become a client of the E-Commerce provider
2) Listing : They use the websites and apps to host there products which can be
viewed by Buyers.
3) Order Management : E-Commerce provider maintains inventory of the hosted
product, when buyers place the orders they are forwarded to sellers for
fulfilment.
4) Payments – Buyers pay the price for the product which are paid to Sellers once
the product is successfully delivered.
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Concentrix is the face of E-Commerce provider. In case of any issues through the
entire journey Sellers and Buyers contact through different mediums(Emails, Chats,
Messages and Phone). Concentrix helps in resolution of there queries or issues.
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The problem we are looking solutions for are for both Concentrix and our clients.
Concentrix - Increasing the revenue is one of the most important target along with
managing the client satisfaction. Increasing the revenue makes the stakeholders
happy.
For clients – There direct customers both seller and buyer satisfaction is of utmost
importance. They also want to reduce the turnaround time for any issue resolution
along with reducing the handoffs from one department to another.
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The major problem we are trying to solve for is the low revenue for Concentrix. They
are paid on transaction basis by the client.
Of the transaction they handle they get paid 100% rate for the resolved transaction
while for all other disposition they are paid partially. These other dispositions are
majorly because of out of scope issue or cases routed incorrectly to Concentrix which
are later transferred to appropriate queue by transaction handlers. (The detailed
calculation is on the subsequent slide No. 15 & 16)
This not only results in loss of revenue to Concentrix but also poor seller or buyer
experience due to multiple hand off’s in turn increasing the resolution time
turnaround time.
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Resolve – When a we receive a email from the seller and we are able to provide the
solution instantly the transaction is termed as resolved. We get 100% payment for
these transaction.
In case we are unable to resolve the problem instantly because the issue is out of
scope or need more information from seller or need L2 support for getting a
resolution is termed as unresolved transaction and we are paid partial for these
transaction.
Hence increase in resolve rate will result in increase in revenue.
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We will be going through the above Agenda in our discussion
Remember few points / Disclaimers
Names of clients and financial figures that are deemed confidential and have been
masked
The roles of Concentrix employees have been used over their names as far as
possible to provide better clarity.
The graphics on certain slides are provided for illustrative purposes only and are not
meant to be readable
The templates required by the award criteria have been produced over multiple
slides for a detailed discussion
Portions of the ASQ ITEA award criteria are reproduced here. No copyright
infringement is intended
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INDEX – Frequently Used Terms and Abbreviations
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• The organization goals are set before the start of the New Year. The goals are
strategic and cast as per the vision of the organization. Multiple directions are
taken to work on key themes such as revenue enhancement, cost optimization,
and service excellence.
• Revenue Maximization was one of the key levers to achieve success on the
organization’s vision and mission.
• Hence the project is of key strategic importance for 2019.
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• We used a benefit-effort assessment sheet based on six parameters as in the slide
on a 3 point scale(1 – Low impact, 3- Medium Impact and 5 – High Impact) to
shortlist high impact project ideas.
• For a project idea to be a high-impactful, it had to address one (or more) of the
client pain-points identified through Innovation Councils.
• The rating for each parameter is given on the slide in box.
• The details of each parameter is mentioned on slide 14.
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• We used a benefit-effort assessment sheet based on six parameters as in the slide
on a three-point scale (1 – low impact, 3- medium impact and 5 – high impact) to
shortlist high impact project ideas.
• Reference sheet used for marking a project/idea
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Note : The graphics on this slide are not meant to be readable and are provided for
illustrative purposes only
We used a volume of each line of business (LoB) along with the met percentage for
the resolve rate (explained in upcoming slides)
For a project idea to be a high-impactful, it had to address one (or more) of the client
pain-points identified through Innovation councils.
All the LOBs were listed down and then we had three-fold approach to tackle the
account.
o Business process / technology change where we have met the targets but some
process changes will help achieve the targets.
o Re-baselining or redesigning where we have never met the targets
o Operative rigor for lines of business with low volume and have met the targets at
some given point of time.
Project alignment is in-line with stakeholders and client requirements, which
will help them to increase the market share and retain existing customers with
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increased levels of satisfaction.
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CTQ drill down tree was used to connect project metric to business big Y.
Our project used CTQ Tree to drill down from the broad business goal (improve
profitability / margins for Concentrix) to more specific, measurable characteristic that
was taken as a metric for improvement. CTQ drill down tree also gave a perspective
to team and other recipients on how to break a bigger problem into smaller
manageable problems.
Resolve Rate (Project Y) is a percentage of transactions of the overall transactions
handled where the resolution is provided to the seller/buyer in first instance.
1) Resolved are the transaction on which Concentrix Associate has provided
resolution to the incoming Email/Chat/Phone contact
2) PSA – Transactions that are referred back to the seller/buyer for more information
as the query or issue may not be clear or some additional details are required before
a resolution can be provided
3) PCA – Transaction where we need some information from L2 departments at client
end. They are forwarded to the L2 teams by raising an internal trouble ticket (TT)
4) Transfer – Transaction that are out of scope or misrouted and forwarded to
appropriate queue.
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Revenue calculation
Resolve - We are paid 100% for each transaction where the resolution is provided.
PCA – 50% of the rate is paid for each such transaction
PSA – 35% of the rate is paid for each such transaction
Transfer – only 16% of the rate is paid for these transaction
Calculation of revenue for a quarter is given in the table along with opportunity lost.
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SMART goals were developed to go into the project charter and were signed off by
the project champion.
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DMAIC is the problem-solving approach that drives Lean Six Sigma. It's a fivephase method—define, measure, analyze, improve and control—for improving
existing process problems with unknown causes.
There was a systematic project governance setup, where the project was tracked and
evaluated for progress. The project leaders presented the details of the projects in
regards to progress like the implementation of the project methodology (DMAIC
mostly), current stage/phase, activities completed, timeline management, benefits,
any challenges or support required, etc.
Detailed roadmap with milestone created for project governance and rigor testing.
We created Gantt chart to track and convey the project schedule. What is displayed is
high-level milestone; along with this a detailed micro-level work breakdown structure
was created for superior planning as well as percentage of completion. The use of the
Gantt chart was useful in bringing a sense of perspective and effective planning for
other ongoing initiative.
We mention different tools used at different stages.
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This material is confidential and proprietary to Concentrix. No part of it may
otherwise be used, disclosed, circulated, quoted, or reproduced by any other person
or for any other purpose without prior written approval from Concentrix. If you are
not the intended recipient of this material, you are hereby notified that such use,
disclosure, circulation, quotation, or reproduction is strictly prohibited and may be
unlawful.
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Problem statement is a clear description of the issue(s), it includes a vision,
issue statement, and method used to solve the problem.
Project Goal Statement is a clear picture view of what is to be accomplished
by the project. It is a formal document to be created at the initiation phase
showing the project context, including the project purpose, the quality focus,
and the viewpoint.
Team – Cross functional teams or departments that were involved to
brainstorm find solutions and implement those.
Scope – LoB that will be part of the project.
Benefit – What will be the benefits of this projects.
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The project assumption is ―A factor in planning process that is considered to
be true, real or certain often without any proof or demonstration‖.
Proactively managing expectations leads to successful projects, satisfied
stakeholders, and engaged teams. This involves
addressing expectations during project planning and execution frequent
communication, and a focus on realistic goals.
The assumptions and expectation were formulated basis the project requirement.
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Multiple session with stakeholders were done explaining the project and detailed
plan was shared outlining the benefits and how they are aligned with the
organizational goal.
The detailed project plan along with resource and budget requirements were shared.
The approvals were taken from account leaders and also the finance signoffs were
taken.
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• At Concentrix, risk management is deeply embedded into our solutions and
operations.
• This list of failures showcased in the slide is not exhaustive, but it is an example of
how the risks are mitigated.
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DMAIC is the problem-solving approach that drives Lean Six Sigma. It's a fivephase method—define, measure, analyze, improve and control—for improving
existing process problems with unknown causes.
There was a systematic project governance setup, where the project was tracked and
evaluated for progress. The project leaders presented the details of the projects in
regards to progress like the implementation of the project methodology (DMAIC
mostly), current Stage / Phase, activities completed, Timeline management, benefits,
any challenges or support required, etc.
Detailed roadmap with milestone created for project governance and rigor testing.
We created Gantt chart to track and convey the project schedule. What is displayed is
high-level milestone; along with this a detailed micro-level work breakdown structure
was created for superior planning as well as percentage of completion. Use of Gantt
chart was useful in bringing a sense of perspective and effective planning for other
ongoing initiative.
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Project team comprised of Project Leader (Operations Manager), Project MentorBlack Belt Manager, Project Champion – Delivery Excellence Leader, Cross Functional
Team which include Quality Manager, Quality Assistant Manager, Work Force Deputy
Manager
Project continuity plan is prepared and shared with all the project team members.
Each major task is assigned to a primary owner and a back up. Collaboration with the
entire project team on regular intervals and leaves were planned and tracked in such
a way that it will impact the project.
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• ARMI was used to set expectation and assign resources at various stages of DMAIC
improvement cycle.
• Approver – Process Associate Director for sign-off at various stages of DMAIC.
• Resource – Delivery Excellence Resource and Process Owner whose skills are
required for the project.
• Member – Cross-functional team involving Quality, Operations, Work Force
Management (WFM), Training, HR, etc., made up the project team
• Interested party – Associate Director Service Delivery/Operations Lead and
leadership team within Concentrix to be updated on the project progress.
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Ensured that the communication channels are open and all the team members
dedicate enough time for the project and communicate effectively.
• At Concentrix, we use Microsoft Office 365 platform globally to conduct our
business.
• Meetings are usually conducted via Skype for Business or via video conferencing
depending on need.
• A project team room was created on Concentrix Source intranet site to store
relevant documents for the team’s reference.
• Boardroom on 17th floor in Gurgaon office was primarily used for conducting the
workshops, trainings, etc.
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Selecting the team. Take care to choose the right people from each domain.
Set the tone and the ground rules.
Setting clear achievable goals. Communicate effectively.
Build team spirit and enthusiasm.
Achievable Early Goals.

32

We will be going through the above agenda in our discussion.
Remember few points / Disclaimers
Names of clients and financial figures that are deemed confidential have been
masked.
The roles of Concentrix employees have been used over their names as far as
possible to provide better clarity.
The graphics on certain slides are provided for illustrative purposes only and are not
meant to be readable
The templates required by the award criteria have been produced over multiple
slides for a detailed discussion.
Portions of the ASQ ITEA award criteria are reproduced here. No copyright
infringement is intended.

33

• High-Level Process Map for defining process boundaries, collective effort of team
to identify the various inputs throughout a process and how those inputs affect the
output.
• SIPOC also helps the team in defining the process boundaries and scoping the
project adequately.
• Project team looked at the range of factors like tools/technology, client
process/policy, mechanism of administering customer survey responses.
• A high-level process map was designed to look at the various steps involved in
completing the process task.
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A detailed process map using a swim lane was created to study the process.

NOTE: The graphics on this
slide are not meant to be
readable and are provided for
illustrative purposes only.

35

This material is confidential and proprietary to Concentrix. No part of it may
otherwise be used, disclosed, circulated, quoted, or reproduced by any other person
or for any other purpose without prior written approval from Concentrix. If you are
not the intended recipient of this material, you are hereby notified that such use,
disclosure, circulation, quotation, or reproduction is strictly prohibited and may be
unlawful.
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• A full 44-week view was taken at line of business-level performance on parameters
such as volume handled, resolved, transfers, PSA, PCA
• This gave a clear view to the team on the focus area and what period of the year
the performance takes a ding.
NOTE: The graphics on this slide are not meant to be readable and are provided for
illustrative purposes only
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• A full three-month view was taken at line of business-level performance on
parameters such as volume handled, resolved, transfers, PSA, PCA
NOTE: The graphics on this slide are not meant to be readable and are provided for
illustrative purposes only.
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• A full three-month view was taken at line of business-level performance on
parameters such as volume handled, resolved, transfers, PSA, PCA
NOTE: The graphics on this slide are not meant to be readable and are provided for
illustrative purposes only.
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Multiple brainstorming were done with multiple group of people as Subject Matter
Experts, Quality Analyst, Team Leaders and Managers. We came out with 96 potential
causes that were impacting the resolve rate. Few of them are listed above in the
slide.
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As a next step the potential causes identified were grouped together under five
categories as in the slide.
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NOTE: The graphics on this slide are not meant to be readable and are provided for
illustrative purposes only
• Extensive root cause analysis was done based on multiple brainstorming sessions
with quality, operations, training, top performers, bottom performers, etc.
• Multiple team meetings were carried out to identify opportunity across people,
process, tools/ technology, etc.
• Another strategy used by the team was grouping the causes based on team
members’ prior experiences. Data collected from Quality Audit files was used to
categorized the reasons into logical groups.
• One of the learnings for the teams was mutual trust that got created and deeper
understanding for the process. A cultural change was seen with meetings
becoming better focused on process improvement and defect reduction.
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Multi-voting was used to prioritize the factors.
NOTE: The details on this slide are not meant to be readable and are provided for
illustrative purposes only
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• The probable variables or causes were further categorized into process and data
door.
Process Door – Where the data availability was not there.
Data Door – Where we had enough data for statistical analysis
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Knowing the Importance of Data
The team had multiple brainstorming sessions and subject matter experts (SMEs)
contributed with possible variable on which data to collect. The goal of the data
collection plan is to develop a common reference document for all team members to
promote clear communication about the purpose and methods for data collection
and provide the link between the data collection effort and the project goals.
A wide range of factors were included: tenure, supervisor, day of the week, customer
response to the survey, impact of cross-skilled and parent line of business etc.
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Knowing the Importance of Data
The team had multiple brainstorming sessions and subject matter experts (SMEs)
contributed with possible variable on which data to collect. The goal of the data
collection plan is to develop a common reference document for all team members to
promote clear communication about the purpose and methods for data collection
and provide the link between the data collection effort and the project goals.
A wide range of factors were included: tenure, supervisor, day of the week, customer
response to the survey, impact of cross-skilled and parent line of business etc.
NOTE: The graphics and data on this slide are not meant to be readable and are
provided for illustrative purposes only.

46

A sampling strategy was deployed for selecting small number of transactions in
situations where 100% data collection was not possible. Hypothesis testing was done
on the sample data collected.
Filters were applied to remove unwanted data like other sites, absent on duty (AOD),
etc. (Prioritization is done based on discussions with Associate Director and client).
Segmentation and stratification strategy included applying necessary filters such as
present employees, executives who are in production and have completed on the job
training to analyze the right set of people to look at actual impact of RR and analyze
root cause for the problem.
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All the stages of the seller journey were drilled down for study so as to identify all the
possible issues faced. A team of tenured associates, QA, SME was taken up for
brainstorming and discussions. The analysis done by the Quality team was also taken
into consideration during the study.
NOTE: The graphics on this slide are not meant to be readable and are provided for
illustrative purposes only.

49

All the stages of the seller journey were drilled down for study so as to identify all the
possible issues faced. A team of tenured associates, QA, SME was taken up for
brainstorming and discussions. The analysis done by the quality team was also taken
into consideration during the study.
NOTE: The graphics on this slide are not meant to be readable and are provided for
illustrative purposes only

50

All the stages of the seller journey were drilled down for study so as to identify all the
possible issues faced. A team of tenured associates, QA, SME was taken up for
brainstorming and discussions. The analysis done by the quality team was also taken
into consideration during the study.
NOTE: The graphics on this slide are not meant to be readable and are provided for
illustrative purposes only

51

All the stages of the seller journey were drilled down for study so as to identify all the
possible issues faced. A team of tenured associates, QA, SME was taken up for
brainstorming and discussions. The analysis done by the quality team was also taken
into consideration during the study.
NOTE: The graphics on this slide are not meant to be readable and are provided for
illustrative purposes only.

52

All the stages of the seller journey were drilled down for study so as to identify all the
possible issues faced. A team of tenured associates, QA, SME was taken up for
brainstorming and discussions. The analysis done by the quality team was also taken
into consideration during the study.
NOTE: The graphics on this slide are not meant to be readable and are provided for
illustrative purposes only.

53

All the stages of the seller journey were drilled down for study so as to identify all the
possible issues faced. A team of tenured associates, QA, SME was taken up for
brainstorming and discussions. The analysis done by the quality team was also taken
into consideration during the study.
NOTE: The graphics on this slide are not meant to be readable and are provided for
illustrative purposes only.

54

NOTE: The graphics and data on this slide are not meant to be readable and are
provided for illustrative purposes only.
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NOTE: The graphics and data on this slide are not meant to be readable and are
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NOTE: The graphics and data on this slide are not meant to be readable and are
provided for illustrative purposes only.
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The five why analysis was done so as to identify the drop points and what were the
root causes for the same. They were at later stage converted to action items for
various teams and departments.
NOTE: The graphics and data on this slide are not meant to be readable and are
provided for illustrative purposes only.
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Summary of outcome of the statistical analysis done on different possible causes. The
action plan was created post discussion with the stakeholders and signoffs taken for
doing the pilot of those. T&TQ team was involved to keep a check on the actions. All
actions were implemented in controlled environment. The outcomes were tracked
daily and the plan was tweaked or changed basis the results.
The client was also involved to change the routing and SOP or process changes.
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Actions that were implemented at the client end. These actions were replicated
across all the sites. They resulted in huge benefits for the client as the double cost
was saved.
Eg. Transactions that were transferred client was paying 16 paisa to Concentrix and
then 1 rupee to the site that was handling those. Later by changing the routing rules
the transactions were routed to appropriate sites.
Earlier the same transaction costed 1.16 rupees to the client and post the changes it
was costing only 16 paisa leading to a benefit of 16 paisa per transaction.
Similarly for PCAs & PSAs
NOTE: The graphics and data on this slide are not meant to be readable and are
provided for illustrative purposes only.
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Changes were made in the update management process. Concentrix implemented a
few tools such as PULSE and BOLT that helped automate and track the updates,
audits etc. It also helped in getting real time reports for the stake holders.
Business Intelligence team helped in creating a automated mail that is being sent to
associates informing them about there performance and there monthly scorecard
achievements.
Dashboard showing the daily performance of all quartiles so as to see track the
improvements and red alert was raised if anything was moving negatively. This
ensured coaching opportunity basis the requirements of all as the data was tracked at
call type level daily.
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Changes were made in the sampling methodology.
Gemba boards were set up to track ideas for continuous improvements.
Tip of the day is being published daily basis the audit findings.
A gameboard was developed and associates used to get scores basis the Ideas
submitted. This encouraged advisors to participate. The associates were also
rewarded basis the same.
NOTE: The graphics and data on this slide are not meant to be readable and are
provided for illustrative purposes only
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The WFM was asked to create planning and requirement of hiring well in advance. So
as to have appropriate strength on the shop floor and the reduce burnout of
Executives.
Earlier for planning the data was shared only one month in advance, however, the
client was involved to get these details at least three months in advance for more
accurate planning.
NOTE: The graphics and data on this slide are not meant to be readable and are
provided for illustrative purposes only
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NOTE: The graphics and data on this slide are not meant to be readable and are
provided for illustrative purposes only.
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Multi-fold project benefits received
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The improvement as seen during different stages.

74

The secondary metric used during the project was average handle time (AHT.) We
have seen a drop in AHT along with variation here as well. Now associates handle
15% additional contacts.
We had observed spike during the implementation phase (during) as is evident in the
in the graph.
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NOTE: The graphics and data on this slide are not meant to be readable and are
provided for illustrative purposes only.
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