
Greetings! 
 
• This project titled: “NPS Improvement” is a candidate for the ASQ South Asia Team 

Excellence Award, 2019. 
• This project has seen significant results being driven for our organization and we 

are happy to share it here. 
 
Source of industry benchmarking for telecom industry is customer gauge website. 
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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, across 6 continents. 
Our services are provided in more than 70 languages. The combination of our scale 
and diversity is how we deliver on the promise of Global Consistency with Local 
Intimacy. 

• We provide our services in 10 key verticals, with a focus on five strategic 
industries. 

• This project entry is from the Technology vertical of Concentrix – the vertical is 
autonomous with respect to client servicing strategies, processes, and budgets. 
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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 permeate through everything we do and every interaction 
we have. 

• Our culture is made up of nine statements that are our guiding principle in 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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Project is initiated for one of our telecom client (US based) for NPS improvement. We 
support their customer services through chat platform. There are other vendors 
works on the same platform and compete with each other on NPS performance 
every month. 
 
 Concentrix Gurgaon center works 24x7, while all other three competitor sites 

work 16x7 
 We are the biggest site and handle almost 50% of the volume (four lakh chats 

monthly approx.) 
 Concentrix Gurgaon headcount of chat LOB is 800 
 Survey goes on all the transactions and return rate is 18-20% (Survey received 

count is 75,000 monthly approx.) 
 Customer reply on survey within one min in 99% cases 
 Around 45-50% customers give comments on the survey about the services 
 
 
LOB – Line of Business 
 

4 



- Names of clients, and financial figures that are deemed confidential have been 
masked or redacted. 
- The graphics on certain slides are provided for illustrative purposes only and are not 
meant to be readable. 
- 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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NPS – Reflection of Customer Satisfaction Score 
_____________ 
 
To identify strategic projects, Delivery Excellence team reviews the organization goals 
and drive the project CTQs from the organization goal for specific financial year.  
organization goals bifurcate in to various Big Ys for the organization, clients, 
employees, and end customers.  
____________ 
  
VoC – Voice of Customer 
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Delivery Excellence team send feedback survey to all the businesses and ask for 
feedback and support required from us. 
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There are multiple channels to identify the project and further quantification is 

done. Clear objective and result are set at the beginning of the project. Project 
works in the defined guidelines and timeframe. 
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o  What is the problem that you want to solve? - A good project comes 

from a good problem definition. It is important to first identify the problem you 

want to address.  

o  What evidence and/or data do you have that supports the identified 

problem? - This implies doing some research on the problem you have 

identified. Sources of data and evidence can include statistics, survey results, 

and information from previous reports. Data and evidence-based research add 

validity to your project. This information is crucial as it will help others 

understand why the problem identified is a worthy issue to tackle. 

o  What other initiatives have been implemented that target the same 

problem? - Before settling on your project, investigate what other initiatives 

have been implemented on the same topic. This will be helpful because you 

can learn from previous results, and the lessons and challenges from other 

projects. You might also get new ideas that can improve your project design. 

o  What are the objectives and/or expected results of your project? - it is 

now time to reflect on what you want to achieve and how. Keep in mind that 

you don’t have to solve every dimension of the problem you identified. Be 

realistic. It is better to have only targets which can actually be attained. 
o  Who will your project help? - It is important to know who your project  
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supports and what value it will bring to business. Don’t assume that you know 

everything about the beneficiaries, talk to them, ask questions, this will help 

you better define your project objectives, and improve the design of your 

project.  

o  What is the timeframe of your project? - It is important to determine how 

much time it will take to reach the established objectives. How fast you can get 

the go-ahead to kickstart the project, and how long it will take to coordinate 

with the different stakeholders involved in the project. 
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Details view of project selection method and steps involved 
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This slide talks about the basic of NPS understanding and working. Also the 
importance of NPS for Concentrix and our client. 
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The project has some special business needs and opportunities.  
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CPH – Chat per hour (must be high to measure the quick solution to customers.) 
Care LOB – Name of line of business (type of a business) 
Order Support – Another Line of business 
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The project benefits were evaluated and goals agreed with the stakeholders. The 
project is a key strategic project as it was impacting the revenue. 
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Multiple layers of benefits associated with the project. Our target to meet all the 
goals in the project. 
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The project framework describes different elements of the project which will help in 
the defining, understanding and implementation.  
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It was observed that due to competitive market, we have to stay on top on NPS 
numbers to fetch more business from the client. It also support the customer in 
increasing their customer base.  Business was able to maintain the No.1 position, but 
looking for Black Belt’s help to maintain a significant difference from No.2 site.  This 
project was also supporting client strategy 2019. 
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This project was a blend of continuous improvement and strategic process 

change as both the philosophies were implemented in the project. This is to 

drive overall business growth for the client and Concentrix. 
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Definition of NPS calculation. Also some basic information on how site works and 
compete with other sites. 
As the survey count is too large (75,000) per month, data is treated is continuous for 
all the further analysis. 
 
LTR – Likelihood to Recommend 
DLTR – Dislike to Recommend 
 
Survey counts monthly is huge. We receive almost 75,000 surveys every month on 4 
lakh chats. 
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The assumptions and expectation were formulated basis the project requirements. 
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There was a systematic project governance setup, where each project (Account-LOB-
Metric Combination) 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.  
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There was a systematic project governance setup, where each project (Account-LOB-
Metric Combination) 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. Various 
other team members from different functions were also involved on a regular basis 
for various elements of the project like data requirements, brainstorming, etc. 
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Role is defined for each person in the project. 
WFM – Workforce Management team 
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The forming–storming–norming–performing model was followed 
Concentrix works from Gurugram site for this client. Entire project team is based out 
of Gurugram only. 
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Multiple ways were defined to set up meeting through online and face to face. 
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Structured communication plan was set up to ensure no gaps in planning and 
execution. 
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High level project goal and methodology for improvement. 
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Continuous improvement of the numbers is the basic theme of the project. 
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All the possible factors which are impacting the bigger Y are bifurcated into process 
door and data door approach. Hypothesis testing was initiated on the Xs falls under 
data door approach. Further analysis was done on process door approach to identify 
significant factors and further solutions. 
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Conceptual approach to take the stakeholder VOC to solutions. 
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• This is an illustrative process flow of a Chat handling  
 

• This describes the process flow on how the chat is initiated and reach to a 
solution. There are some gaps identified (mentioned in triangle) at some stages 
and possible solution were recommended to the business. 
 

Blue rectangle – Chat must be transferred to other departments which works 

only 16x7. This is a problem area for Concentrix as we work 24x7 and 

dissatisfied customers in that remaining window give a negative NPS. 

Gold rectangle – Agent has to handle two chats at the same time during heavy 

volume. 

Pink rectangle – Chat Agent needs Team Leader’s intervention on 20% of the 

transactions for approvals, plan change, call back promise etc. which takes 2-3 

mins per transactions. This leads to high waiting time for customer and 

negative NPS 

 



This shows a clear view of project framework. 
 
TQ-BQ Variation = This study shows the performance variation between top quartile 
and bottom quartile performer 
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There are multiple information gathered from the tools to support the overall goal of 
the project. 
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Concentrix follow a structured approach and ready with multiple teams with strong 
quality DNA to support the strategic projects. 
 
From 2019 onwards, Concentrix invested in training some resources in Black Belt 
training from a third party vendor. So certification will happen on the basis of internal 
project successful completion. 
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First draft of FMEA was created to mitigate the initial risks identified. 
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• Some of the stakeholders were initially not supportive of the idea because of 
certain issues and concerns. 

• These concerns were analyzed and systematically mitigated during discussions 
chaired by the project champion.  
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Active involvement of the stakeholder was one of the reasons of project success. 
Team participated in the critical discussions and executed recommendations on 
ground. 
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Projected target was taken month on month on the basis of some assumption of 
significant movement of detractor and passive surveys into promoter grid.  
Specific steps were taken to meet this target with the help of the team 
 
LTR – Likelihood to Recommend 
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 

 
 Day wise data (Jan. 2019 to Apr. 2019) is presented in the above data. 

 
 We are the biggest site and picks almost 50% of the volume (4 lakh chats 

monthly) 
 Survey goes on all the transactions and return rate is 18-20% (Survey received 

count is 75000 monthly) 
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Recap of tools used during the project. 
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
Project charter prepared to show the business case, problem statement, goal 
statement, In/out scope and project team names. 
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High level process map of customer service Chat handling for defining process 
boundaries, collective effort of team to identify the various inputs throughout a 
process and how those inputs affect the output. 
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ARMI was used to set expectation.  
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CTQ drill down tree to show the selection of Y. 
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
Timelines for the activities decided during the project along with responsibilities 
aligned to team members. 
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
Data is normal and treated as continuous. 
 
 We are the biggest site and handle almost 50% of the volume (four lakh chats 

monthly approx.) 
 Concentrix Gurgaon headcount of chat LOB is 800 
 Survey goes on all the transactions and return rate is 18-20% (Survey received 

count is 75,000 monthly approx.) 
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Some clustering in the data is observed. While speaking with the team, it was 
identified that some of the major process changes happened from client site in chat 
tools. 
 
 We are the biggest site and pick almost 50% of the volume (4 lakh chats 

monthly) 
 Survey goes on all the transactions and return rate is 18-20% (Survey received 

count is 75,000 monthly). 
 

53 



NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
For the low performance on Mar. 3 and Mar. 4, data was further analyzed to find the 
root cause. There were some client tools issues were identified and some network 
issues at customer end. These two reasons impacted the scores. 
 
 We are the biggest site and pick almost 50% of the volume (4 lakh chats 

monthly) 
 Survey goes on all the transactions and return rate is 18-20% (Survey received 

count is 75,000 monthly). 
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
Current Process is not capable to achieve the target of 42%. Some strategic process 
changes are required to meet the target. 
 
 We are the biggest site and pick almost 50% of the volume (4 lakh chats 

monthly) 
 Survey goes on all the transactions and return rate is 18-20% (Survey received 

count is 75,000 monthly). 
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Detailed data collection plan was shared with the project team and we were able to 
meet the timelines as defined. 
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• This describes the Process flow on how the chat is initiated and reach to a 
solution. There are some gaps identified (mentioned in triangle)at some stages and 
possible solution were recommended to the business. 
 

Blue rectangle – Chat must be transferred to other departments which works 

only 16x7. This is a problem area for Concentrix as we work 24x7 and 

dissatisfied customer in that remaining window gives negative NPS. 

Gold rectangle – Agent has to handle two chats at the same time during heavy 

volume. 

Pink rectangle – Chat Agent needs Teal leader’s intervention on 20% of the 

transactions for approvals, plan change, call back promise etc. which takes 2-3 

mins per transactions. This leads to high waiting time for customer and 

negative NPS 
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With the help of Pareto chart, we could identify the top four queues which are 
impacting the overall scores. Team was briefed to give extra focus on these queues to 
help boosting the overall numbers. 
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There are three other sites works on the same business and compete with each other 
to provide best customer services. Concentrix able to maintain the position at No.1 
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
TL = Team Leader 
FW = Floor Walker 
QA = Quality Analyst 
VnA = Voice and Accent 
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Multi voting helped us in identifying the top factors impacting NPS. There were 
around 24 factors rated 39 and above in multi voting, however we picked top 15 
factors to study and further to work on. 
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
CSAT should be read as NPS 
Week wise trends shows, high variance in week three 
Day wise trends shows, high variance on Sunday 
Time wise graph represent that 1AM to 6PM, performance trends low 
Date wise box plot shows that first 5 days of the month trends low on performance 
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
 
CSAT should be read as NPS 
Chat can be initiated majorly by three sources.. Mobile, Desktop and Mobile App. 
Lower scores wee observed for App based chats as network issues are there and 
customer rates low to the conversations. 
 
Site wise (Mobile) trends shows, Clark performs better but variance is high 
Site wise (AppChat) trends shows, Concentrix perform better with less variance 
Site wise (Desktop) trends shows, Concentrix perform better 
High variance is observed in Manager wise performance 
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Significance testing of the factors shortlisted shows the result of each factor. There 
were other factors shortlisted, but found insignificant during the hypothesis testing. 
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Control impact matrix helped us in bifurcating the factors in priorities to work on. 
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This is the performance of Top Quartile, Middle Quartile 1, Middle Quartile 2 and 
Bottom quartile with the weightage of 25% each. Also there are performance number 
of each profile. Lower scores were observed for Team leader (TL) and floor walkers 
(FW) as they only takes escalation chats. 
 
< 90 = People with less than 90 days in the system 
> 90 = People with more than 90 days in the system 
CCS = Customer Care Executive 
NHT = New hire trainee 
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Almost 20% of the chat transactions needs intervention from supervisors to make 
some changes on the customer account. This is time consuming activity and may be 
eliminated with some stand alone tool. 
 
Image on right hand side shows the reasons of TL intervention on each transaction. 
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
Strategic changes were done on factors identified in process door approach. Changes 
in reporting and monthly performance grid. Some automated tools were created for 
communication and performance update purpose. 
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
Strategic changes were done on factors identified in Process door approach. Changes 
in reporting and monthly performance grid. Some automated tools were created for 
communication and performance update purpose. 
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
Effective BQ management plan was created to reduce the gap with TQ.  
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
Launch the concept of engagement champion who can help in reducing the stress 
from the system and can introduce some visual impact to improve the performance 
on production floor. 
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
Chat can be initiated majorly by three sources.. Mobile, Desktop and AppChat. Lower 
scores wee observed for App based chats as network issues are there and customer 
rates low to the conversations. 
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
Improvement is observed for all profiles along with overall score of the site. 
SKT – Supervisor knowledge test 
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
Performance upward trends were observed across top five queue scores. 
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Scores are mentioned for the team aligned with the Team Leaders. 
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Improvement was observed in all the factors identified. 
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This is most effective way to gather the innovative ideas from the employees to 
improve NPS or any other work related factors. Lot of ideas were received and 
implemented in structure to improve NPS. 
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Another example of innovation. Disconnected chats contribution is almost 20% and 
giving the impact of 1.5% on NPS. Innovative solution was recommended to design a 
stand alone solution to send messages to the customer about the incident and 
promising them a call back in 24-48 hrs. After a successful pilot, the same will be 
replicated across all the partners’ sites. 
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Documentation and SOPs were designed to ensure we sustain the performance. 
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
Good improvement is seen in BQ performers and significant improvement in TQ 
performers too. 
Change in Y scale intervals in pre-post graphs. Please read accordingly. 
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Process improved and with in control limit was observed post project. Data is for 
September and October. We can see one outlier data point as outlier. Performance 
was down on that due to network issues in client tools. 
 
 We are the biggest site and picks almost 50% of the volume (four lakh chats 

monthly). 
 Survey goes on all the transactions and return rate is 18-20% (Survey received 

count is 75,000 monthly). 
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NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
 
Process improved and within control. 
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Response list is created to handle any sudden change in performance due to any 
defined factor. Responsibilities were divided among the team and handover was given 
formally. 
 
Tl – Team Leader 
FW – Floor walker 
SKT – Supervisor knowledge set 
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List is not exhaustive. FMEA chart post project shows improved RPN. Sample shown 
for the illustration. 

84 



Concentrix was able to sustain the No.1 rank. 
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Performance improved significantly post project. 
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Able to achieve project target in September and continue the similar trend in 
November. 
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Concentrix won some new lines of business and growth in existing business during 
control phase of the project. It results in revenue growth for the organization and 
client. 
 
Significant business growth for client too. 
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Communication mailers to team. 
 
NOTE: The graphics on this slide are not meant to be readable and are provided for 
illustrative purposes only. 
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