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Introduction
It seems obvious to link contact center management or customer 
relationship management with the use of indicators and KPIs, since few 
activities have such a large amount of data at their disposal. 

However, do we properly extract, process, analyze and use all this 
available information? 

This document does not pretend to do a theoretical review along the 
aspects that determine the management of KPIs (types of KPIs, origins, 
main metrics, etc.), since these aspects are already established in our 
activities. 

We will focus this ebook on provoking middle managers and directors to 
move towards a disruptive reflection. Thus, allowing to find inspiration 
about other ways of doing things, other ways of approaching the 
possibilities offered by KPIs to revolutionize management in the 
customer relationship area.

01  Introduction

01
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What is the right path?02
When working on the structure of KPIs or dashboards, we usually collect all the available indicators and try to group 
them, so that they are useful to us.

Our proposal is to do it the other way round: let’s start with 
the need. Let’s first think deeply of what we need and let’s 
go back to the data later. 

With this statement, one will think “Why invest time in this preliminary 
phase, if we do not have the data?”. It is true, working first on the “why” 
will not always lead to a solution, because we may lack the data. However, 
this is already a great opportunity. Forcing a team to work this way, going 
to the bottom of the need, allows us to realize both the usefulness (or not) 
of what is available, and the real need for what is not available (or at least 
not immediately available). This should always be the starting point for 
technical projects that require investment.

02 What is the right path?
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The starting point is the need. The route to be taken, in short, 
is to start from the “What”, jump to the “How” and end with the 
“How much”, and re-feed the model again, continuously. 

When structuring this path, it is very useful to do it through the 
Balanced Scorecard methodology. The approach consists of 
working on four perspectives:

For each of these perspectives, we must first identify the 
strategic goals. In a second step, the critical success factors 
and finally the indicators. The indicator itself cannot become 
the objective of this whole exercise. The true objective is 
to align the strategy with the operation and the goals to be 
achieved. This way, the indicators facilitate both the control 
of the situation and the identification of the key factors to 
implement. It is in this second aspect that we usually put 
less focus.

Financial Internal 
processes

Client Learning and 
motivation

02 What is the right path?
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Perspectives Financial Client Internal processes Learning and motivation

Strategic goals

- Network cost per teleoperation job 
/ hour
- Income increase / hour 
- Cost variability increase
- Network cost / customer and year
- Total cost network street 
technician
- Income / customer

- Solve more 
- Prescription level 
- Omnichannel 
- Accessibility 
- Reduce friction
- Get ahead of needs 
- Engagement

- Efficiency support argumentation 
of operators 
- Network waiting times
- Network error management
- Prevent and / or arrive on time

- Improve argumentation skills 
- Increase team motivation
- Guarantee continuous knowledge 
update
- Improve profile matching

Critical factors  
of success

- Synergies with other services 
- Business efficiency 
- Operating efficiency 
- Close at first contact 
- Call prevention
- Commercial contracts
- Incentives
- Telephone cost
- Unhelpful Contacts

- Team motivation 
- Timeouts
- Multichannel processes
- Competition knowledge 
- Customer needs knowledge
- Info. available to the client
- Situation’s prevention

- Clear and aligned arguments
- Sizing accuracy 
- Streamline checklists
- Peak hours synergies 
- Measure the effectiveness of the 
checklist steps 
- Self-dialing criteria
- Commitments to the client
- Application agility

- Coordinators leadership and 
credibility 
- Skills training argumentation
- Skill adequacy-operator capacity 
- Continuous training 
- Systematic tests
- Selection processes improvement 
approval

Strategic  
indicators

- € Teleoperation position / hour
- Hours of use / position
- Operating efficiency
- Customer calls / year
- % Fixed cost
- Telephone cost / min 
- % Contact 
- Average discount per customer

- NPS
- % Claim on calls
- Rotation operators 
- Weather surveys
- Levels of dispersion in KPIs
- Evolution of avoidable 
typologies
- % Self-service 
- Multichannel evolution (% ‘s)
- % Cross/Up selling

- % Discrimination per step checklist
- Delta and Dispersion % Available 
- Pre-actual traffic adherence 
- % Efficiency prepared arguments
- Solution-retention correlation

- Weather surveys
- Knowledge level per person, team and 
subject
- Evaluation monitoring use arguments 
(what and how) 
- Shadow-based KPI
- % Falls in test period 
- % Achievement schedule form

In this table we find some possible examples of goals, factors and indicators:

02 What is the right path?
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02 What is the right path?

Obviously, the team building exercise of this 
scorecard is a huge benefit. It entails align 
visions, engage people and areas and obtain 
a clear and effective operational strategy, also 
driven through KPIs. 

In short, it is about ensuring that in addition to 
an adequate strategy, we manage to execute 
the strategy outlined through adequate 
continuous monitoring through indicators. The 
question we have to ask ourselves is how much 
do I lose in the funnel of my implementation of 
effective achievements?

97%
80%

52%
33%

Vision Clear  
strategic plans

Some strategic 
achievements

Significant 
strategic 
achievements
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03 What does the data tell me and what can it tell me?

What does the data 
tell me and what can 
it tell me?

Imagine that at your offices lift, the CEO of your company puts her/his 
hand on your shoulder, and says ... I have been told that you are a shark 
analyzing situations. Do me a favor: in two hours I have a committee 
and I need to know if a certain sales campaign is optimizable or not, and 
how much. Ask me but the information you need, and I await your first 
conclusions in two hours. 

Is this possible? Is it reasonable to ask? Is it feasible to obtain an accurate 
first approximation in two hours about the situation of a service and how 
much it could improve? What would I do? (It would be a good exercise to 
stop at this point, and think about it thoroughly, in the first person).

03
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Looking at this graph: are things clearer? 
They are very clear: there are many agents 
in conversions of 15%-18%, while there are 
many others lower than 8%, as well as a 
whole average block of agents between 9%-
14%. There is room for improvement for this 
campaign.  

If the results can be improved, we can easily 
estimate them quantitatively and accurately. 
Making reasonable hypotheses about what the 
improvement by segment of results can be, 
leads us in a simple way to obtain the average 
of global data from the reality of the expected 
improvements by segment.

Conversion %
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Frecuency

Cumulative %

03 What does the data tell me and what can it tell me?
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03 What does the data tell me and what can it tell me?  

Would the analysis for the optimization of the sales campaign be 
complete with the study of the conversion %? We could confirm that 
the very clear opportunity for improvement in conversion means that 
the service can sell much more. The conversion does not consider the 
productive efficiency: a salesperson can highly convert, but its slow 
speed can turn its results into a disaster. We therefore need to analyze 
more KPIs. One option would be to combine % conversion and calls/hour. 

If we want to simplify and have the global vision in a single parameter: 
sales per hour. Sales per hour would be a very good indicator to 
synthetically assess the commercial performance of a team or an 
operator. But at the same time, when working on the improvement, this 
indicator itself would not provide us with all the information. We should 
breakdown effectiveness (% conversion) and efficiency (calls/hour), as 
each of these parameters will show different opportunities and different 
actions to take.
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03 What does the data tell me and what can it tell me?

Regardless of the indicators that we work 
with, we should always focus on analyzing the 
dispersions for all these parameters, since we 
would obtain a clear vision of the margin for 
improvement. At the same time, if we work with 
the dispersion analysis with temporary photos 
of our company’s situation, the evolution of the 
dispersion will give us even more information.  
 
Once the dispersions in conversion and 
production efficiency have been analyzed, we 
can then check, for example, the seniority and 
quality of each person on the team. If we take 
a next step and analyze the dispersion data in 
several axes, we can begin to draw other types 
of conclusions. For example, in front of this 
graph, what is the bottom line? 

Conversion %
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03 What does the data tell me and what can it tell me? 

This is one of the X-rays of our sector. We have not been able 
to convert seniority into results, and it is clear how motivation 
declines over time, generating worse results in a large part of 
the veteran team. Taking a next step, let’s imagine that we cross 
three KPIs on the same graph: 

What do we see now? What should this graph look like? The 
smaller diameter bubbles (new agents) should be concentrated 
in the lower left corner, in the zone of low results in efficiency 
and quality, moving towards the upper right corner, in the zone 
of good results, while their diameter increases. However, this 
is not the case, and the less experienced agents work far more 
effectively and add more value than the veteran agents.

1 year 2 years 3 years

It is very interesting to see how static data tells us about the history of the contact center and its evolution 
over the years, as well as how we are managing the motivation and involvement of the team and how their 
engagement flows.

C
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Quality (Personal NPS)
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04 The Decalogue of Opportunities for Engagement

The Decalogue of Opportunities 
for KPI Engagement

04

01

02

Yes, maybe “clearing the board” and starting from scratch is a great idea. In KPIs management 
we drag many preconceptions and many inertias. Do the exercise of starting over with your 
team, you will be surprised by the results.

Try to take the path in the opposite direction to the usual one. Start with the strategic goals, 
then the success factors and, finally, ask yourself what you need to measure to identify those 
keys for improvement and how to quantitatively control the evolution.

Start again

Are your KPIS connected with the strategy?

03
The value and contribution of the data is not always understood by the teams. Don’t take it for 
granted and make sure they all understand.

Does your whole team understand the data?
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04 The Decalogue of Opportunities for Engagement

04

05

We tend to think about the KPIs that we are missing. It is true that on many occasions we are 
lacking some, but we should focus on the keys for improvement. Sometimes, less is more.

Convert all the information into charts: you will save time and the KPIs will speak for themselves. 
A chart reduces the path from the parameter to the action and it makes the analysis phase as 
easy as possible. A good chart makes it easier to understand the situation, increasing the impact 
on the team. 

Do you have an excess of KPIS?

Let’s rock the charts, why not?

07

If you have the KPIs in different environments, you will lose the opportunity to cross them. Every 
time you want to cross data it will require a consumption of time and resources. There are cloud 
solutions that solve this without the need for database integrations or relevant investments. It is 
not always essential to have a corporate Data Warehouse, there are alternatives.

Do you have all the information in a  
single repository?
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04 The Decalogue of Opportunities for Engagement

08
Do you have a tool that allows you to get the right KPI to each person on your team in a simple, 
understandable and continually? If you must wait for a coordinator or person in charge to 
circulate the data to each person, working in Excel, you miss out on opportunities for impact. 
The information must be consumed on demand, in a simple way, so that each person in the 
organization has their KPIs and the charts that provide a clear vision of the situation. There exist 
very low-cost cloud tools for this need. Receiving or having access to my performance data, day 
by day, is a motivational lever.

Does the data reach each person?

09
You must ensure that the time spent on reporting is zero. It is not that difficult, it is possible to 
automate aggregation and structuring tasks, more than you imagine. Manual reporting times are 
a thing of the past. Dedicate 100% of your time and team to the analysis and implementation of 
actions.

Do you consume hours of your team in reporting?

10
It is not enough to make the right information available to your team, in the right format and 
way. You must train them and make sure that they incorporate the use of KPIs into their day-
to-day life. Large and successful technological projects have failed due to the lack of use of the 
equipment, the data being an urgent need.

Do you train your team in the use of KPIS?
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Inputs from real  
management

05

05 Inputs from real management
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We link the KPIs with the strategic objectives of the company through the 
OKRs. The Objectives and Key Results are those that we establish in the 
medium term to achieve growth and improvement in different areas such 
as customer experience, efficiency or profitability, among others.  
 
KPIs are applied in the management of continuous improvement through 
focused key projects, frequent monitoring and co-working among various 
teams in the organization.

05 Inputs from real management

HERÈNIA CASAS
Customer Experience Manager

Schibsted Spain
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The use of KPIs in daily management has allowed us, through the 
analysis of the channels, to know the client’s preferences and make 
decisions about the implementation of new technologies, specifically 
in the chatbot field. The main difficulty we found was the long hours of 
development from IT teams. Right now, our main challenge in managing 
KPIs is to achieve a better adaptation of the preferred communication 
channels by customers.

05 Inputs from real management

ALICIA ORTEGA 
Managing Director
Tudespensa.com
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Since the beginning of 2017 at Pelayo we have an Operator Management 
System, which integrates the main management indicators and 
measurements by person and team. This allows to have immediate, 
updated and standardized access to information for each operator, having 
individual results and compared to the average of the team.  
 
The main difficulty we have found is the integration of critical business 
information and telephone activity to obtain the information associated 
with each KPI in a rapid way. The main challenge of management through 
KPIs is the speed with which we must face the changes that are happening 
today.  
 
Companies have the information associated with the critical indicators that 
allow us to take the necessary actions to achieve the objectives.

05 Inputs from real management

MAITE FONT
Contact Center Director

Pelayo
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Closely analyzing the KPIs allows us to correlate indicators and know 
what is our maximum % of incidents that we can bear to guarantee our 
satisfaction objective. We have also distinguished the type of incidents 
to prioritize the action plans in those that affect the satisfaction of the 
end customer.  
 
With the closing speed we had many problems because the indicator 
was distorted with the few files that are open for too long, and it was 
difficult to establish the objective. Finally, after many analyses, a new 
KPI has been established regarding this concept, eliminating the aspects 
that distort it and making it more efficient.  
 
Regarding KPIs, our priority at this time is to be focused on the analysis 
of chatbots: how to get the best out of it without affecting our quality.

05 Inputs from real management

SUSANA VÁZQUEZ 
Operations Director

Asitur
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In an environment like the current one in which changes are constantly 
taking place, periodically comparing the results related to the strategic 
objectives of the company is essential to react appropriately. Once 
we have decided to address an improvement in the experience of our 
customers, we measure their waiting times and the associated satisfaction 
rates (before, during and after the implementation of the improvement).  
 
In 2017 we started a transversal project, with the participation of different 
departments, where the KAIZEN methodology was applied to define more 
efficient processes, achieving significant improvements in management 
times. The results were an increase in operating efficiency ratios and the 
consequent satisfaction of our customers.  
 
One of the main difficulties that we have encountered is the measurement 
of results and implementation of improvements without investing in large 
technological developments. This difficulty has forced us to apply large 
doses of creativity in the search for shared solutions by all the teams that 
have participated in the project.

05 Inputs from real management

FRANCISCO CABEZAS
Customer Service Manager

BNP Paribas Cardif
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Currently we no longer manage and organize strategic plans, we work by 
shorter-term plans. The individual objectives of each person, to which a 
remuneration is associated, is aligned with the strategic lines.  
 
Any deviation in the KPIs is analyzed to determine the action plans 
that allow for improvement: decrease of waiting times, improvement 
of customer service time, process improvement, NPS enhancement, 
identification of information needs by customers... The greatest frustration 
is the time it takes to implement the KPIs together with IT, as it needs a 
certain tech development.

05 Inputs from real management

BERNARD DE LA OSSA
Service Provision Manager,  

Car Insurance
Lagun Aro



23

The greatest difficulties are often found in the need to find simple KPIs 
that provide as much information as possible, avoiding creating extensive 
and complex dashboards.  
 
Our priority at this time is focused on continuing to work on indicators 
that truly satisfy the client’s need, not just the company’s vision: 
indicators that really place the customer and their satisfaction at the 
center of our operations. 

05 Inputs from real management

PEDRO JAVIER MANSO GAGO 
Customer Service Manager, 

Offshoring and Customer Service 
Transformation

Axa
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We are implementing the KPIs through a customer experience information 
system, adapted to each business area, with specific dashboards and 
monographs in the management committee.  
 
We are working on analyzing customer experience indicators and 
proposing training actions to staff, as well as improvement in procedures 
that impact customer dissatisfaction.  
 
The challenge now is the improvement in each one of the indicators, as 
well as the HR organization to manage online dissatisfaction.

05 Inputs from real management

SILVIA ÁLVAREZ
Sales Development Manager

Canal de Isabel II
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