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WHAT WILL YOU BE MEASURED ON?
To succeed, you need to treat customer conversations 
as invaluable assets.
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WHAT WILL YOU BE 
MEASURED ON?

Years ago, a manufacturer of pro-
tective phone cases had a sup-
port volume problem:

•	 Customers were calling about the 
charging port cover because it wasn't 
intuitive, didn't always seat properly, 
and, in some cases, failed.

•	 Calls led to troubleshooting, then to 
replacement cases and, for the com-
pany's waterproof products, potential 
phone warranty exposure.

The root cause existed in exactly one 
dataset in the company: what custom-
ers said on the phone. It wasn't in returns 
data, wasn't on warranty forms, and it 
wasn't in the ticket taxonomy. Nobody 
was filing a report that said the cover 
design was confusing. Instead, custom-
ers were describing the problem in their 
own words to the agents.

Conversation analysis then surfaced 
the issue; the finding went to Product 
Design and to Manufacturing, and the 
product changed.
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ILLUSTRATION PROVIDED BY ADOBE STOCK

The company reportedly avoided mil-
lions in warranty claims, but the more 
lasting change was procedural: product 
teams started coming to the contact 
center first because they understood 
that customer conversations contained 
intelligence the rest of the organization 
couldn't always see.

CONTACT CENTER STRATEGY

TO SUCCEED, YOU NEED TO TREAT CUSTOMER 
CONVERSATIONS AS INVALUABLE ASSETS.
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This incident happened years ago, 

not as a pilot or proof of concept, but 
as normal work for a company that was 
simply paying attention.

REMOVING BARRIERS TO  
OBTAINING INTELLIGENCE
I started my career in a contact center 
supporting customers for a software 
company before moving into product 
management, so I knew from both sides 
what product managers were missing 
and what support conversations al-
ready contained.

The barrier was never technical feasi-
bility as much as the effort, specializa-
tion, and imagination required to deter-
mine what the data could answer. 

As those barriers fall, the question 
for contact center leaders shifts as well. 
It’s becoming less about how efficiently 
the contact center is staffed and more 
about whether technology investments 
are delivering better customer and busi-
ness outcomes.

The pattern also goes back decades.
Roughly 20 years ago, a cable opera-

tor used speech analytics not for quali-
ty monitoring (QM), but to detect signal 
degradation in specific service areas and 
quantify what that degradation was 
doing to customer satisfaction.

That was network intelligence derived 
from conversations. 

•	 The case manufacturer I mentioned 
earlier turned them into product 
design intelligence. 

•	 More recently, a direct-to-consumer 
pet supply company traced a cluster 
of low-star Amazon reviews back to a 
root cause identified in support calls 
and changed the product.

In each case, the organization wasn't 
simply asking how efficiently the con-
tact center handled an interaction; it 
was asking what those interactions 
could tell the rest of the business.

HOW AI MAKES A DIFFERENCE
What's actually new isn't the capabili-
ty. Organizations have been doing this 
for years. The value of that intelligence 
has been demonstrable for a long time.  

What's changed recently is that AI has 
made it dramatically easier and faster 

to understand what's inside the data, 
while raising general awareness that 
this understanding is even possible.

Historically, extracting meaningful in-
sight from large volumes of customer 
conversations required setup time, spe-
cialized expertise, and a fairly clear idea 
of what you were looking for in advance. 

AI changes that equation, reducing 
the specialized skills and time to sur-
face insights. Through faster analysis, 
organizations gain a broader ability to 
understand why customers are contact-
ing the business, where recurring issues 
may be taking shape, and more.

Conversation data also becomes more 
accessible beyond the contact center. 
Product, Marketing, Operations, and 
other teams can use AI to easily inter-
act with conversational data to identify 
themes and trends in customer feed-
back that would have only been acces-
sible to specialized teams. 

The underlying customer signals were 
always there; AI is lowering the effort 
required to find them, connect them, 
and put them to use across the business, 
truly democratizing intelligence.

THE CONTACT CENTER IS ONE 
OF SEVERAL INTELLIGENCE 
SOURCES
The key to delivering those outcomes is 
ensuring that you are tapping all possi-
ble sources of data from which you ex-
tract intelligence and actionable insights.

The contact center is one of the richest 
sources of voice of the customer (VOC) 
insight, but it isn't the only source.

Organizations should instead be ag-
gregating contact center interactions 
with every other stream of customer in-
teraction and feedback, including digital, 
survey, review, chat, field, and sales data.

This is especially important in large 
enterprises with multiple contact cen-
ters, multiple BPOs, and dozens of cus-
tomer touchpoints, each holding only a 
partial view.

Every channel holds valuable custom-
er signals, but the insights become even 
more powerful when those signals are 
connected across channels and feed-
back sources. Fragmentation, not scar-
city, is the real obstacle.

There is a competitive dimension to 
this as well. Algorithms are purchasable, 
and models are licensable, but your cus-
tomer interaction data can't be replicated 
by a competitor. That's the durable asset.

When an organization genuinely 
makes this shift, ownership of conver-
sation intelligence begins to migrate 
beyond the contact center and becomes 
a capability serving Product, Marketing, 
Billing, Compliance, and Operations.

If the intelligence still begins and ends 
with contact center operations, there is 
considerably more value to unlock, re-
gardless of how much the organization 
has invested in technology.

WHAT'S CHANGED RECENTLY 
IS THAT AI HAS MADE IT  
DRAMATICALLY EASIER AND 
FASTER TO UNDERSTAND 
WHAT'S INSIDE THE DATA...
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These aren't necessarily automated ver-
sions of existing calls; they're conversa-
tions that were never affordable before.

But the goal shouldn't simply be de-
flecting demand from a human to an 
automated channel. It should be under-
standing why the demand exists and, 
where possible, eliminating it. The high-

est-value conversation may be the one 
the customer never needs to have.

THE MEASUREMENTS THAT 
MATTER
Containment quality, automation accura-
cy, and reduction of downstream rework 
are all useful measurements, but down-

INTELLIGENCE EARNS YOU THE 
RIGHT TO BE PROACTIVE
There is significant focus now on pre-
dictive systems that can detect early 
signs of churn or disruption and initiate 
outreach automatically, with success in-
creasingly measured by problems avoid-
ed rather than problems resolved quickly.

That is an important shift, but it's 
worth stating what makes it possible: 
you cannot prevent what you haven't 
diagnosed. Proactive outreach without 
root-cause intelligence is just more out-
bound noise, and customers have little 
patience for interactions that don't ad-
dress something they actually need.

The progression moves from reacting 
to a customer’s issue, to understanding 
their intent, to predicting what they 
may need next, and ultimately to pre-
venting the issue from arising in the 
first place. Each stage requires more 
understanding of why contact happens, 
not just how much of it there is.

Inbound volume isn't simply a work-
load number; it is often a lagging indica-
tor of upstream breakdowns in product, 
communication, billing, and policy.

The port cover I discussed at the be-
ginning of this article is the cleanest pos-
sible example because the calls them-
selves weren't the fundamental problem.

Instead, the calls were evidence of a 
product problem that happened to sur-
face in the contact center. Understand-
ing that distinction allowed the organi-
zation to address the cause instead of 
simply becoming more efficient at han-
dling the symptoms.

What's genuinely new is the econom-
ics. Near-zero marginal cost per con-
versation makes net-new engagement 
viable, whether that's proactive notifi-
cation, preemptive explanation, or con-
firmation at moments of uncertainty.

The labor shift that comes with this automation is AI absorbing more predictable and 
rules-based work while humans concentrate on judgment, emotion, and interactions with 
real value at stake.

We've seen a version of this transition before. Quality assurance (QA) staff who once 
spent their days listening to call samples became business analysts as automated quality 
processes expanded coverage across interactions and produced VOC intelligence for  
product, retention, and other teams.

The job didn't disappear; it moved up, and we should expect a similar progression as  
humans increasingly move from doing every task themselves to supervising,  
orchestrating, and correcting a virtual workforce.

If we take the idea of AI agents as a workforce seriously, however, the implications are 
uncomfortable.

We hold human agents to a genuinely rigorous standard through quality monitoring, 
scored evaluations, calibration sessions, coaching plans, performance reviews, and  
remediation.

We can deploy a virtual workforce handling comparable or greater volume and evaluate it 
primarily with a containment percentage and a dashboard from the system running it.

AI agents need the same operating discipline, including quality monitoring (QM) against 
defined standards, structured feedback loops, continuous improvement driven by what's 
failing in production rather than what was anticipated at design time, and human over-
sight where the stakes are high.

Outcome-based pricing makes this measurement issue even more important. The concept is 
reasonable, but it only works when the outcome can be measured properly and independently.

When a vendor's revenue depends on its own performance grade, and that grade is 
calculated primarily from data the vendor alone holds, the structure makes meaningful 
validation difficult, not because anyone is acting in bad faith, but because independent 
measurement matters.

There is an even larger visibility problem because an automation system typically sees 
only its slice of customer interactions.

It may not see what happened when the customer called back the next day, churned the 
next month, or reached a human through another channel with the same unresolved issue.

Judging resolution requires visibility into the journey around the automation, not just 
the automation itself.

You can't grade an agent's work using only that agent's own record of it, whether the 
agent is human or virtual.

But done right, virtual and human interactions should flow into the same analytics envi-
ronment, be scored on the same terms where appropriate, and produce a single perfor-
mance lens across the entire workforce, with what is learned feeding improvements back 
into the automation.

IF AI AGENTS ARE A WORKFORCE, MANAGE 
THEM LIKE ONE
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Organizations should also know 
whether the same issue, for the same 
customer, resulted in another contact 
within the next 24 or 48 hours, includ-
ing through another channel, which re-
quires journey-level visibility.

Finally, repeated explanations, escala-
tion requests, and channel switching all 
provide important measures of effort, 
which can help distinguish a resolved 
contact from a survived one.

We've run the experiment of optimiz-
ing around easy measurements before. 
Average handle time (AHT) was easy to 
measure and easy to report.

But when organizations over-opti-
mized around it, agents could be pushed 
to rush customers, avoid research, and 
dodge escalations.

Easy-to-measure has beaten mean-
ingful-to-measure before, with the 
costs eventually showing up down-
stream as repeat contacts, increased 
effort, and churn. 

AHT is a good example: optimizing for 
shorter calls could make performance look 
better on paper while driving repeat con-
tacts, greater customer effort, and churn.

Escalation was never inherently fail-
ure; it's adaptation, and metrics should 
reward it when it's the right call.

The same caution should apply to AI, 
because if we optimize primarily for 
keeping customers inside automated 
experiences, systems may become very 
good at containment without becoming 
equally good at resolution.

MEASURE THE DEMAND THAT 
NEVER OCCURRED

There is another measurement that is 
harder to see but potentially much more 
valuable: demand that never occurred. 
Reduction in downstream rework points 
directly toward it.

When customer intelligence helps 
an organization identify a confusing 
product feature, fix an unclear policy, 

improve a communication, or intervene 
before a known problem occurs, a fu-
ture interaction may disappear entirely.

Preventable demand is difficult to mea-
sure because nobody gets credit for the 
call that didn't happen unless someone 
deliberately builds the baseline to claim it.

Yet that avoided interaction may repre-
sent more value than making the original 
contact cheaper or faster to handle. To ad-
dress this, establish a baseline for repeat or 
avoidable contacts, link those interactions 
to their root causes, and track whether 
volumes decline after process changes.

That is why the measurement chal-
lenge matters so much today and espe-
cially going forward.

The difficulty isn't new technology 
arriving; it's the business change that 
several years of technology have forced, 
and the reckoning is with what we 
choose to count.

The port cover insight was available 
years ago to any organization willing 
to look at what customers were already 
telling them. What's changed is that 
looking has become far easier and far 
more widely understood as possible, 
which means the excuse for not mea-
suring what matters is disappearing.

Get the measurement right, and the 
contact center becomes an intelligence 
source capable of helping the enterprise 
become more proactive, prevent prob-
lems, and generate value well beyond 
customer service.

Get it wrong, and we risk spending 
the back half of the decade unwinding a 
new generation of metrics that are op-
timized for the spreadsheet rather than 
the customer.

stream rework points toward something 
much bigger: the value created by the 
contact center often shows up some-
where other than the contact center.

Go back to the port cover. Those calls 
were effectively invisible to the metrics 
the contact center owned because they 
looked like routine troubleshooting on 
its dashboards.

The real value surfaced as warranty 
claims avoided, in another department's 
profit-and-loss (P&L) statement, on an-
other team's budget line, months later. 
The measurement that mattered wasn't 
a contact center measurement at all.

Accuracy raises a similar question: 
accurate against what standard? An AI 
agent can execute a designed flow with 
high fidelity and still be walking cus-
tomers down a path that was never the 
best route to resolution.

Accuracy without a ground truth de-
rived from real conversations measures 
compliance with our assumptions, not 
necessarily effectiveness. Containment 
has the same limitation.

The risk isn't the metric's existence, 
but what it counts. Containment re-
cords where the interaction stayed; it 
says nothing on its own about whether 
the customer's need was met.

I would put three questions at the cen-
ter of measurement.

1.	 Was the need actually resolved?

2.	 Did it resurface?

3.	 How much effort did it take?

Resolution should be verified through 
conversation intelligence or contextual 
post-interaction follow-up rather than 
inferred from the absence of a transfer.

CONTACT CENTER STRATEGY

Scott leads CallMiner’s strategy, growth, market 
expansion, and strategic partnerships, with a 
focus on accelerating adoption of conversation 
intelligence and AI-powered automation. 
With 30 years of experience spanning software 
strategy, product management, and marketing, 
he previously held senior leadership roles at MIVA 
and Corel Corporation.

YET THAT AVOIDED INTERACTION 
MAY REPRESENT MORE VALUE 
THAN MAKING THE ORIGINAL 
CONTACT CHEAPER OR FASTER TO 
HANDLE. 
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