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WHAT ARE FRICTIONLESS ORGAN IZATIONS LIKE?
Frictionless Organ izations share  these traits:

■ Ser vices and deliveries occur on time and in the way their customers 
expect.

■ Products are intuitive to use and work well.
■ Websites and apps are easy to use, and customers use them 

frequently.
■ � ey recover quickly if anything goes wrong.
■ All parts of the organ ization know the role that they play in deliver-

ing for customers.

TABLE I.1. Frictionless Self- Assessment

Question Yes No

Do you understand the cost and volume of all 
customer contracts across your business?

We have clear reporting of the cost of our 
contact channels  every week and  every 
month.

Do you understand the top 25 to 50 reasons 
for contacts by total cost and how they are 
changing?

We can easily track improvements in 
contact volumes and costs across a 
limited number of mutually exclusive 
reasons, none defi ned as “Other.”

Do you understand which departments drive 
contacts and hold  those executives 
responsible to fi x them?

Customer ser vice informs the other 
departments, and the entire executive 
team pulls together to reduce points of 
failure and friction. We have had many 
successes and tell stories about them to 
spur more.

How has the rate of customer contacts 
trended over time?

Our contacts per X (where X = active 
customers,  orders, claims,  etc.) has fallen 
over a sustained period by Y % per year.

To what extent have your customers  adopted 
and exploited your self- service?

Our customer self- service is now our 
dominant mechanism for our customers 
and is very popu lar. X  percent of  those 
who use it complete their goal.

How well do your systems and pro cesses 
predict and preempt contacts?

We spot prob lems and tell customers 
before they even know about them.

How effective have you been in improving 
the customer experience?

We have data that show our customer 
experiences are simpler, take less effort, 
and are applauded by customers.
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Stage 1: Create Collective Focus

�e ©rst stage sets up organizations to remove friction with two strategic 
actions, which we call Understand, and Assign and Prioritize. In this 
stage, they learn to Understand the points of friction and then to Assign 
and Prioritize improvements. �ese steps are critical, as they make sure 
organizations address the right problems, solve them in the order of high-
est priority, and then put the responsibility for solving them in the right 
place. �e Understand strategy helps organizations to obtain data and 
insights that show friction by analyzing why customers need to make con-
tact. �e strategic Assign and Prioritize steps then help organizations to 
use mechanisms to allocate accountability for friction to the areas that cause 
them. In these steps, organizations determine what friction to tackle ©rst 
and how to assess which strategies to apply to which friction.

Stage 2: Drive Strategic Actions

�e ©ve strategic actions in this stage enable organizations to reduce and 
remove friction; organizations can pursue these actions separately or simul-
taneously. �e Eliminate strategy is described ©rst because eradication of 
friction is the most complete solution. Digitize covers any self-service or 

FIGURE I.1. The Path to Being Frictionless
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and contact volumes move in lockstep; this would mean that the business 
is adding costs and friction at the same rate that it is adding customers. In 
a world where customer contact channels are evolving at great speeds, it is 
critical to know what is happening across all channels, along with their 
trends, and then to understand the demand in proportion to key business 
drivers like customer, account, or order growth.

In table 1.1, a ©ctional example of a fast-growing airline illustrates the 
challenge.

�is organization knows that calls more than doubled in two years when 
total customers doubled, that unique accounts grew 2.5 times, and that total 
²ights quadrupled. Calls went up 250% in this period, and chats grew much 
faster. However, as noted earlier, we need to normalize the contact data to 
get to CPX (contacts per X ) so that we can understand if the business got 
easier to deal with or added friction, as shown in table 1.2.

Examining the CPX ratios—or contacts per driver “X”—paints a very 
di� erent picture. �e ratio of calls per ²ight is falling, but adding in chat, 
the story is less convincing. �is kind of analysis produces much greater 

TABLE 1.1. Core Measures for the Airline, by Year

Measure (in Millions) Year 1 Year 2 Year 3

Customers 1.0 m 1.5 m 2.0 m

Accounts 2.0 m 3.5 m 5.0 m

Flights 20.0 m 40.0 m 80.0 m

Calls 2.0 m 3.3 m 5.0 m

All Chats 0.5 m 2.5 m 7.5 m

TABLE 1.2. CPX Ratios for the Airline, by Year

Ratios (CPX) Year 1 Year 2 Year 3

Calls per Customer 2.0 2.2 2.5

Calls per Account 1.0 0.9 1.0

Calls per Flight 0.10 0.08 0.06

Assisted Contacts per Customer 2.50 3.87 6.25

Assisted Contacts per Flight 0.125 0.145 0.156
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insight as to whether the business is getting harder or easier to deal with 
(in this case, harder). �erefore, the three key actions are as follows:

1. Determine which channels and contacts to include. In this example, 
we added calls and chats and then removed the automated chats 
handled by the bot.

2. Decide which denominator to use as the X in CPX (contacts per X ). 
�is entails assessing which measure gives the best indicator of the 
growth or decline of the business. You might determine X to be the 
number of active customers, accounts, orders, embedded base units, 
or transactions. In this instance, we assumed that the number of 
²ights is the best indicator of the volume of activity that could drive 
contacts.

3. Trend these key ratios over time with visualization tools. Figure 1.2 
shows a signi©cant increase in the number of contacts handled (both 
phone calls and chat messages), but since the number of customers 
rose less in the second chart, the company’s CPX, measured as con-
tacts per customer, increased signi©cantly over the ©rst three years. 
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FIGURE 1.2. Contact Rate Visualization for the Airline, by Year

501-102415_ch01_4P.indd   34 10/02/22   2:24 PM



—
-1

—
0

—
+1

0

20

40

60

80

100

120
Weekly Contact Reasons—All Channels

Week 1 Week 2 Week 3 Week 4 Week 5 Week 6

I c
an

’t 
upload

 a 
photo

.

Fa
cia

l re
co

gn
i�on is

 fa
ilin

g.

I c
an

’t 
ge

t m
y r

enewal 
to

 w
ork.

I d
idn’t 

ge
t t

he XYZ t
ext.

M
y X

YZ I
D doesn

’t 
work.

M
y l

ice
nse

 is
n’t 

re
co

gn
ize

d.
I c

an
’t 

log o
n.

I c
an

’t 
find how to

 XX.

I m
iss

ed XYZ. 
How do I fi

x?

W
hy d

o yo
u need m

y o
rig

inal?

I h
av

en’t 
go

t a
n XX. N

ow w
hat

?

It’
s b

een ove
r X

YZ m
onth

s, 
so

 I c
an

’t.
..

I c
an

’t 
log o

n.

FIGURE 1.3. Contact Rate Pareto Chart

501-102415_ch01_4P.indd   39
10/02/22   2:24 PM



42 The Frictionless Organization

-1—
0—
+1—

Resolved on
the call—41%

Not resolved,
xxx action
required—17%

Not resolved,
caller to
act—42%

Information provided

8%
3%

5%
4%

3%
4%

1%

26%
10%

3%
2%

1%

0% 5% 10% 15% 20% 25% 30%

Process completed
Statement sent

Work request sent
Call transferred

XXX to act
Form requested—mail

Form requested—email

Member to act
Form sent—email

Prospect to act
Call dropped

No clear action

30%

FIGURE 1.4. Example Resolution and Outcome Analysis

might sample 5,000 to 10,000 calls each month. �ese samples are used to 
score the agents on compliance and other parts of the process. Since the 
call, email, or chat is being analyzed anyway, why not add an assessment of 
resolution and repeats? It seems obvious, but almost no one does that.

Manage Snowballs
Bill’s team at Amazon initiated a very sophisticated measurement tech-
nique, which they called Snowballs. �e idea was that a repeat contact 
needs to be “melted” right away, or it will get bigger and become worse, 
creating a “snowball.” Assessments usually show repeat contacts to be 50% 
longer than initial contacts, and each subsequent contact tends to get 
worse—or snowball—as irate customers insist on escalation and resolution.

�e idea behind Snowballs was that agents had to log any repeat con-
tacts they took, and then Amazon’s CS team attributed the problem 
back to the person who didn’t resolve it the ©rst time. �is achieved 
four results:

■ Amazon could then measure each agent’s “net snowball rate” (gener-
ated versus resolved).

■ It focused agents on resolving both ©rst-time and repeat contacts.
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Some organizations have added repeat reporting to the same columns 
used to track contact reasons. �e columns in ©gure 1.57 show the volume 
of contacts, and the sub-bars show the repeats for each reason.

We’ve summarized a very complex technique to identify repeat con-
tacts and calculate FCR. �is technique typically requires many work-
shops, analyses, and iterations to get the calculations correct; however, 
even using analytics to produce a simple “repeat by reason” code analy-
sis, without sophisticated date ranges or multichannels, can produce 
solid insights.

Level 4: Assess the Customer Impacts of These Contacts

�is ©nal level in the Understand strategy rounds out an organization’s 
insight into the impacts on customers and revenue.

Determine What Score Best Defines Customer Experience
Organizations use many metrics to describe CX (customer experience). 
�e most common examples are listed in table 1.3. Each one has a di� er-
ent purpose, bene©t, and implication linked to contact reasons.

Each of these CX metrics provides di� erent insights. Analytics tech-
niques now enable organizations to link the data they have on reasons with 
these metrics; they also enable automation of some of the metrics. For 
example, rather than asking a customer about their e�ort (as many organ-
izations do in surveys), the analysis tools should be able to calculate the 
e�ort and create a CES by combining the following:

Contact drivers—
10-week trends

Repeat rates
against the

same reasons 

Reason 1 Reason 3Reason 2 Reason 5Reason 4

FIGURE 1.5. Repeat Rates Mapped Against Contact Reasons
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■ How long a customer may have taken to navigate menus or websites
■ Wait times
■ �e contact duration
■ Hold times
■ �e extent of repeat contacts
■ �e percentage of related complaints
■ �e extent of attempts to perform a task in multiple channels, such 

as in an app or chatbot

Linking these customer-pain metrics to reason codes can shape not only 
priorities but also the returns available after ©xing the problem. �is analy-
sis can add a revenue dimension and provide a di� erent level of analysis of
which contact reasons are a priority. Associating measures like customer 
churn rates can turn the discussion from cost to revenue impacts. Where 

TABLE 1.3. CX Metrics and Their Benefits, Implications

Customer Experience (CX) Metric Benefits, Implications of Linking to Contact Reasons

Net Promotor Score (NPS) 
and Customer Satisfaction

Proxies of advocacy and loyalty. May help indicate future 
revenue and how it varies by reason.

Customer Lifetime Value (CLV) Reveals if some contact reasons occur more with different 
customer segments and therefore impact higher- or 
lower-value customers.

Customer Attrition or Churn Linking to rates of attrition enables analysis of which contact 
reasons are attrition drivers and have a more direct revenue 
and cost impact.

Complaint Rates The extent to which these contact reasons lead to complaints.

Customer Effort Score (CES) Used to measure the total impact of this reason on customers 
and is a much better indication of the impacts on the 
customer. It gets the business thinking about cost to the 
customer rather than the company.

Customer Process Analysis This links reason codes to particular stages of the customer 
process, like joining or annual premium changes. It helps 
narrow the focus on which processes need to be reassessed.

Subsequent Purchase Levels Instead of focusing on scores and numbers, analyzes 
customers’ actual purchases after association with each 
contact reason and will predict how much irritation that 
reason causes.
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simpli©ed. �is emerges once an organization conducts an initial root 
cause analysis and looks at potential solutions. We will cover each of these 
©ve strategic actions in chapters 3 through 7.

�e objective of debating these questions is to secure agreement on the 
required strategy for the most important contacts. �e data gathered in the 
Understand process should help with this exercise by enabling the team to 
rank the reasons by . . .

■ �e volume of contacts associated with each reason
■ �e associated costs, both direct and downstream
■ �e rate of repeats
■ �e impacts on CX, such as customer satisfaction, FCR, and attri-

tion or churn

In ©gure 2.3,4 the organization has assigned the reasons and then asso-
ciated the workload (volumes × frontline time) to rank them from most to 
least work:

It is harder than it sounds to gain agreement on the appropriate strategy 
for each contact reason. Typical problem scenarios include the following:

■ Companies view all contacts as valuable because contact levels 
are low. For example, one pension fund saw contacts as valuable 

FIGURE 2.2. Value-Irritant Matrix Format
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regardless of their reasons so that they could “engage with the mem-
bers.” �is business changed its strategy when research showed that 
customers who never had to call were the most loyal!

■ Organizations see every contact as a potential to eliminate. 
(Although this can be true in some functions and products.)

■ Organizations become hooked on digital strategies for everything. 
Sometimes these companies need to be shown how eliminating is an 
even cleaner and cheaper strategy.

■ Companies view all contacts as eligible for upsell or cross-sell, so 
they are loath to eliminate or digitize them. However, there is usu-
ally very little to no sales through service (STS) for reasons that are 
assigned to be eliminated or streamlined.
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I want to roll funds out.
Have you got my lost super?
I want to surrender or cancel.
Send me a withdrawal form.
I want to change my premium.
I want to change payment method or
frequency.
I want to roll funds in.

I need my account/policy details.
I want to make a withdrawal/part withdrawal.
What’s the status of my account?
Please explain product features.
What are my current values?
What’s my account balance?
I have a query about my premium amount.
I need your form.
Stop sending me …
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What’s the status of my application?
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1%
1%

1%

9%
4%
4%
3%
2%
1%
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FIGURE 2.3. Sample Value-Irritant Matrix
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and usually involves several departments. Cost and volume alone may give 
an important view of the opportunity that exists and where priorities may be. 
However, customer impacts, such as related churn and customer satisfac-
tion levels, may increase the urgency and/or payback for particular reasons 
and promote them up the list.

Priority-setting may need to be an iterative process. At early stages of
this kind of analysis, the owners may not understand very much about the 
root causes of contact. �ey may consider a reason to be a priority only to 
realize that the solution is either costly or very hard to achieve. Other rea-
sons may have less bene©t but a greater certainty of payback. �is kind of 
priority-setting can be facilitated by four-dimensional analysis that com-
bines size, e�ort, risk, and customer impacts.

Step 4: Assess Solution Feasibility

�e ©nal step of Assign is to determine the feasibility of solutions for the 
priority reasons (and later all of the other customer contact reasons). For 
all reasons assigned to Eliminate, Simplify, and Digitize, the ©rst part of
this step is to conduct a deep-dive analysis to determine the root causes for 
these contacts. An excellent tool is the Ishikawa �shbone diagram to chal-
lenge the owner and other team members to break the underlying root 
causes into parts, as shown in ©gure 2.4.

Another method for root cause analysis is the �ve whys technique, which 
works particularly well for the Eliminate quadrant. �is technique unpacks 
reasons and sub-reasons by asking, “Why does this occur?” at increased levels 

Customer
Contact 
Reason

• Not informed or trained
• Can’t find information

People

Process

Policy

Systems/
Technology

• Status updates not provided
• Online account is inaccessible

• Steps unclear
• Steps broken

• Not working or incompatible
• Hard to use

FIGURE 2.4. Ishikawa Fishbone Diagram
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SUMMARY
Eliminate contacts represent the worst kinds of friction. � ey are the best 
issues to start driving improvements  because they are the most frustrating 
for customers and have the highest total costs. Eliminate strategies work 
best if the following are in place:

TABLE 3.1. “Where Is My X?”

“Where Is My X?” Prob lems and Solutions

Solution Example

1.  Deliver the same or 
next day

Delivering the same or next day reduces the tendency for customers 
to ask, “Where is my X?” It sounds  simple, but the logistics and 
systems required to guarantee next- day delivery are challenging. 
Even Amazon  doesn’t offer this in all locations.

2.  Shrink the pro cess 
duration

Pro cesses like insurance claims or loan applications can have many 
steps and take many days. Shrinking this end- to- end duration 
reduces the risk of mismanaging customer expectations. Another 
answer is to isolate exceptions and manage the customer’s 
expectations of  these in a dif fer ent way or with greater levels of 
proactive contact.

3.  Create a straight- through 
pro cess

A straight- through pro cess is one where the entered data goes 
straight into the required system. It is then pro cessed immediately 
and can be enabled by RPA. This is cleaner and faster than any 
pro cess that involves customer or staff completing paper forms that 
have to be checked, batched, and data- entered. The advent of more 
digital solutions for customers is more automation and upfront 
validation, so that cleaner work comes into the system. With RPA, 
 there is less paperwork and less of a risk for errors and delays.

4.  Set expectations on the 
outside and walk in “the 
customer’s shoes”

Organ izations  will often say to a customer, “That  will take 5 to 
10 business days.” First off, many customers hear the 5 but not the 
10 and assume calendar not business days. Second, the time given 
may be for the internal pro cess and may not account for postage and 
delivery time. The point is to think the pro cess through from the 
customer’s perspective, set the expectation “on the outside,” and 
then beat it “on the inside.” If it takes at most 10 days, and then 
2 days to deliver, tell the customer, “That can be up to 12 days till you 
receive it.”

5. Overcommunicate! Amazon revolutionized order pro cessing by sending updates at 
multiple stages of the pro cess, such as when the order is received, 
when it leaves the ware house, when it arrives in the depot, when it’s 
ready for delivery, and so on. Keeping the customer in the loop moves 
from a reactive to a preemptive strategy.
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TABLE 3.2. “My X Is Wrong”

“My X Is Wrong” Problems and Solutions

Solution Example

1. Bulletproof the process Governments are moving away from paper forms (which are often 
incomplete or hard to read) and are using more digital forms that can 
be validated and checked for completeness and also fed “straight 
through” to the processing systems. Another bulletproofing process is 
checking key inputs. One smart bank has a team that uses software 
and smart people to check all mortgage applications before they go for 
approval. One European telco samples customer invoices before 
sending them out, often catching errors. It’s worth the investment up 
front because it is cheaper to fix things at this stage than later.

2. Find the real culprits and 
give them a reason to 
change

Sales teams are often measured on sales performance and are not 
aware of their impact downstream. For instance, setting up accounts 
incorrectly may not impact their commissions or sales performance 
reviews. To correct this, some organizations use “quality-adjusted” 
sales incentives (rewards minus downstream costs or cancelations) to 
ensure sales teams do the process the correct way.

3. Shrink the promotions Many of the “My X is wrong” reasons relate to promotional pricing that 
ends with the customer thinking that they are being charged the wrong 
amount. One U.S. telco shrank the number of promotions from 78 (they 
had no idea it was so many!) to under 10 and made sure to inform 
subscribers that their promotions were about to end, preventing sticker 
shock later.1

■ Strong C-level direction and an agreed strategy to drive out failure 
demand and unnecessary customer cost

■ A multidisciplined team capable of detailed root cause analyses 
spanning a range of solution disciplines

■ Contact reason owners who are willing to take on the responsibility 
for root cause analysis, solution pro©ling, trialing, and rollout

■ Analysis of related customer experience metrics, such as customer 
churn and ©rst-contact resolution as well as contact volumes and costs

■ Lateral thinking to consider how to create e�ective solutions and 
solve multiple problems in one go

■ Targets that focus the entire organization on reaching the nirvana to 
eliminate the entire reason for each contact and, over time, all of the 
Eliminate reasons
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TABLE 3.3. “I’ve Told You About X”

“I’ve Told You About X” Problems and Solutions

Solution Example

1. Spot, measure, and 
empower snowball melting

Among the mechanisms for handling repeat contacts, described in 
the chapter “Understand,” was the snowball process—a solution in 
which staff are given the time and authority to fix repeat work and 
are measured on it. The solution also includes a process that gives 
feedback to those who caused the problems in the first place.

2. Connect the business Customers expect businesses to be joined up. If a customer has 
several relationships with a utility, they don’t care that gas and 
electricity are on separate systems. If they communicate a change 
for one product, they expect it to apply to all products.

3. Provide process-timing 
transparency

Customers want their problem fixed or their change made. If they 
update details on a website, they expect it to be applied instantly or 
to be told when it will be. If it takes the company three days to load 
new addresses, then it’s better to tell the customer than to have 
them be surprised.

4. Keep track Some of the root causes for “I’ve told you about X” involve 
organizations failing to keep track of promises they’ve made to 
customers and, therefore, not delivering on them. Another common 
problem is when customers or their issues pass through multiple 
hands. It’s often better to have a clear problem owner, along with a 
system that makes the outstanding issues and their timeliness 
visible to management.

ASSESS YOUR NEED TO ELIMINATE
You have the potential to Eliminate if you answer yes to any of these questions 
or don’t know the answer:

Q1. Do a large volume of contacts represent customer complaints?

Q2. Do many customers contact you because your processes work slower 
than they expect?

Q3. Do many of your customers call up and sound confused by your 
products, services, or self-service features?

Q4. Do you have a higher rate of formal complaints per customer or account 
than others in your industry?
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FIGURE 4.1. The Digitize Approach
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FIGURE 5.1. The Preempt Approach
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prevent status queries. For example, a loan application process might inform 
the customer of stages like document receipt, assessment completion, and 
©nal approval. �is thinking might also include using outbound commu-
nication to inform the customer if any delays occur or any exception con-
ditions are hit that would extend the process. �ese organizations constantly 
challenge themselves by asking, “What would keep me informed if I were 
the customer?”

Examples of these types of messages are shown in table 5.1.
�e management of customer relationships requires a di� erent approach to 

analyze how customers are using products and services. �is can make 
great use of analytics to assess situations such as the following:

■ Which customers are on the wrong product or service for their needs 
and would bene©t from an upgrade or downgrade?

■ Which customers have risks that might need to be managed (e.g., 
possible fraud)?

■ Which customers should be rewarded for loyalty?
■ Which customers may be experiencing some form of di¸culty that 

the company could help with?

TABLE 5.1. Preemptive Message Examples

Industry Mechanisms
Benefit for the Organization 
and the Customer

Health and 
services

Appointment reminders and warnings such as 
day-before confirmations (“Reply Y to attend 
your X”) and day-of reminders.

Fewer missed appointments. 
Clear wait lists, keeping 
capacity full.

Delivery 
services

Multistage reminders of impending deliveries 
or pickups.

Fewer wasted truck rolls.

The customer is in control and 
has more time.

Health 
insurance

Free checkups for ancillary services, such as 
optical and dental.

Gym membership and exercise gear subsidies.

More expensive treatments like 
root canals are prevented by 
early intervention.

General fitness prevents other 
health costs.

Telco and 
broadband

Usage-level warnings on plans with limits (e.g., 
“You are at 80% of your plan maximum, and it’s 
only 50% of the way through the month.”)

Allows upgrades for customers 
to avoid penalty rates or cut 
back usage.
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Next, it’s important to ©nd the right trigger and timing for each proac-
tive intervention and then calculate the appropriate time lag. For example, 
for known delayed ²ights, the airline might want to text the passenger 
immediately and follow up with their preferred second channel—perhaps, 
a voice message. Other preemptive strategies may need to provide a warn-
ing X days before an event, while others need to be noti©ed only after the 
fact. �e organization must also consider whether alerts are sent too often 
to be sure that they will still be e�ective. �ey may saturate the customer 
with messages that they learn to ignore or miss the boat on the required 
actions. Some countries such as Turkey now limit the number of text mes-
sages that organizations can send to their customers per year, so it is criti-
cal to sort out which Preempt messages will have the greatest impact.

Customers can now easily block texts, emails, and phone calls, so it’s 
important to reach out with a compelling message that the customer will 
want to receive. Some organizations now allow customers control of their 
noti©cations. For example, stored-value transport cards may o�er the cus-
tomer a choice of how to be noti©ed about their balance falling to a certain 
level and what dollar trigger point to use.

�e structure of the wording and format of messages is also critical. 
Unfortunately, fraud and spam are increasing so that customers are more 
wary of the messages they receive; therefore, messages to customers need 
to be credentialized and explained. �e customer needs to know and trust 

TABLE 5.2. Types of Preempt Solutions

Type Example Design Impact

Information only “We have received your email.” A simple message, usually 
in one channel.

Information and 
confirmation

“Your appointment is in 48 hours. Do you 
wish to proceed?”

Simple two-way automation and 
simple responses like, “Send Y.” 
Allow for all responses.

Information and 
choice

“You have exceeded your limit. Do you 
wish to upgrade, stay on this plan, or 
have a temporary upgrade?”

More confirmation required of 
each action. Likely need to link 
to additional information to help 
customer confirm.

Information and 
conversation prompt

“We think your privacy may have been 
breached. Please click here to talk to us.”

Channel links that make it easy 
to get the contact to the 
appropriate staff.
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customers. Achieving an FCR of 80% to 90% still means that 10% to 20% 
of the contacts are not resolved the ©rst time. Figure 5.2 shows the extended 
duration in Average Handle Time (AHT) of repeat contacts in a typical 
operation.5

�e main way to prevent snowballs is to resolve the issue the ©rst time. 
Part of the reason to analyze repeats, as described in the Understand 
chapter, is to enable organizations to assess why resolution wasn’t achieved. 
Every repeat represents nonresolution and therefore enables analysis of
the causes. �e reasons for repeats may include the following:

■ Agents fail to resolve issues because of lack of training or poor 
behavior.

■ Processes don’t allow resolution, because sta� aren’t allowed to 
execute them fully or processes aren’t available

■ Customers are confused by apparent resolutions that aren’t well 
explained.

■ Processes are not resolved in the time frame that customers expect 
(in which case, time frames either need to be reduced or expectations 
need to be reset).

�is is where the analytical techniques described in the Understand 
chapter can come into their own, to report levels of repeats and resolution 

260
335

729

Non-Repeat Second Contact Mul�ple Contacts

A
H

T 
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1.3x
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FIGURE 5.2. AHT for First-Time Versus Subsequent Contacts
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Figure 5.3 shows an example report: agents in the upper left melted more 
snowballs than they created (the “solvers”), versus the lower-right agents 
who started more snowballs than they melted (the “creators”).7 Creating a 
grid of this sort can provide an organ ization with valuable insights, such 
as how solvers are able to perform at such a high level and  whether train-
ing or knowledge access needs to change.

HINTS AND TIPS
Six techniques look at  every aspect of Preempt, from channel se lection to 
timing and language choice.

Use Multiple Tailored Channels

To appeal to the widest range of customers and get their attention, Preempt 
solutions need to use multiple channels and use them in complementary 
and integrated ways.  Today this includes techniques like the following:

■ Acknowledging that messages have been sent in multiple channels 
(e.g., “You may also receive an email with the same message.”)

■ Providing links to other channels within messages (e.g., a website 
link in a text message)

Creators

Solvers

Repeat Creators
These agents
create more 
repeats than
they solve

Solvers
These agents fix 
and solve more
repeat contacts
than they create

FIGURE 5.3.  Solvers versus Repeat Creators
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FIGURE 6.1. How to Streamline
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Frictionless Organizations pre©ll forms for customers. �ey keep the impo-
sition on the customer to the bare minimum and do the same on online 
forms and web pages that they can prepopulate.

Make the Process Easier

�e last Streamline strategy applies to those contacts for which other 
actions, like Eliminate, aren’t possible or will take too much time. Stream-
lining a process can almost use a microcosm of all of the ©ve strategic 
actions, but it applies to the steps within a process rather than to its root 
causes or drivers—in other words to Eliminate or Digitize steps, or Preempt 
them. If that isn’t possible, then perhaps the step can be simpli©ed. Last, 
for remaining processes, the organization needs to o�er the customer 
choice and guidance in the process. �is Streamline method is shown in 
©gure 6.2.

Eliminate Effort

To eliminate e�ort means to determine where the customer is encounter-
ing roadblocks or friction with the process and then to reduce that e�ort. 
�is can mean pre©lling screens and forms, cutting forms down to the bare 
minimum, or not asking for information that the organization already 
knows. It can also mean going to extra lengths to link systems or look up 
external data.

Eliminating e�ort often means isolating exceptions rather than putting 
every customer through the same treatment. For example, in a mortgage 
application, only customers close to a bank’s lending limits may need to 
provide extra documents to prove their income and credit-worthiness.

Isolating exceptions can make a big di�erence in process design. For 
example, many organizations require frontline sta� to identify customers 
before they perform an action. �is adds time and e�ort to the process, so 

Streamline
Steps

Digitize
Provide

Guidance
and Choice

Eliminate
Effort

FIGURE 6.2. Within-Process Streamlining
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An organization should also recognize the relationship between the 
value of customers and the cost it is willing to pay to provide various chan-
nels. �e value of the di� erent customer segments will determine which 
channels the organization may be able to o�er pro©tably for di� erent types 
of interactions. Low-value customer segments may only be pro©table if they 
aren’t handled by assisted contact channels, even for Leverage interactions 
like sales opportunities. For example, prepaid mobile customers (usually a 
lower-value segment) may only get access to automated sales and service 
channels such as apps.

One way to simplify this multidimensional problem is to use a matrix 
of three “buckets” of typical customer interactions: Joining, Maintaining, 
and Leaving. �is helps paint the broad strategy; then the organization can 
add more detail to the contact reasons in each stage. In table 7.1, the Digitize 
opportunities are shown in plain text and the Leverage opportunities in 
bold italics.

�is matrix illustrates the potential mix of Leverage tactics in those 
instances when an organization wants to o�er assisted contact versus digital 

TABLE 7.1. Example Segment Strategy: When to Leverage or Digitize 
Leverage = Bold italics ; Digitize = Plain text

Customer Segment Joining Maintaining
Leaving (Cancel/
Save)

Gold: Highest 
lifetime value

Phone and message-
based sales team, but 
customer can choose any 
channel including digital.

Phone and message 
based. Customer can 
choose any channel
including digital.

Dedicated saves 
team. Proactive save 
and preventative 
saves.

Silver: The profitable 
majority

Phone-based sales or 
digital sign-up. 
Customer can choose 
which channel.

Mostly digital and app 
based with phone-
based support and 
escalation. Chat and 
voice available for 
urgent reasons.

Combination of 
digital saves with 
some use of an 
assisted save 
channel. Recommend 
down-sell options.

Bronze: Marginal 
lifetime value

Digital sign-up only. Customer limited to 
mobile app, web 
portal, and chatbot. 
Escalation to 
assisted support only 
in exceptional 
circumstances.

Customer can leave 
using digital channels.

501-102415_ch01_4P.indd   182 10/02/22   2:24 PM



202
The Frictionless Organization

-1—
0
—

+1—

Select
quantitative and
qualitative tools 

Find tools
that connect 
the executive

Find ways
to join
data 

Check for
gaps and

blind spots

1. Design the right
Learn mechanisms

3. Make ownership
stick

2. Integrate, analyze,
and attack 

Agree on
frequency and
find patterns

Track, report,
and own

4. Build the
rhythm
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Table 8.1. Mechanisms That Quantify Friction

Mechanism How It Works How It Is Used

Speech and text analytics of all 
customer contacts

Analyzes sales and service 
calls, emails, chats, and 
messages using a consistent 
analytics framework to report 
what is driving contact (see 
chapter 1, “Understand”)

■ Keeping a constant watch on 
what drives contact

■ Quantifying the volumes and 
costs of customer contact 
reasons

■ Measuring improvements

CPX (X = the driver of contacts 
such orders shipped) overall and 
by reason

Measures the rate of contacts 
and whether a company is 
getting harder or easier to deal 
with (see chapter 1, 
“Understand”)

■ Measuring “customer effort”
■ Yielding deeper analysis, 

including analysis of which 
reasons are most frustrating

■ Tracking results of process or 
other changes

■ Scorekeeping

CES—evaluating how much 
effort it takes a customer to 
achieve a goal during every 
interaction with a company

Can be based on customer 
survey or imputed as a 
composite of contact rates, 
durations, and other factors 
that show how much effort is 
being imposed on the 
customer

■ Revealing areas of potential 
improvement

■ Leading process breakdowns 
to be actionable by product 
and process

■ Placing the managers and 
executives “in the shoes of
the customer”

Repeat contact analysis Uses analytics to show how 
often customers are having to 
make contact about the same 
or related issues, either within 
or across channels (see the 
“Understand” and “Preempt” 
chapters, especially the 
resolution-tracking topic in 
“Understand”)

■ Highlighting processes that 
are not working well and that 
need improvement (e.g., 
through training, knowledge, 
how-to guides)

■ Building performance 
management programs from 
frontline staff up through 
site leaders and different 
enterprises including BPOs

Volume and effort analysis of key 
processes, such as repair visits, 
faults, or repairs

Identifies key processes that 
reflect failures and problems 
and highlight their volumes 
and workload

■ Understanding faulty 
products and processes

■ Ensuring that changes are 
moving the needles in the 
right directions
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Table 8.2. Richer Qualitative Insights

Mechanism How It Works How It Is Used

Frontline inquiry Asks staff, “What are our 
customers saying?” (WOCAS) and 
“How often are they saying it?”

■ Identifying new needs or problems
■ Enabling drill-down by researching 

when these issues occur

Social media 
monitoring

Obtains feedback from social 
media sites on your products and 
services. Some companies offer 
scraping services to aggregate 
this for you.

■ Analyzing feedback that your 
products and services are receiving 
in the public domain

■ Providing early indicators
■ Intervening, where allowed, to 

address concerns

Customer exit process Visits with or interviews former 
customers to figure out what went 
wrong. (This sounds easy, but 
many former customers won’t be 
willing to share much!)

■ Understanding issues and problems 
or customer offers that were serious 
enough to tip customers over the edge

■ Applying these lessons to similarly 
situated customers who might churn 
as well

Customer observation Watches how your customers use 
your products and services in their 
own environments. Merge 
observations with those in usability 
environments, if necessary. 

■ Understanding the customer 
perspective and frame of reference

■ Grounding designers and product 
owners in customer reality

Mystery shopping Samples your products and 
customers’ experiences in a 
structured manner, either by 
engaging specialists or using your 
own staff

■ Demonstrating what customers 
actually experience and providing 
rich feedback and frequent 
monitoring

■ Showing managers how much 
friction their products or services 
are causing

“Staple yourself to an 
order” or happy/
unhappy path analysis

Follows an order or other long and 
complex procedure through all 
processes. Happy path has no 
friction; unhappy path analysis 
flags what can go wrong.

■ Demonstrating the large number of 
steps and possible roadblocks

■ Quantifying failures

Customer journey 
mapping

Shows all aspects of the 
end-to-end journey of customers, 
from marketing, onboarding, and 
usage through renewal, 
continuation, or account closing

■ Bringing all departments together to 
get traction on action and change

■ Revealing even more friction 
(e.g., delays or lack of updates; 
see chapter 5, “Preempt”)

(continued)
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Much of the investment in surveys could be more pro©tably directed 
toward analyzing the data that organizations already have or could easily 
collect. It’s unfortunate that many businesses are spending a great deal of
their money and customer e�ort administering surveys and analyzing 
them when they could invest in mining the insights available from the 
thousands of customer interactions they have already had. All that most 
organizations need is a central repository of customer contact data and 
the ability to tap into that repository with key words, customer pro©les, 
or personas.

Integrate, Analyze, and Attack

Most organizations already have some of these mechanisms from which 
to learn, so it is essential to integrate them and to spot obvious gaps. Here’s 
a method for analyzing and assessing your ability to learn:

■ Document all of the mechanisms used for customer voices and feedback 
today in your business (see the three groups previously mentioned).

■ Record how frequently each voice is collected, the approximate volume 
collected, who initiates the contact, and which channels are used.

Table 8.2. Richer Qualitative Insights continued

Mechanism How It Works How It Is Used

Customer feedback 
surveys

Asks, at the simplest level, How 
did we do?” and then uses 
analytics to mine responses. Many 
companies use this as score-
keeping instead with complex 
multiquestion surveys.

■ Enriching data if requests are 
simple and/or use a free format 
(open fields)

Null search analysis Mines every time when customers 
ask for something that has no 
“hit” on websites or in requests of 
sales teams

■ Indicating future product or service 
needs

Customer panels or 
communities

Uses a group of customers in 
constant contact to review 
products or services (e.g., website 
self-service look and feel)

■ Prompting ongoing two-way 
communications and, as close as 
possible, unvarnished feedback 
and recommendations
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■ Record uses of these data, including their frequency, the receivers, 
and the ways they are presented to potential users (e.g., push alerts, 
portals, attachments, PowerPoint reports, etc.).

■ Document stories of how these customer voices have been used 
across the organization and how they have changed the organization. 
�is can also take the form of an impact score. You may ©nd these 

Table 8.3. Connection Mechanisms

Mechanism How It Works How It Is Used

Management monitoring 
or “back to the floor”

Requires executives to spend one day 
a month, or a week at a time, working 
as or with frontline staff in retail 
shops or handling calls or chats

■ Grounding executives in the 
issues that customers and 
frontline staff face

New-hires start in 
service and vice versa

Schedules every person who joins the 
organization to spend time in 
customer service, and all service 
staff work in other areas such as in 
the fulfillment center, in billing or 
credit (e.g., in a utility), or in 
ride-alongs with field technicians

■ Creating broader awareness 
of how departments need to 
collaborate

■ Establishing useful links 
between and among 
departments

Customer days [where 
everyone talks to 
customers]

Mobilizes the entire organization to 
talk to a customer on a given day or 
week (very useful for Renovators)

■ Forcing connections with 
customers across the business 
to gather hundreds of stories

■ Finding crisp ways to collect 
insights as customers are 
experiencing them

“Worst call” playlist Sets up sessions for executives, either 
together or on their own, to listen to 
10 calls a month that represent 
complaints or bad experiences

■ Helping all departments 
understand the issues they 
cause

Customer stories Obtains and widely publishes stories 
of success and failure (e.g., Trek and 
Nordstrom)

■ Educating staff to address/
reduce friction

■ Showing “what good looks like”
■ Creating a culture of help and 

support
■ Granting permission for 

frontline staff to take initiative 
and “do the right thing” for 
customers
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of which the company must respond to in order to stay relevant. In many 
industries, the cycle of disruption from these external drivers is more fre-
quent, as barriers to entry are lower and the lines between industries are 
more blurred.

Redesign recognizes that the world isn’t static. Successes through 
Digitize and Eliminate change the mix of interactions and force a rethink-
ing of service and sales operating models. �e more the mix of interaction 
changes, the more the service model will need to change. For example, the 
service model to handle high-volume, low-complexity transactions is not 
the same as that needed for high-complexity, low-volume transactions. As 
an organization automates routine transactions and reduces errors and prob-
lems, the skills and processes needed for the remaining contacts will be 
very di� erent as those contacts will become more complex. Redesign is also 
a way to solve even deeper root causes, such as product design and testing 
that may not have been tackled earlier, including reasons parked in 
Streamline or bridged with Preempt. Strategic shifts in the marketplace 
may leave an organization with legacy structures, products, and processes 
that must change in order to stay relevant.

Redesign is a critical survival strategy in a world that is more dynamic 
now than at any point in history. No organization can a�ord to sit still, 
thanks to emerging technologies and disruptive businesses that are com-
ing on fast and furiously. �ere are also more emerging technologies that 
impact business performance now than at any time in history (e.g., smart-
phones, speech and data analytics, AI and machine learning, and robotic 
process automation). �ese changes are all signi©cant in their own right, 

Internal Drivers External Drivers

Redesign

Reduced contact volume

Digital channel take-up

Increased contact complexity

Flawed development process

New channel need

Change customer needs

New channels emerge

Compe�tor behavior

Changed regula�on

New technology emerges

FIGURE 9.1. Driving Forces for Redesign

501-102415_ch01_4P.indd   222 10/02/22   2:24 PM



232
The Frictionless Organization

-1—
0
—

+1—

Iden�fy the
internal

symptoms

Monitor
external
drivers

Realign
opera�ng

models

Rethink
loca�ons

1. Iden�fy the need
to redesign

3. Make redesign a
recurring strategy

2. Realign the core to
today’s work

and opportuni�es

Let loose the
challengers

Create
alterna�ve

redesign
capabilitySelect the right

technologies

Rethink
product and

service design

FIGURE 9.2. The Redesign Approach

501-102415_ch01_4P.indd   232
10/02/22   2:24 PM




