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We’ve all heard the naming conventions: 
“Get it right the fi rst time,” “one and 
done,” “fi rst call does it all.” Not only is 
resolving a customer’s question or issue 
on the fi rst call a common business goal 
in the contact center world, often success 
on this measure is considered a key 
performance driver. 

By defi nition, the process of fully 
addressing a customer’s issue the fi rst 
time—commonly referred to as First Call 
Resolution (FCR) —eliminates the need for 
the customer to follow up with a second 
call. Because of 
this, it is assumed that very few aspects 
of the call affect customer satisfaction as 
much as FCR.

Some experts set a best-practice “target” 
for FCR as high as 85% achievement. 
However, research by Convergys has 
shown that FCR varies widely by industry. 
For example, in a 2007 benchmarking 
study, FCR ranged from a low of 33% 
(Communications) to a high of 64% 
(Healthcare / Insurance). FCR also 
varied by contact type; more technically 
complex contacts yielded signifi cantly 
lower FCR rates. 

The fi rst step in managing this critical 
performance metric is understanding 
what is meant by FCR, as well as the 
various ways it is measured. Next, it 
is important to calculate the return on 
investment yielded by FCR to justify the 
expansion of any resolution programs. 
Finally, best practices in FCR must be 
deployed to ensure positive returns are 
generated.

Typically, there is a high degree of 
correlation between FCR and customer 
satisfaction, meaning that as FCR scores 
improve so do satisfaction scores. FCR 
also is a signifi cant cost driver to contact 
center operations; the more calls handled 
the fi rst time, the lower the repeat call 
volume. In our work, FCR is proven 
consistently to be among the most critical 
drivers of caller satisfaction.  

By effectively measuring and managing 
FCR, companies not only improve their 
bottom line but also bolster customer 
satisfaction.  

“First call resolution is 
the new service level.” 

~ Keith Dawson, 
Call Center Magazine 

First Call Resolution:

its Measurement 
and Impact

relationship management
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Measuring First Call Resolution

First Call Resolution is known by myriad 
names, including but not limited to First 
Contact Resolution, One Call Resolution, 
Calls Resolved in One Call, First Time 
Final, and First Call Does It All. Similar to 
other contact center metrics, however, 
there is no standard defi nition for FCR.  
In fact, how companies capture FCR 
varies greatly.

Why the discrepancy? This is due mostly 
to how FCR is calculated. There are 
several methods applied by contact 
centers to measure FCR levels, from very 
simple to highly complex: 

agent reports• 

call statistics• 

quality assurance • 

customer feedback • 

Depending on the overall customer 
care strategy and how FCR will be used, 
a contact center may use one or any 
combination of these methods.

The success of defi ning FCR by internal 
statistics is highly dependent on the 
type of system(s) in place. Sophisticated 
Customer Relationship Management 
(CRM) systems are better equipped 
to track customer contacts and 
relationships, and thus are better able to 

measure FCR. Companies with systems 
lacking sophisticated contact tracking 
should consider alternative methods of 
defi ning FCR. 

Agent Reports: Using agents to report 
FCR requires that the agent disposition 
the call as completed. Although this is 
one of the least expensive methods, it 
also is the most prone to inaccuracy. 
Agent knowledge and motivation always 
are critical factors, raising concerns over 
accuracy and the level of management 
oversight required. Some centers simply 
use scripted agent questions (“Have I 
successfully addressed all your needs?”... 
“Is there anything else I can help you 
with?”) in the scripting to capture 
FCR outcomes.

Call Statistics: Another common 
practice is to use contact records to 
defi ne FCR—either through automatic 
number identifi cation (ANI) matching, 
contact tracking or other means—to 
gauge whether a customer called back 
in a given time period, or to assess 
whether the record was noted as closed 
(resolved), escalated or requires a call 
back. Due to the wide variety of options, 
using call statistics as a gauge for FCR 
can be diffi cult. ANI is a good example; 
a customer can call from one phone the 
fi rst time, then follow-up on the same 
question from a different phone.  

Quality Assurance: In this calculation, 
fl oor supervisors or quality evaluators 
record and score calls. A benefi t of 
this method is that monitoring can be 
conducted in real-time or recorded, and 
the agent receives immediate coaching 
and/or training on improving issue 
resolution. The fl ip side, however, is that 
the evaluator must approximate the 
customer experience. 

Customer Feedback: Customer 
feedback is commonly captured via a 
survey within hours of the contact. This 
approach is considered among the most 
accurate methods for determining FCR. 
Relying on the customer perception 
takes into account several of the 
problems with the methods listed above.  
However, there is a caveat; surveys can 
be expensive since a large number of 
surveys is needed to obtain statistical 
validity. This expense increases further 
when agent-level detail is required. 

Which is more important:  
Resolving on the fi rst call?
or resolving on this call?

For each of our satisfaction programs, 
Convergys conducts driver analyses 
to understand key infl uences on the 
customer experience. These statistical 
models indicate which factors have the 
most impact on a customer’s overall 

Case Study: Showing Results
Across more than 25 customer care programs, FCR drives gains in satisfaction. 

To quantify the “point gain” in customer satisfaction scores 
by increasing fi rst call resolution (FCR), Convergys undertook 
a meta-analysis of satisfaction data included in our Normative 
Database.

These data include more than 2 million customer satisfaction 
surveys collected and warehoused since 2001.

For these analyses, the Decision Scientists at Convergys 
included only Customer Care programs yielding more than 
1.2 million surveys. A total of 27 customer care programs 
were included.

Analyses focused on two key survey attributes:

First Call Resolution, and1. 

Overall Satisfaction with the Contact Experience.2. 

Results showed that, on average, by improving FCR by 
just 25%, customer satisfaction increased more than 
4 points. Additionally, costs were reduced more than 15%.
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experience with the contact center and help 
guide corrective actions. We use a variety of 
statistical tools and typically rely on factor, 
correlation, regression (linear and non-
linear) and CHAID analyses.  

Across the board, Convergys’ satisfaction 
programs are split between those showing 
FCR as the most important driver and those 
showing that resolving on the fi rst contact 
is less important than simply resolving 
on this contact. For technically-complex 
contacts, this holds true. However for 
simpler contacts like changing a mailing 
address or fi nding a store location, FCR 
is more important. The results of three 
different models show that the “Resolved 
Model” is stronger (i.e., accounts for a 
larger percentage of the variance), even 
when considering resolution on the fi rst 
or second contact.

For example, in one technical help desk 
supporting high-speed Internet customers, 
whether the issue was resolved or not— 
regardless of the number of calls—was 
more important than resolving on the fi rst 
call. Similar results were shown for health 
insurance members; resolving the problem 
had a greater infl uence on the experience 
than did resolving on the fi rst call. In a 
third example, correlation analyses revealed 
that problem resolution had a stronger 
relationship with an overall experience than 
FCR. In fact, regression modeling showed 
that problem resolution had 2-3 times the 

Yield a 5-point increase in • 
satisfaction;

Prevent more than 11,000 repeat • 
callers each month; and

Save more than $83,000 dollars • 
monthly.

For one 
telecommunications 
client, a 25% 
increase in FCR 
would:

impact of any other driver (except 
overall satisfaction with the agent). 
Number of contacts had a small (but 
statistically signifi cant) negative impact.  

In general, customers who call about 
complex issues (like broadband 
technical support) tend to care less 
about the number of times they call 
and more about whether their issue 
ultimately gets resolved. Additionally, 
in a multi-center scenario, one center’s 
FCR numbers can be unfairly infl uenced 
by another center’s poor performance 
(e.g., when Center A receives another 
center’s “second” call, Center A’s score 
is lowered). In this scenario, total 
resolution serves as the better choice 
because the last agent “owns” fi xing 
the issue, regardless of the number of 
prior calls.

Benefi ts of FCR

Improving FCR is known to impact 
multiple aspects of the contact center 
experience, including increasing 
customer satisfaction, offering 
opportunities for upsell and cross-
sell, reducing operational costs and 
boosting employee morale.

Increased Customer Satisfaction:  
Few metrics link as consistently 
with customer satisfaction as FCR. It 
makes sense that the more times a 
customer must contact an organization 
to resolve an issue, the lower their 
satisfaction with the experience(s). Even 
a small increase in FCR can improve 
satisfaction performance. For one 
Convergys client, a specifi c product 
set accounted for the majority of cases 
driving repeat calls. By focusing on 
this product set, we used case reviews, 
agent interviews and workfl ow analysis 
to validate gaps in agent knowledge, 
adherence to process steps and 
systems issues. New training materials 
were created on the troubleshooting 
process and how to avoid certain types 
of order issues, establishing separate 
queues for order errors, the process for 
entitlement validation and proper case 
documentation and logging. Results 
showed these efforts paid off: Over 
the course of 13 weeks, FCR improved 
18 points and customer satisfaction 
increased 19 points. 

Even more important, our data show 
that FCR can be linked to customer 
loyalty. For one client, unresolved 
callers showed a 38-point decrease in 

Yes No 1 2 3 4+ Yes No

% Responding Overall Experience Rating (top 2 box)

First Call Resolution  melborP latoTsllaC fo rebmuN
Resolution

232%
increase in 

customer satisfaction

117%
increase in 

customer satisfaction

78%
increase in 

customer satisfaction
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Case Study: 
Showing Results
Technical help desk achieves gains in FCR 

A technical support center for a major 
computer manufacturer needed to quickly 
show large-scale gains in performance 
metrics. The manufacturer challenged 
their internal and outsourced contact 
centers to be more aggressive in 
managing to targets. 

Convergys was engaged to implement 
our continuous improvement 
methodology and help coach a dedicated 
team of agents through a series of 
training and working sessions focused on 
understanding the root causes of poor 
customer feedback and how to most 
effectively respond.  

Both short- and long-term solutions were 
designed, implemented on the fl oor, 
and evaluated using Six-Sigma tools and 
techniques. 

After revising the troubleshooting 
guides and agent data-entry processes, 
the technical support center was able 
to boost survey scores by 10% for both 
FCR and overall satisfaction, exceeding 
both in-house and outsourced centers. 
Additionally, customers supported in 
the Convergys center indicated an 87% 
likelihood they would buy again from the 
company in the future. 

These improvements allowed the center 
to resolve more cases in fewer calls, 
reducing the number of contacts by 
10%—or 120,000 calls—and saving more 
than one million dollars annually.  
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loyalty scores compared to those who 
experienced resolution on the fi rst call. 

Improved Sales Opportunities: Many 
contact centers are under pressure to 
drive profi t into the operations, making 
the need to increase upsell/cross-sell 
activities even more important. The 
impact of successfully closing sales can 
be tremendous, even for a single call 
center. But in order to ensure a suffi cient 
close rate, the customer’s primary need 
must fi rst be met.  

Reduced Operating Costs: Repeat 
calls represent a signifi cant cost to 
operations, and often can be avoided. 
By increasing issue resolution rates, 
call centers decrease repeat calls and 
dramatically impact the bottom line. For 
one Convergys client, FCR rates for high-
performing agents improved just three 
points yet translated into a potential cost-
savings of more than $340,000 annually 
in reduced repeat calling. Additionally, 
when issues are fully resolved the fi rst 
time, the need to escalate to more 
expensive support agents is eliminated.

Improved Employee Satisfaction: 
Frustrated customers who call multiple 
times for the same issue can be stressful 
for agents. A study conducted by Aspect 
Communications Corporation illustrated a 
strong link between employee satisfaction 
and customer service. “Customer sales 
and service representatives deliver the 
best service when they are happy in their 
jobs. Add to this the cost of replacing a 
single agent—which can reach upwards 
of $7,000—and it becomes even more 
critical to retain agents. One way to do 
this is to ensure that agents are equipped 
with the knowledge and tools necessary 
to resolve callers’ problems.

Creating a First Contact 
Resolution Culture

With so much focus given to customer-
centricity, contact centers must build 
and promote a culture in which the agent 
is an essential part of the customer 
care philosophy. After all, agents “own” 
the customer relationship and often 
are the most important employee in 
the company. In addition to providing 
individualized customer feedback at the 
agent level, there are other agent-specifi c 
factors that affect FCR. These include:

Drive Action: By narrowly focusing on 
fi rst call resolution, contact centers can 
target limited resources toward efforts 
that yield measurable improvements. 
So how do you improve FCR? Contact 
center managers have tried a variety of 
strategies and techniques. Some we have 
found to be particularly impactful include:

Increase agent awareness of the • 
business case for FCR and the 
behavioral elements they need to 
demonstrate

Include FCR in the accountability • 
structure as well as “reward and 
recognition” programs

Align internal quality assurance efforts • 
to customer perceptions of FCR

Empower agents to resolve issues on • 
the fi rst contact

Enable agents to provide clear steps to • 
issue resolution as well as a timeframe 
for resolving

Confi rm with the customer during the • 
call that resolution has been achieved 

Empowerment: Empowering frontline 
agents to resolve customer issues leaves 
the customer with a positive perception 
of the company. It is diffi cult to calm an 
angry customer if the agent must ask 
for permission to resolve the problem; It 
can frustrate customers when an agent is 
not empowered to override rules or make 
special consideration on their behalf. 
Agents with greater decision-making 
responsibility provide better service, and 
empowered agents typically have higher 
satisfaction and morale.

Knowledge Management: Knowledge 
itself is empowering. Knowledge 
management enables successful 
customer relationships by delivering 
to the agent information relevant to 
the customer and their needs. If not 
already, the desktop knowledgebase 
should be expanded to new forms of 
communication like instant messaging, 
communications boards or blogs whereby 
agents can share learnings, trends and 
best practices. Knowledge management 
is an essential business practice for 
customer care. This 360-degree view 
of the customer also enables agents to 
be more effective in upsell/cross-sell 
activities.

Training and Coaching: In addition 
to empowerment and knowledge 
management, training should be used to 
increase fi rst call resolution and boost 
customer satisfaction. Agents without 
suffi cient training lack the knowledge 
and skill to resolve customer problems. 
The use of quality assurance to provide 
agents with immediate feedback and 
targeted training helps with FCR. Call 
monitoring, in conjunction with customer 
feedback, is considered among the 
best practices in achieving FCR. Build a 



 7

sharing environment where agents teach 
and train each other by incorporating 
learnings and best practices from 
high-performing agents into the 
training curriculum.  

Human Resources: Human resources 
play an important role in assisting 
agents reach FCR targets by ensuring 
that specifi c skill sets are considered 
during the recruiting and hiring process. 
Also, human resources can build 
compensation packages and incentives 
that link agents to FCR performance, 
encourage managers to hold formal and 
informal meetings on a regular basis 
and create other recognition programs 
to show appreciation for FCR success 
stories. These success stories need 
to be communicated throughout the 
organization as well as to outside 
parties like the media, stockholders 
and customers.

Benchmarking: It may sound impressive 
if 65 percent of your customers say their 
issue was resolved on the fi rst call. But 
if the industry average is 80 percent, 
you’re falling behind. Be sure to include 
benchmarking in your FCR initiatives.

Continuous Improvement: Conduct 
continuous improvement efforts 
that address quality and process 
improvements. This includes using 
analytics and decision sciences to identify 
why customers are calling. This will allow 
the company to ensure training correctly 
addresses inquiries when customers call, 
and will promote fi rst call resolution. 

Call Routing: Route calls to experienced 
agents based on transaction type and/or 
customer segment.

Automatic Alerts: Eliminate the need for 
customers to call by proactively sending 
information, such as loan status, through 
automated alert calls.

Self-Service: Drive customers to self-
service for simple tasks, enabling agents 
to take the time needed for more 
involved inquiries.

Summary

Achieving a fi rst call resolution 
culture is a “Win-Win-Win” situation 
where the customer, the organization 
and the contact center all benefi t. A 
secondary outcome is an increase in 
agent satisfaction and morale, which 
is quantifi ed by improved customer 
satisfaction, revenue and return on 
investment. Although there are a number 
of methods for measuring fi rst call 
resolution, the customer is best equipped 
to determine whether their need was 
met on the fi rst call or not. Customer 
feedback tied directly to the agent 
and the transaction is one of the most 
effi cient and accurate ways to accomplish 
this. Addressing customer questions, 
issues and concerns the fi rst time can 
be key in obtaining high customer 
satisfaction, loyalty and retention. As 
the above studies and cases illustrate, a 
critical way to ensure FCR is achieved—
and improved—is to allow the customer 
to be the judge. 

For companies that focus on customer satisfaction, the other [metrics] tend to fall into 

place.”  ~2007 Customer Care Satisfaction Benchmarking Report  . Convergys Corporation
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