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As the internet telephony market gets more competitive, a leading player pushes
the cost envelope with a lean customer support operating model 

Answering the call, for a song

When operating in a packed market, it is operational excellence and innovation that sets businesses apart. A case in point is our 
engagement with a leading player in the intensely competitive internet telephony market. Battling to maintain its market share, the 
company was compelled to offer more competitive call plan rates. With margins affected, the company needed to cut its operational 
expenses. As a trusted partner, CSS Corp understood the company's needs and the market trends that shape their needs. Using this 
understanding we formulated and offered a customized tiered customer support plan – one that eventually reduced the cost of support 
operations by 21%. A winning solution in a cluttered marketplace!



For more information, please mail us at info@csscorp.com 

In the last five years, a host of free and low 
cost internet telephony providers have 
entered the market, increasing 
industry-wide competition. An obvious 
effect has been on the price of service 
provided to customers, compelling both 
new and existing players to lower their cost 
of operations. In the thick of this price war, 
our client benefitted from our tiered 
customer support solution that drastically 
cut their support cost, without 
compromising on the quality. We arrived at 
the solution after a proactive and detailed 
analysis of the company’s support 
operating model. It is this proactive and 
solution-oriented approach that has helped 
us win the company’s trust and preference! 

About the Client
A leading provider of internet telephony 
services, our client services over 2.4 
million customers with a variety of 
feature-rich call plans.

Client Situation
Stiff competition from other providers compelled our client to offer a lower rate plan – a change that 
translated to an immediate need – to reduce operational expense to offset the effect on margins. 
Against this backdrop, free customer support was no longer a viable option but completely halting it 
was not practical either. CSS Corp has been at the center of the company's support operations since 
2005, managing a majority of its technical support transactions. In fact, we are the only provider to 
manage all support channels – voice, chat, and email – for this company. It is this association that 
gives us the edge – we understood the changes in the client's business and their needs. 

The CSS Corp Solution
Adopting a structured approach, CSS Corp began by analyzing the cost of support operations data. 
The analysis ranked support by phone as the costliest, followed by chat and then email. Precise 
calculations for the cost of support per transaction and the cost of support per minute of handle time 
substantiated our findings and helped us obtain the buy-in for the proposed solution. 

Our analysis laid the foundation for the solution. Our solution proposed a tiered support model to 
manage all three support channels at reduced cost while ensuring customer satisfaction.

Tier 1 - Phone support

Since phone support was found to be the most expensive, our solution proposed ways to curtail its 
usage and only offer unlimited free support in all channels to customers on higher calling plans. 

Tier 2 - Chat support

Our solution offered chat support, but limited it to 12 hours a day to drive traffic towards the more 
cost-effective email support.

Tier 3 - Email support

Since email was the most cost-effective support option, our solution focused on providing maximum 
support through this medium. 

Driving traffic to the most appropriate support channel

To drive traffic towards email and chat support, the solution proposed the following:

 channel where probability of resolution is highest with the lowest contact rate. To this end, we  
 proposed offering a support solution only after validating the customer’s account. This would  
 help avoid unnecessary contacts in less appropriate support channels. 

 customer contacted over phone, he/she would be directed to visit the website and use 
 email or chat support.

At a process level, we lowered the service level requirements for email and chat support to optimize 
the headcount for handling customers in the lower calling plans. In addition, to ensure customer 
satisfaction, we introduced a process of selectively calling back dissatisfied customers who contact 
us through chat.

Business Outcomes
The tiered model fine-tuned the support operations to delivered superior results. It reduced the cost 
of providing customer support by 21% without affecting customer satisfaction. Our solution ensured 
that the client retained and grew its customer base by ensuring that the quality of support is 
maintained at high levels while reducing the cost. Our practical and analytical approach has given the 
company a definitive competitive edge in a crowded marketplace.


