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INTRODUCTION

Automation technologies are here, and they’re giving all businesses 
a chance to rethink their service models and reshape their customer 
journeys to truly meet customer needs.

For the contact center, chatbots are more than just the latest buzzword 
– they hold the promise to not just trim costs, but to meet customers in 
novel ways that make issue resolution faster and easier.

While many a contact center leader has expressed strong belief in the 
potential for Chatbots to improve the service they give to customers, 
turning that potential into reality can be more difficult. Assuming that 
your Chatbot will work out of the box is like throwing a brand new 
employee into customer queries without training – Chatbots, just like 
new staff, need attention to allow them to perform at their best.

In this guide, we break down some of the considerations and steps 
you’ll need to follow to ensure that your chatbot adds to customer 
experiences, without degrading them at any stage.
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IT’S ALL ABOUT THE $$$  
HOW MUCH MONEY CAN CHATBOTS ACTUALLY SAVE YOU?

It’s hard to remember a time when Chatbots 
weren’t a hot (albeit, polarizing) topic in the 
customer service and tech industries. From 
customized Chatbots on major brand websites 
to Siri and Alexa in our own homes, it seems like 
Chatbots have entered the discussion (and our 
lives) for good. 

There’s a reason why we’re so attracted to 
Chatbots: Chatbots promise to do many things. 
Articles about Chatbots boast the innovation 
that they bring to the table and paint artificial 
intelligence (AI) as the future of customer service 
and marketing. Other articles tout the new and 
creative ways that Chatbots are being used, such 
as Google’s bot that debates the meaning of life, or 
Domino’s Tinder Chatbot, “Dom Juan”, that feeds 
users cheesy one-liners to help them land a date  
(“I pepperonly have eyes for you!”).

As true as they may be, the glitz and glamour of 
these claims do little to show business owners and 
corporate executives how exactly Chatbots can 
help their company. What decision makers really 
want to know is: Is investing in a Chatbot worth it, 
and how much money can Chatbots actually save?

This chapter will help you calculate the return on 
investment (ROI) that Chatbots will bring your 
company, and how much money Chatbots can  
save you.



5

CHATBOT SUCCESS

WHY CHATBOTS?

Before you invest in Chatbots, the most important thing to know before how much, is why.

Companies across industries find the potential of Chatbots attractive. CCW Digital’s Fall 
Executive Report reveals that 80% of organizations call artificial intelligence “important.” 
Sixty-one percent have plans to incorporate (or continue incorporating) AI into their 
customer experience.

It’s not just companies – studies show that the majority of customers already accept or even 
prefer Chatbots. New findings in the Aspect Consumer Experience Index show that 61% of 
consumers feel that having Chatbots in customer service is the way of the future. Seventy 
percent of millennials report positive experiences with Chatbots, and many prefer Chatbots 
for the convenience and immediate gratification. 

Let’s remember that before they are glamorous, futuristic, game-changing service robots, 
Chatbots are one simple thing: automation systems. Chatbots help businesses efficiently 
accomplish tasks that would have otherwise required human labor. This is important 
because businesses are always looking to scale their service levels effectively without 
sacrificing quality. By automating simple tasks, Chatbots offer customers speeder support at 
a lower rate for companies. 

OF ORGANIZATIONS CALL 
ARTIFICIAL INTELLIGENCE 

“IMPORTANT.”

80%

 OF CONSUMERS FEEL  
THAT HAVING CHATBOTS  
IN CUSTOMER SERVICE IS 
THE WAY OF THE FUTURE.

61%

40.000%

CHATBOT PREDICTED 
GLOBAL SAVINGS INCREASE 

FROM 2017 TO 2020
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HOW CAN CHATBOTS HELP ME SAVE?

According to one report, Chatbots currently account for business cost savings of $20 million 
globally. And, that number is expected to rise. Findings from analysis firm Juniper Research show 
that Chatbots are expected to trim business costs by more than $8 billion per year by 2022. 

Here are some ways that Chatbots help businesses save:

REDUCED OPERATIONAL COSTS

Chatbots are like evolved self-service portals or advanced knowledge bases. They help 
customers quickly and easily find the answers to simple queries. As a result, they reduce  
the number of incoming calls to contact centers, improving efficiency and reducing 
operational costs. 

Incoming call volume isn’t the only things that Chatbots reduce – they also lower overall 
interaction volume – including chats, emails, and social media inquiries. Each time a 
customer interacts with a Chatbot before a live person, the cost per query gets lower. This 
is especially true for phone assistance. According to VentureBeat, “Even if a person makes 
a ‘call me’ command to connect with a live agent after initiating a Chatbot interaction, a 
contact center pays about 33 percent less for outbound calls than inbound calls.”

During an interaction, Chatbots can capture relevant customer information, meaning that 
the agent can initiate the conversation equipped with prior knowledge about the query 
should the customer need to be transferred. For the agent, even already knowing what 
the customer’s query is and what the bot has suggested shaves valuable seconds off that 
interaction. This means a quicker resolution for customers, a lower cost-per-interaction for 
companies, and better use of agents’ paid time.

LOWER LABOR EXPENSES

Another way that Chatbots save companies money is through reduced labor costs. 
According to a report by the Call Center School, 65 to 70% of a call center’s total operating 
costs are related to staffing. 

It’s not easy to cut costs around staffing while also meeting company and customer 
expectations for service and support. Businesses that blindly reduce their agent count to 
save money often find the number of calls and chats in their queue skyrocketing – and 
customer satisfaction levels taking a hit. Longer wait times equal a more expensive phone 
bill, meaning that cutting staff may actually end up costing more than it saves. 
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That said, substantial savings are achievable through automation. According to research 
by McKinsey, 29% of customer service positions in the US could be automated through 
Chatbots and other currently available technology. While a live chat agent can effectively 
chat with about three customers at once (and a phone representative can handle only one 
at a time), Chatbots can handle an unlimited amount of interactions simultaneously. 

A quality Chatbot often costs less than the annual salary of a single employee, even after 
initial installation and programming costs (consider the costs of hiring, onboarding, training, 
hourly pay, and benefits per agent). And, Chatbots more than pull their weight. According 
to our 2018 Live Chat Benchmark Report, Comm100’s Chatbot takes care of about 20% of 
all incoming live chat inquiries alone. This means that even with one less agent (or without 
downsizing staff at all if a company’s support requirements are growing!) Chatbots help 
companies reduce labor expenses and save money.

CHEAP 24/7 AVAILABILITY

What’s the point of live chat if it’s not live?

More and more customers expect companies to accommodate their schedules and deliver 
24/7 customer service. This can pose a problem for businesses that don’t want to spend 
extra money to operate during late-night or low-traffic hours. While some enterprises have 
turned to cheaper international or freelance live chat teams to solve this problem, others 
are now investing in Chatbots. 

Chatbots cost the same whether they’re available 24/7, three hundred and sixty-five days 
per year or not. By letting Chatbots handle after-hour queries, companies can provide 
customers with the support that they need – when they need it – without having to hire 
additional agents to cover these odd working hours.
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ROI IN AGENT HAPPINESS (AND BETTER ALLOCATION OF CORPORATE RESOURCES)

Even the most experienced agents can have their patience tested by having to answer the same 
question over and over from different customers. Call center work is at its least rewarding when 
it’s basic and repetitive, and often agents wish they could cut out these queries and focus on 
assisting customers with complex questions who need their help the most. 

Allowing a Chatbot to handle simple, repetitive queries takes this burden off agents, and 
helps them to develop their skills by only taking on the queries that really test the limits 
of their knowledge. This leads to a happier, more fulfilling agent experience. Cultivating 
a quality agent experience is important to contact centers of all sizes: According to CCW 
Digital’s Winter Executive Report, 33% of companies agree that improving the agent 
experience is a top priority for 2018. 

Fulfilled agents have a lower turnover rate, meaning that companies don’t have to invest as 
much time and resources in recruiting, hiring, training, and onboarding new agents. These 
costs can then be used to fund other, more important company endeavors. Happier agents 
are also more productive, which means that they can better achieve contact center metrics. 
(Just remember that if you adopt a Chatbot you’ll have to adjust your metrics a bit, to reflect 
the time that it takes to solve just complex queries). And, happier agents have a better overall 
workplace morale, which translates into the quality of customer service. As the report says, 
“Agents, quite simply, are the gateway to a productive, customer-centric experience.”

VALUE IN CUSTOMER SATISFACTION

When it comes to preferred communication channels, customer and company preferences 
don’t often align. However, AI makes that possible. Chatbots allow businesses to resolve 
customers’ issues on digital channels that are convenient for customers and inexpensive for 
companies. And customers appreciate the self-service nature of Chatbots. With Chatbots, 
customers don’t have to wait in a queue for an agent to assist them, and they won’t be 
placed on hold while an agent looks up information. Chatbots give customers frictionless 
support with less effort and can resolve issues as quickly as customers can type. 

Customers can get upset if they don’t feel valued or respected by an agent. They like that 
Chatbots are objective – free from the judgment and cognitive biases that affect human 
communications and decision making. For example, sometimes a human agent might give 
incorrect advice because they’ve encountered a situation that seemed similar to one they 
had seen recently, when actually if they had looked at the circumstances objectively they 
might have made different decisions. 
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Agents might also let emotionality or a bad day get in the way of what they can do for a 
customer – Chatbots, on the other hand, don’t have that problem. As Joe Gagnon, Chief 
Customer Officer of Aspect Software writes, “There is a predictable and reliable component 
of Chatbots. They never tire, do not call in sick, and if designed correctly are consistent and 
exacting.”

Nearly 50% of consumers already engage in automated conversations with Chatbots. But 
Chatbots can also help improve the satisfaction of customers who don’t engage directly 
with them. When bots take care of simple queries, agents become experts in handling more 
complex queries. They get used to using their problem-solving abilities rather than just 
churning out scripted responses, which means that they will be more able and willing to give 
customers with challenging issues quality assistance. 

A recent Pelorus research survey found that 74% of contact center managers felt that 
improved customer service agent technology can decrease error rates and improve the 
customer experience. A positive customer experience makes way for more loyal customers, 
and more dollars spent. 

GREATER SAVINGS OVER TIME

A satisfying Chatbot experience can condition customers to come back for more. Once a 
customer has effectively resolved an issue with a Chatbot for the first time, they open up to 
the possibility of using the Chatbot as a go-to measure when dealing with their next issue. 

The result? Fewer and fewer customers calling in as their first resolution option, and greater 
savings for companies over time. 
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Chatbots can also help companies save long-term by putting them ahead of the competition. 
According to an Oracle survey, 80% of large businesses plan on using Chatbots by 2020. 
Current Chatbot clients demonstrate that they are trailblazing with early-stage technology 
that is only improving, and that will definitely be a cornerstone of customer contact in years 
to come. 

By adopting chatbots now, companies can get early adopter benefits and gain valuable user 
experience that will set them ahead of their competitors as this technology continues to 
advance over time.

DRIVE REVENUE

Many businesses use Chatbot technology to generate leads 
and make sales. Chatbots can proactively alert customers 
to sales and discount opportunities, increasing upsells 
and engaging visitors. Chatbots on third-party messaging 
platforms such as Facebook Messenger can provide useful 
content that drives visitors to the company website. They 
can also offer expansive menus that present customers 
with options that they weren’t even thinking about 
when they initiated the chat – encouraging clicks 
and product discovery. 

Chatbots can also be used for marketing. 
Creative bots such as Domino’s Tinder bot 
and Taco Bell’s Emoji Engine often get a lot of 
mileage on social media, helping to spread 
brand awareness. They can be used to 
make communicating with brands 
more personalized – and more fun.
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CALCULATING THE ROI OF CHATBOTS

Chatbots look good on paper. Still, you shouldn’t invest in any technology – no matter how 
appealing – without first estimating what the ROI of that product will be. Here’s how to 
calculate the ROI of Chatbots, so that you will have an idea of how much money Chatbots 
can save your business:

1. IDENTIFY ELIGIBLE QUERIES

First, examine what queries your company currently receives over live chat. Then, identify 
the top simple queries that could be resolved by a Chatbot. These queries could include 
questions about return policy, shipping times and rates, store location and other non-
complicated issues. These questions may already be answered in your present knowledge 
base, or consist of easily available and communicable information. 

Depending on your bot’s offerings, queries may also be expanded to include customer 
questions about personalized account information. Bots with these capabilities can give 
more specific responses to queries by consulting the customer’s available details. Applicable 
questions may include the following:

As bots grow more advanced, some may even be able to complete simple tasks for 
customers, such as changing passwords or billing addresses upon request. 

By familiarizing yourself with a Chatbot’s present capabilities, you will be able to better 
categorize what sort of questions it will be able to answer. When identifying these questions, 
it helps to ask live chat agents for their input, since they are experts on common queries. 
Another way to do this is by asking agents to identify or tag eligible queries post-chat in 
wrap-up mode. 

What was the amount 
of my last bill? What is the tracking number 

for my order?

What is my 
shipping address? What date will my 

order be delivered?

What is my 
order status?
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2. CALCULATE THE PERCENTAGE OF CHATS DEALING WITH ELIGIBLE QUERIES 

Once you know what questions to look out for, it’s time to calculate how many of your chats 
are made up of simple (what a bot could answer) vs complex queries (what an agent should 
answer). What percentage of your total chat volume do the Chatbot-friendly queries make 
up? Are they 10%? Twenty percent? Fifty percent? 

The higher the number, the more your company stands to gain in operational efficiencies 
for the dollar value of the Chatbot.

For the sake of this example, let’s assume that your company receives 6000 chats per 
month. The eligible questions that you identified make up 3000 out of 6000 chats in one 
month, or 50%.

3. CALCULATE AGENT TIME SPENT ON ELIGIBLE CHATS

Once you have this number, it’s time to focus on the people who are currently handling 
these chats: the agents. How much time do agents spend handling eligible chats daily, 
monthly, or yearly?

Calculate the estimated handle time for these types of simple inquiries. if your data suite is 
advanced enough, you might be able to tie in the simple query types taken from wrap-up 
data and find out the handle time totals for each of these categories.

Continuing the example above, let’s say that your agents spent 10 minutes on average on 
each of these 3000 chats (the average chat time is 12 minutes and 20 seconds according to 
our latest benchmark), or 30,000 minutes total (that’s 500 hours).

4. ESTIMATE THE ANNUAL COST OF HANDLING ELIGIBLE CHATS

To see how much a Chatbot will save you, you have to look at what you’re currently 
spending. That starts with measuring the average hourly cost of a live chat agent.

Multiply the average hourly pay of your live chat agent by the number of hours spent 
on these kinds of interactions. Once you have done that, figure out your annual cost by 
multiplying your monthly cost by 12. 

For example, imagine that the average hourly cost of a live chat agent at your company is 
$15 per hour. Multiply that by 500 hours (your time spent per month on Chatbot-friendly 
interactions), and you get $7,500. To get the approximate annual cost of those interactions, 
multiply that by 12 (months) and you get $90,000. 
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In this example, $90,000 is what it costs per year for your company to handle questions over 
live chat that a Chatbot is capable of handling on its own.

5. TIME TO COMPARE: HOW DOES THE CHATBOT STACK UP?

Once you know how much your company is spending handling simple queries, it’s time to 
compare that annual rate to what you might spend on a Chatbot. For this part, consult a 
Chatbot provider on the annual fee of their Chatbot, and place the two values side-by-side.

For example, let’s say your prospective Chatbot costs $50,000 per year. In this scenario, it has 
clear advantages over continuing to pay $90,000. The $50,000 that you would spend on a 
Chatbot is the equivalent of nearly two full-time human agents (and this doesn’t account for 
employee turnover and training costs). 

Don’t forget that Chatbots also have their own deployment costs, which you may want to 
factor in as an aside when calculating your first year’s ROI. 

Incoming chat counts are rising every year – from 2016 to 2017, businesses saw a 180% 
increase in average chats per month. As these numbers go up, so will the amount of easily 
answered chats that your Chatbot is capable of handling. And, as Chatbot providers further 
push the boundaries of what customer-facing AI systems are capable of, Chatbots will be 
able to handle increasingly complex queries. This means that even including any Chatbot 
development and maintenance costs, your bot will grow more profitable as the years go by.

Remember that this ROI calculation model only works if your Chatbot can solve the incoming 
queries that it is designed to, and not make your queue worse. To ensure proper use of your 
Chatbot, implementation and ongoing learning are key. Be sure to map out your Chatbot’s 
journey, and make use of customer feedback. By simply asking your customers to rate 
whether an answer was helpful or not, you and your Chatbot can make tremendous strides in 
learning what is working and what isn’t.

As companies move to embrace AI, experts are bracing for a surge in automated customer 
service programs. Researchers predict that within the next five years, between 75 and 90% of 
queries will be dealt with by Chatbots, resulting in cost savings of up to $0.70 per interaction. 

While companies may have different opinions on Chatbots, they all agree on the importance 
of saving money. We hope that this blog post has given you some insight on how Chatbots can 
help your business save, and whether customer-facing AI is a good option for your business.
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HOW TO CREATE A CHATBOT FROM SCRATCH

Most consumers have noticed: there’s a huge gap in capabilities 
in the Chatbot industry. While one Chatbot may be able to book 
you a flight or serve you in many languages, another might not 
even seem capable of completing the single task that it was 
designed for, like telling you the weather.

What makes some Chatbots so good at solving issues, and 
others so hopeless? How can two Chatbots with the same 
range of abilities deliver two completely different customer 
experiences? In many cases, the difference in performance is 
due to the quality of the planning that went into them. 

Whether you’re designing a Chatbot yourself or outsourcing 
to a third party, it’s important to know the process behind 
programming your Chatbot for success. This section will give you 
the run-down of everything you need to know before you start 
designing your Chatbot, with tips to help you effectively plan and 
map your bot’s content.

UNDERSTANDING INTENT

To kick off, it’s important to understand some of the language 
we use when describing how an AI-powered Chatbot works. The 
most important concept involved is ‘Intent’.

Put simply, an intent is the intention behind a question. It 
represents a purpose or a goal, such as booking a flight, paying 
a bill, or finding a news article. Each industry will have its own 
natural universe of intents, and each company within will have 
its own as well.

Be aware that of the questions your customers commonly ask, 
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there will be an intent behind each. Well-trained AI-powered 
Chatbots are great at working out the intent behind a question 
asked, regardless of how it’s phrased. For example, a Chatbot 
should be able to work out that “How much is my bill?” and “What 
payment do I need to make” mean the same thing – as the intent 
behind the differently-worded questions is the same.

While you’ll need to program your Chatbot to give it an initial idea 
of these differently-worded questions that represent the same 
intent, the beauty of machine learning is that over time, your 
Chatbot will be able to correctly identify new examples of the same 
intent that are outside of its original programming.

There’s more to the AI magic than intents, but that’s the principle 
concept you need to understand at this point. If you want to learn 
more about the basics check out this post on medium.com.

PLANNING AND DESIGNING

Before you start with the nitty-gritty of programming your Chatbot, 
it’s important you answer some basic questions about your bot’s 
purpose, features and more. Deciding on answers to questions 
that affect the setting that your bot operates within will only help 
you to create programming that’s both clear in aim and fit for 
purpose.

STEP 1: PLAN YOUR CHATBOT

Set a Goal for your Chatbot

It has to be clear what customers and your company can expect 
from your Chatbot. Is the Chatbot supposed to help customers 
easily access answers in your knowledge base? Is it supposed 
to further your company’s marketing outreach by providing 
customers with a useful service, such as health tips, recipes, 
or investment recommendations? Or is it a “level two” Chatbot 
designed to perform more advanced functions, such as help 
customers change their passwords, or even place orders. How 
about all of the above?
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Knowing where your Chatbot will interact with customers will also help you decide what 
you can expect of it. Chatbots that interact with customers through your company’s app, 
Facebook Messenger, and SMS can send customers notifications and even daily content, 
whereas Chatbots that assist customers on your website will likely have a stronger support 
function. 

By being clear on what your Chatbot can and must accomplish – and on what platform – you 
will be able to start to program with that in mind.

Make sure your organization has a common understanding of  
what your Chatbot should be doing (as well as being familiar  
with common language). Kick-off planning meetings should  
gather the thoughts and ideas of all stakeholders. 

Make a List of Must-Have Features 

Once you know what to expect from your Chatbot, you can begin to establish some 
must-haves. 

What information do users need to get out of your Chatbot for it to be useful? What queries 
must your Chatbot be able to answer? What kind of content does it need to push – i.e. 
product photos, article links, product reviews, etc.? What information does your Chatbot 
need to have access to so that it is always up to date – i.e. updated product database, 
current exchange rates, daily weather forecasts, etc.? Which other business systems does it 
need to connect to in order to execute effectively?

When reflecting on must-have features for your website’s Chatbot, 
go through your chat database and identify any frequently asked 
questions that a Chatbot could be able to help with. Asking front 
line agents for their ideas can be really useful here – agents will 
know well the types of queries they answer repetitively that a bot 
could answer!

TI
P

TI
P



17

CHATBOT SUCCESS

Choose a Personality

Some Chatbots are quirky and fun, raining emojis and GIFs on their presumably millennial 
audience. Others convey a more professional image, keeping interactions simple and to the 
point. 

When deciding on your Chatbot’s personality, ask yourself the following: 

• Who is your user and in what situations are they talking to the Chatbot? Your 
Chatbot’s tone of voice may vary depending on how old your user is, and how they are 
connecting with the Chatbot. Chatbots on social messaging platforms, for example, 
tend to be more playful than Chatbots on company websites.  

• What is the goal of your Chatbot? The goal of your Chatbot can have a lot to do 
with what personality it has. If your Chatbot’s goal is to engage users on social media 
and encourage them to subscribe to daily updates from your Chatbot, then it helps to 

Source: Quartz

give your bot a more fun and charming 
personality. On the other hand, if your 
Chatbot’s goal is to provide customer service 
to users in need, then it might be best to put 
the jokes on the backburner and focus on 
service to avoid irritating your customers.

• How human should you make your 
Chatbot?   
While some Chatbots pretend to be 
human – or even talking animals – Chatbots 
are most effective when they stick to or 
acknowledge their artificial intelligence 
identity. Creating a non-human (but still 
humanized) Chatbot persona can help keep 
customer expectations in check, and keep 
the discussion on-track. 
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TI
P

• What Chatbot personality would match your brand image? If your brand were a 
person, what would be their tone of voice? What vocabulary would they use? Would they 
use emojis? Would they have a sense of humor? If so, what kind of humor would they use 
– cheesy puns, sarcasm? 

Asking yourself these questions will help you decide how your Chatbot will talk and act in 
every situation.

Creating a persona for your Chatbot is an important 
part of designing it. However, don’t draw so much 
attention to the character that it overshadows 
the service – you don’t want to go overboard and 
annoy your customers. Always put functionality 
and the customer experience first. Stay alert for 
future customer feedback and tweak your Chatbot’s 
personality accordingly.

Design the Chatbot Flow

Designing the Chatbot flow is all about taking your customers through the process of using 
your Chatbot. How will you get your customers from Point A (their initial inquiry) to Point 
B (resolution, engagement, or any other endpoint, such as subscribing to your company’s 
service)? 

There are many ways to guide the user’s journey. Some Chatbots begin by offering users 
a list of what the Chatbot can help them with, or giving them an example of what kinds of 
questions to ask. Not only does this let users know what the Chatbot can deliver, it also gives 
them ideas on how to further engage with the Chatbot. 

Once you decide how to instruct your customers on interacting with your Chatbot, you need 
to choose how exactly they will take that journey. Will they type out text to your Chatbot? 
Or will they click on pre-set options that will advance them through the conversation? What 
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about a combination of both – with options as suggestions but including the option of typed 
text as well? (For example, the mental health Chatbot, Woebot, uses both text and buttons 
interchangeably to help users look for patterns in their mood, and come up with strategies 
to improve it over time.)

Another thing to consider is how you will present customers with information. Chatbots of 
brands like Fandango and Whole Foods use carousels to give customers a list of scrollable 
options with interest-peaking photos. These carousels offer customers additional selections 
that are easily available – making for focused, but effective conversational flows.

Source: Woebot Source: Fandango

TI
P Ask yourself how you wish to display your content. 

Will you link users to relevant articles or videos, 
or post answers and content directly in the chat 
window? What widgets are available to deliver 
content in a more inspiring, less cluttered way? 
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STEP 2: GATHER DATA TO IDENTIFY INTENTS

Once you have planned out your Chatbot, it’s time to start to identify the intents your 
customers have.

There are generally three types of visitor intents: small talk like greetings, business requests, 
and random messages. Out of the three types, business requests are the most important 
part, which is why this guide is mainly focused on building business question intents. 

This is not to say that small talk intents are not helpful – they can lend your bot the right 
dose of personality to make communication more genuine and less ‘robotic’. We’ll explore 
how to program these later.

For the simplest and most intuitive approach to identifying intents, we recommend a 
process that is focused around intent discovery from existing customer interactions. This 
way, there is no secret to Chatbot journey mapping. You already have most of the content 
you need to work with – you just have to put it in place using the following steps.

Consult Your Existing Knowledge Base or FAQ Resources

Self-service has been growing in popularity, which means that chances are, if you have a 
website, then you have a customer-facing knowledge base or an FAQ section. 

Knowledge bases are used to help customers find the answers to their own questions. They 
are generally compiled from frequently asked questions – the very questions that customers 
who don’t feel like searching through your knowledge base may write to a live chat agent 
about. 

Knowledge bases aren’t the only resources that companies have. Often contact centers will 
have their own internal, agent-facing knowledge base. This kind of knowledge base helps 
agents respond quickly and accurately to customer queries. Agent-facing knowledge bases 
might be compiled as documents and shared with all support agents. 

Another resource – and perhaps the most valuable resource that you can consult – is your 
agents’ list of canned scripts and messages. Like agent-facing knowledge bases, canned 
messages are usually available as a shared document, or within the messaging system. Up-to-
date canned messages can give you insight into the intents underlying your most common 
support questions, and exactly what the responses to those questions are.

By consulting your knowledge bases, FAQ resources, and canned messages, you can begin 
to compile a list of what intents lie under easily answered questions you can assign to your 
Chatbot. 



21

CHATBOT SUCCESS

Use Existing Chat Logs for Information Discovery and Refinement

For ultimate insight into the questions that your customers are asking your live chat agents, 
go directly to the source: your existing chat logs. This will help you discover the most recent 
common questions, and any questions that you might have missed out on when examining 
your knowledge bases. 

STEP 3: CREATE INTENTS

There are many ways in which a customer may express their intent. For example, a travel 
company may define an intent as “Book Flight”. Then “Book me a ticket to Paris” and “I want to 
fly to Paris” will be two questions associated with this intent.

Combine Similar Questions

Similar questions should be combined under one intent. This will help expedite the bot 
learning process and simplify ongoing bot maintenance. 

For example, if there are 10 reports, you might need 10 intents to introduce each one of them. 
But if visitors ask, “how to download report #1” or “where to download report #2”, they can be 
simply put under one intent “Download Report”.

Check Intent Coverage

The intent structure needs to be as comprehensive as possible and cover all the scenarios that 
you want your bot to handle. 

For example, software billing related intents should include: free trial end, subscribe, payment 
method, payment error, next billing date, account inactive, refund, billing info, etc. By doing 
this, your bot will be more capable of handling billing questions.

Another example would be those random chitchat requests or spam messages, which are 
common for companies that provide online help. You can create an intent specifically for this 
scenario so as to reduce the number of spam chats routed to live agents.
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STEP 4: DEVELOP AND MAINTAIN A LIST OF TYPICAL QUESTIONS FOR 
EACH INTENT 

To help your Chatbot understand each intent better, questions in that intent need to 
undergo regular review and maintenance. The ideal number of questions per intent 
is between 18 and 36. This is a vital part of creating a Chatbot that’s effective from the 
start, as it gives your Chatbot more data on which it can make decisions.

In the intent structure you have created, there should be at least one question in each 
intent, and each question should be made into a pair (see details below).

Question Pairing

Every question has a key part. If the key part changes, the meaning of the question 
changes. 

For example, 

Here the key part (intent) is “Change password”

In this question the key part (intent) is “Hide button when no agent is online”.

The question and its key part make a pair. The question is usually long, which contains 
different clauses and modifying phrases while the key part is short and clear.

You need to have both the question and its key part, as a pair, under each intent. 
Each pair needs to be grammatically correct, which is crucial to the accuracy of intent 
identification.

Hi Sam, can you please tell me where to change the password of my account?

Hi Terry, is it possible to hide the chat button when no agent is online?
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Rephrase a Question in Different Ways

Choose one question which you think is the most frequently asked in an intent, and try 
rephrasing it in different ways, changing between active/passive voice, word variations, etc.

For example, 

Hi Terry, is it possible to hide the chat button when no agent is online

Can the chat button be hidden when all agents are offline

Is it possible to hide the chat button when no agent is online

I want a chat button hidden when out of work hours

Hey, can you introduce Comm100 Bot to me

Would you please show me the Comm100 Bot introduction

Make sure you include the key parts for the newly written questions under the intent, so that 
they appear in pairs.

In most cases, you should be able to expand one frequently asked question into six.

Make sure the meaning of the question stays the same and the question is grammatically 
correct.
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STEP 5:  LABEL SYNONYMS

Next, you need to label synonyms for these questions. 

The main purpose of labeling synonyms is to tell the Chatbot that the keywords used in this 
intent can be replaced with its synonyms.

Here is an example. Note that the colors are used for easier comparison – you don’t have to 
use this color coding in practice.

Question A

(Hi Terry, ) (to provide better experience | would you please let me know how) 
(how to | I want to | how can I) (hide | not show | not display)  
(comm100 live chat |live chat | chat) (icon | widget | button) (when | while | if) 
(no agent is online | agents are offline | agents are off work).

Question A 
Key Parts

(hide | not show | not display) (icon | widget | button) (when | while | if)  
(no agent is online | agents are offline | agents are off work)

Rephrased 
Question 

A-1

(can the | is it possible for the) (comm100 | live chat | chat) (icon | button)  
(on website) is (hidden from | not seen by | not displayed to) visitors,  
(when | while | if) (outside of office hours | our customer service reps are all 
offline | none of agent logs into agent console).

Rephrased 
Question 
A-1 Key 

Parts

(icon | button) is (hidden from | not seen by | not displayed to) visitors,  
(when | while | if) (outside of office hours | our customer service reps are all 
offline | none of agent logs into agent console)

Rephrased 
Question 

A-2

(Can I have | I want) (a hidden | an invisible) (comm100 | chat) 
(widget | button) (when | while | if)  
(agents are off work | outside of office hours | all agents are offline)

Rephrased 
Question 
A-2 Key 

Parts

(hidden | invisible) (widget | button) (when | while | if)  
(agents are off work | outside of office hours | all agents are offline)
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STEP 6: PREPARE RESPONSES FOR EACH INTENT

Once you have your intents set up with all associated questions and synonyms defined, 
you can set your Chatbot to return the correct responses. Your Chatbot should be able to 
handle different kinds of responses, such as rich format messages, transactions, interactive 
responses, and process authentications before responses.

STEP 7: QUESTION LEARNING & TRAINING

After your Chatbot has been set up with a good intent structure and equipped with 
comprehensive questions and responses, the Chatbot should be able to handle most of the 
scenarios you have built it for. 

That said, the complexity of communication lies in the diversity of wording, which means 
your Chatbot still has the challenge of speaking almost everyone’s language. 

To help your Chatbot understand visitors questions no matter how they are worded, you 
can train your Chatbot based on real visitor questions that were misunderstood or not 
recognized from previous chat conversations. 

Good Chatbot applications should be able to identify and let you add those questions to 
existing intents, or create new intents to enrich your bot’s natural language processing 
ability. This process allows you to train your Chatbot to respond better and more accurately 
to questions your customers ask. 

A well-planned bot should not have too many questions picked out in the Learning section 
and usually tend to have fewer and fewer such questions as it gets trained. It would be good 
to go through questions in this section regularly to keep it empty.

STEP 8: MAKE ROOM FOR CREATIVE CONTENT

Not all content has to be entirely related to solving the user’s question. Part of the reason 
that customers enjoy Chatbots is that they are fun to mess with. If engagement is one of 
your Chatbot’s goals, it doesn’t hurt to drop in a few treats for your users that will inevitably 
troll – or try and get closer to – your Chatbot.

Many Chatbot providers have built-in small talk modules to help you get a head start on 
the types of questions users like to ask to test out a Chatbot’s limits. However, you may 
want to come up with further playful, human-like, or creative answers to comments to keep 
your users entertained after they have resolved their issue. Map out possible responses to 
questions like:
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You suck

I’m just trying to help

 
How old are you?

I’m 30 in robot years.

 
Will you marry me?

I mean, we only just met…

 
What’s your favorite color?

Red – it’s the best flavor!

 
I hate you

That’s okay, I still 
care about you!

Do you love me?

Let’s spend a little more time 
together, then I’ll decide.

You can also offer creative content to your 
users as a part of your business intent 
process mapping. Check out how Woebot 
does this:

Who can resist that face? Even if your user 
didn’t get what they were looking for out 
of the bot, this creative, sharable content is 
bound to make them smile.

Source: Woebot



27

CHATBOT SUCCESS

STEP 9: SET RESPONSES FOR WHAT YOU DON’T KNOW

You want your bot to do everything and know everything, but there will inevitably be some 
things that it just can’t do, or that it doesn’t understand. Miscommunications happen, and it’s 
important to be prepared for them. 

“I’m sorry, I didn’t quite get that?” or, “I don’t know what you mean,” are good ways to let 
your user know that they need to repeat themselves, or try asking a question a different 
way. 

To take attention away from what the Chatbot doesn’t know, emphasize what it does know. 
You can offer a list of suggestions to users. Here’s an example of what this might look like:

I want to change my order.

I’m sorry, unfortunately I can’t help you with that. 
Here are some things I can help you with, though: 

• Cancel an order 
• Exchanges and refunds 
• Place a new order

Another way to respond to something 
that your bot can’t do is to remind your 
user: your bot is just a Chatbot. Here’s an 
example of how you can use that to your 
advantage:

Eighty-six percent of customers believe 
that they should always have the option to 
transfer to a live chat agent when dealing 
with a Chatbot. While chatting on your 
website, be sure that one of your Chatbot’s 
responses for what it doesn’t know gives 
customers the option to speak to a live chat 
agent. This might look something like this:

Source: Poncho
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Giving users a way to disconnect with the Chatbot when it is unable to help them and get 
support from a live agent makes sure that your Chatbot remains a tool for your customers, 
not an obstacle.

I ordered the wrong thing. I want to change it.

Once orders have been placed, they cannot be changed online. To 
change your order, please speak with one of our live chat agents.

Was this helpful?

Yes 👍 No 👎 Speak with a representative 👨
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FINAL TIPS

Here are some final tips to keep in mind when creating your Chatbot.

1. Manage customer expectations. 

Especially if your Chatbot has limited functionality, it’s important to let users know upfront 
what the Chatbot can help them with.

2. Use related questions to inform customers. 

Related questions are another great way to keep customers engaged. They can proactively 
teach them the answers to other questions that they may have been wondering. And if your 
Chatbot’s answer wasn’t satisfactory, they give customers a range of other questions that 
might be.

3. Deal proactively with ambiguities and misunderstandings.  

If your bot detects various key words, have it clarified with the customer. As digital 
products designer Jesús Martín says, “Chatbots need to be designed for any possible 
misunderstanding in every step. That means that a specific error message needs to be set 
just in case the misunderstanding happens. That would help us to get the user back to the 
scope without restarting the whole process.”

4. Use teamwork to anticipate all the ways customers could ask a question. 

Everyone says things differently, which is why factoring all the ways a customer could ask a 
question into your decision tree is best done as a team effort. Consider grouping agents off into 
teams of four or five and seeing which team can come up with the most ways to ask the same 
question. Whomever who can come up with the most synonyms in 5 minutes gets a prize!

5. Give your customers an out.

 Do you like being stuck on the telephone with a useless bot? Probably not. The same goes 
for your customers and Chatbots. Make sure that your customers can get from your Chatbot 
to an agent easily. If your Chatbot takes over after hours, be sure to let customers know 
what times they will be able to speak to a representative. If you are using Chatbots on social 
messaging channels like Facebook Messenger, give your customers give your customers the 
option (and easy instructions on how) to start over or return to the main menu. 
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6. Build the Chatbot into your current system. 

Often when building a Chatbot, companies try to recreate functionality from scratch. As 
Fabricio Teixeira, design director at Work & Co explains, “Let’s say you are creating a bot 
to book appointments in a spa. If your Chatbot does not communicate with the spa’s 
existing appointment management system, that means extra work for the business owner 
to handle requests coming through this new channel – and ultimately lack of consistency 
for the user. Chatbots are part of a larger ecosystem, formed by multiple touch points 
between customers and brands. Creating a Chatbot in a silo can be pretty harmful for both 
businesses and customers.” By building the bot into your current system, you can expect 
less work for agents and a better customer experience.

A Chatbot is only as good as the planning that goes into it. Effective mapping can make 
any Chatbot – regardless of its level – a useful customer engagement tool and self-service 
resource. 

We hope that this chapter has had a hand in showing you how best to work with and 
optimize your Chatbot. Keep these steps and tips in mind when it comes time to map your 
own Chatbot, and buckle up for Chatbot success.



CONCLUSION

So what have we learned about Chatbot ROI 
calculations and Chatbot building? Let’s recap with our 
top three takeaways from this guide:

• You can calculate potential ROI for your Chatbot using 
your existing reports and our step-by-step process. Map 
out a few different scenarios to see what you can save!

• Chatbots are only as good as the planning that goes 
into them. You can’t expect a new member of staff to be 
effective immediately, and neither can you expect the 
same from your Chatbot.

• With a simple step-by-step process of working out 
intents, creating questions for each intent, assigning 
synonyms and ongoing training, you can build an 
effective Chatbot that complements your customer 
experience.

While Chatbots can be an intimidating area for a layman 
to dip their toes into, in this guide we’ve aimed to 
demystify some of the planning and process that makes 
for truly effective Chatbots and puts them within reach 
of your business. We hope that this guide has helped 
you to learn more about the operational aspects of 
Chatbots and to start to prepare for yours.

If you’re looking for a Chatbot solution, contact us to 
find out more about how our AI-infused Chatbot can 
help you get future-ready and reap the rewards of 
automation in your customer service function!



letschat@comm100.com  1-877-305-0464    comm100.com

Learn more

LET’S CHAT
Comm100 is a leading global provider of multi-channel 

customer engagement solutions with a mission to make 
online service and support delivery more genuine, more 
personalized, and more productive through meaningful 

conversations. Let us show you how. 


