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Executive summary
A full sweep of Outlook, Teams chats and channel messages, the calendar and SharePoint content produced no customer escalations, complaints or support-quality meetings inside the requested 9 June to 7 September 2026 window. The mailbox in that period is composed almost entirely of automated traffic — Power Automate flow-failure alerts, Entra ID and PIM digests, Jira and Atlassian marketing mail, and self-generated Daily Task Digests — and the calendar returned no events at all. This document therefore does two things honestly: it reports what the internal record does and does not contain, and it builds the improvement plan on the customer-facing evidence that does exist, drawn from earlier internal discussions and from current published service benchmarks.
The usable internal signal sits in product and quality channel discussions from earlier in 2026, where the recurring customer themes were battery-life concerns, demand for colour and customisation options, and — most importantly for support — the absence of any route by which customer-reported issues reach the defect tracking system. Against 2026 published benchmarks of 70-85% first contact resolution and an 85%+ CSAT target, Contoso cannot currently place itself on the scale at all, because none of these metrics is being captured. The single highest-value action is not a service improvement; it is instrumentation.
Evidence base and coverage
What was searched
Coverage was deliberately broad rather than keyword-narrow, because the first targeted searches returned nothing. Outlook was listed in full for the 90-day window (60 messages), Teams chats were enumerated and the support-related ones opened directly, the calendar was queried across the entire window, and SharePoint and OneDrive were searched semantically for support-quality material. Keyword searches were run for escalation, complaint, ticket, CSAT, response time and customer feedback across email, Teams and files.
What that returned
	Source searched
	In-window result (9 Jun - 7 Sep 2026)
	Usable support evidence

	Outlook mailbox
	60 messages, effectively all automated: flow-failure alerts, security and PIM digests, Jira/Atlassian mail, self-sent task digests
	None

	Teams chats
	14 chats; the two support-shaped ones (ZAVA support v2, ServiceNow Now Virtual Agent) contain only a bot greeting each and no conversation
	None

	Teams channels
	Customer-feedback and quality discussions exist, but all predate the window (January 2026)
	Indirect, out of window

	Calendar
	No events returned for the entire 90-day window
	None

	SharePoint / OneDrive
	Governance, procurement, RFP and QBR material; no support-quality or CSAT documents
	None


The implication matters more than the inconvenience. An absence of complaint traffic in a marketing user's mailbox is not evidence of healthy service; it is evidence that support signal does not flow to this part of the business. Every finding below is labelled with where it came from and when, so nothing in the plan rests on an inference the record cannot carry.
Top themes with evidence
Theme 1: Customer-reported issues have no route into defect tracking
This is the strongest and most actionable theme, and it was raised internally as a gap rather than observed as a failure. In the quality-metrics channel discussion, a participant noted that "in addition to tracking defects, we should also implement a system for capturing and documenting customer-reported issues post-purchase", describing that feedback as "invaluable for identifying potential product flaws". The response was to ask Peyton to "develop a protocol for integrating customer-reported issues into our defect tracking system", with a commitment to "establishing a streamlined process for capturing and analyzing customer feedback to complement our internal defect tracking efforts". Nine months later there is no evidence in the searched record that this protocol was built. That absence is itself the finding, and it explains the empty result set above.
Theme 2: Battery life is the recurring product complaint behind field contacts
Field staff reported that customer feedback on e-Bike performance and comfort was positive, but flagged "a few instances of battery life concerns that we'll investigate further". This is the only substantive product complaint that recurs in the retrieved record, and it is the category most likely to generate repeat contacts: a battery symptom is diagnosed over several exchanges rather than resolved on first contact. No ticket counts exist to size it, which is precisely the problem Theme 1 describes.
Theme 3: Unmet demand for customisation is arriving as support contact
Customers were described as satisfied with performance and design overall, with feedback concentrated on "the need for additional color options and customization features", and separate customer interviews showed "a growing demand for e-Bikes with customizable features". Requests of this kind reach support as pre-sales and post-sales questions that agents cannot resolve, because the answer is a roadmap decision rather than a service action. Until the roadmap position is published to the front line, these contacts will keep consuming handling time and depressing first contact resolution without any product change.
Theme 4: Order and delivery status is handled by manual chase, not by system state
The ZAVA Orders chat shows an order enquiry for a Gold-tier retail customer being resolved by assembling an order summary and drafting a customer-ready reply by hand, with the internal note that the customer had requested a consolidated shipment and the next action recorded as monitoring shipment progress and confirming delivery. That item then reappeared in a later task digest as an open action carried forward from March, still described as confirming delivery with a customer. A status question that survives for months as a personal to-do is a workflow defect, not a workload.
Theme 5: Support performance is not measured at all
Quality metrics were described internally as covering "defect rates, customer satisfaction scores, and adherence to production timelines", yet no CSAT figure, resolution rate, response time or ticket volume appears anywhere in the searched estate. A related signal is that the Copilot connection to ServiceNow tickets was flagged in August as needing immediate attention, and the ServiceNow assistant in Teams reports no active account — so even where a ticketing system exists, the reporting path into this business is broken.
Root causes
The five themes reduce to three underlying causes, and only one of them is about service delivery.
The first is a missing feedback loop. A protocol to move customer-reported issues into defect tracking was agreed and never delivered, so product-driven contact volume is invisible to the teams who could remove it. The second is missing instrumentation. Satisfaction was named as a quality metric but never captured, which leaves the organisation unable to say whether service is improving, degrading or steady, and unable to justify investment either way. The third is process substitution: where a system does not carry state, an individual carries it, which is how a delivery confirmation became a months-old personal task.
One further cause is structural and should be stated plainly rather than treated as a data problem. Support signal does not reach Marketing at all. If this document had been produced from a support queue owner's estate the evidence base would be different, and the reader should treat the coverage table above as a statement about routing, not about service volume.
Benchmark comparison
The external figures below are published 2026 service benchmarks. The Contoso column is deliberately empty of numbers, because inventing them would be worse than admitting the gap; each row states what is known instead.
	Metric
	2026 published benchmark
	Source
	Contoso position

	CSAT
	85% or higher is the target; 78% is the cross-industry average, above 90% is excellent and below 70% signals significant quality issues
	Lorikeet; Supportly
	Not measured

	First contact resolution
	70-85% across most contact centres; below 70% indicates gaps in training, knowledge management or routing
	Lorikeet (Gartner/Natterbox aggregate)
	Not measured

	First response time, email
	4.3 hours industry average; under 1 hour for the top quartile
	Supportly (50,000+ teams)
	Not measured

	First response time, live chat
	2 minutes 40 seconds average; under 30 seconds for the top quartile
	Supportly
	No live chat channel evidenced

	Average handle time, voice
	4-7 minutes for general service enquiries
	Lorikeet
	Not measured

	AI / self-service resolution rate
	35% industry average; leading operations report 30-50%, and teams with 200+ knowledge articles average 74% auto-resolution against 52% for teams under 50 articles
	Supportly
	Bot assistants deployed in Teams but inactive; no knowledge base evidenced

	Cost per contact
	$1.84 self-service against $13.50 human-assisted (Gartner median)
	Lorikeet (Gartner)
	Not measured


Read the empty column as the finding. Seven of eight benchmark rows cannot be answered, and the eighth is answered only negatively. No target can be set, no trend can be shown and no business case can be built until the first four rows carry a number.
Prioritised improvement plan
Actions are ordered so that each one makes the next possible. The first three establish measurement and routing; only then does service improvement become a managed activity rather than a guess. Owners are left to be assigned by the accountable manager, since the searched record does not identify a support queue owner.
	Priority
	Action
	Addresses
	Horizon
	Success measure

	P1
	Restore the ServiceNow ticket connection and confirm an active account, so ticket data is queryable from this business
	Themes 4 and 5
	0-30 days
	Ticket volume and status readable without manual chase

	P2
	Instrument the four core metrics: CSAT, first contact resolution, first response time by channel, and ticket volume by category
	Theme 5
	0-60 days
	A monthly figure exists for all four, with a baseline recorded

	P3
	Deliver the customer-reported-issue protocol agreed in the quality discussion, routing customer contacts into defect tracking with a named category taxonomy
	Themes 1 and 2
	30-90 days
	Every customer-reported defect carries a tracked record and a category

	P4
	Close the battery-life loop: use the new categories to size battery contacts, then publish a diagnostic script and known-fix guidance to the front line
	Theme 2
	60-120 days
	Battery contacts resolved on first contact, measured against the 70-85% benchmark

	P5
	Publish the customisation and colour roadmap position to support, with an approved holding answer and a demand-capture field
	Theme 3
	60-120 days
	Customisation enquiries resolved in one contact and counted as demand data

	P6
	Build the knowledge base behind the top contact categories and activate the deployed assistants against it
	Themes 2, 3 and 5
	90-180 days
	Article count and deflection rate tracked toward the 35% industry average

	P7
	Set targets once the baseline exists and review monthly: CSAT toward 85%, first contact resolution toward 70-85%, email first response under 4.3 hours
	All themes
	From month 6
	Reported trend against benchmark in a standing management review


P1 and P2 are sequencing decisions rather than improvements, and they are first because nothing after them can be evaluated without them. If only one action is funded this quarter it should be P2: a baseline turns every subsequent item from an opinion into a measurable commitment.
Sources
Internal (Microsoft 365). Outlook mailbox, 9 June to 7 September 2026, full listing. Teams chat inventory and message history, including the ZAVA Orders order-enquiry exchange, the ZAVA support v2 chat and the ServiceNow Now Virtual Agent chat. Teams channel discussions on field reports, quality metrics and defect tracking, product design review and customer research, January 2026 — the source of Themes 1, 2 and 3, and dated outside the requested window. Daily Task Digest of 29 June 2026, carrying the open delivery-confirmation item. Outlook calendar, 9 June to 7 September 2026, no events. SharePoint and OneDrive semantic search for support-quality material.
External (public web, September 2026). Lorikeet, "Contact Center Benchmarks in 2026: The Numbers You Need", updated June 2026, aggregating Gartner, McKinsey and Natterbox data — first contact resolution 70-85%, CSAT 85%+, average handle time 4-7 minutes, cost per contact $1.84 self-service against $13.50 assisted (https://www.lorikeetcx.ai/articles/contact-center-benchmarks). Supportly, "Customer Support Benchmarks", analysing 50,000+ support teams — email first response 4.3 hours, industry average CSAT 78%, industry AI resolution rate 35%, knowledge-base article-count effect (https://supportly.io/research/customer-support-benchmarks-2026).
Quotations from internal Teams discussions are reproduced as written. Benchmark figures are attributed to the publisher that reported them; where that publisher is itself a support vendor, the figure has been taken from its industry-average column rather than its own product column.
