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Get the
Chatbot
Performance

Playbook

A practical guide to spot what is
working, reduce handoffs, improve
customer satisfaction, and turn
insights into action.

Conversation-level QA

/- Common query prioritization

v Unanswered query reduction
Sentiment and usage monitoring

Free guide for teams that want better chatbot outcomes, not just more
chatbot data.
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What’s inside

This guide is built to be practical. Use it to evaluate chatbot performance, spot hidden
friction, and create a repeatable optimization workflow.

1. Why performance optimization matters 2. Spot what’'s working — and what's not

Why many bots look active but still
underperform

3. Improve customer satisfaction

Use sentiment patterns to identify friction
and trust gaps

5. Turn insights into action

Translate repeated questions into content,
routing, and product fixes

7. 30-day playbook

A short execution plan to operationalize
optimization

The most common mistake: treating chatbot analytics like a passive dashboard instead of an operating

Use conversation reporting to find strong
and weak areas fast

4. Reduce support handoffs

Find the questions your bot misses before
humans absorb the load

6. Bot Metrics: measure adoption,
engagement, and efficiency

Find out whether the bot is being adopted,
reused, and operated efficiently.

8. Why a reporting layer matters

Where a tool like ChatbotFlowIQ becomes
part of the workflow

system for improvement.
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1. Why chatbot performance optimization matters

A chatbot can look busy and still underperform. Conversation volume alone does not prove
value. A bot can answer thousands of messages while still frustrating customers, increasing
handoffs, hiding unresolved issues, and creating false confidence for the team running it.

Most teams launch a chatbot, review a few transcripts, and move on. The problem is that
performance drift happens quietly. Knowledge gaps grow. New customer questions appear. The
same edge cases keep forcing handoffs. Satisfaction drops long before anyone formally reports a
problem.

What goes wrong What the business feels What strong teams do

Missed questions, vague Higher support load, lower  differently

answers, inconsistent tone, customer confidence, slower They review conversation

or overuse of fallback flows.  resolution, and weaker patterns regularly, prioritize
conversions. fixes, and measure whether

changes improve outcomes.

The chatbot optimization loop

The goal is not to collect data. The goal is to create a repeatable improvement cycle.

o Pull conversations a Find patterns | Fix the right things n Measure again
Bring real conversation See common queries, Update prompts, content, Confirm the change
data into one view missed topics, and routing, and knowledge improved outcomes

friction patterns

Optimization loop: review conversations, identify patterns, prioritize fixes, and measure again.

Where a reporting tool becomes valuable:

« It gives you one place to review performance instead of manually reading random chat logs.
« It makes weak areas visible faster, so teams work on the right fixes first.
« It turns conversation data into a recurring improvement workflow rather than a one-time audit.
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2. Spot what’s working — and what’s not

The first step in optimization is reviewing real conversations. You need a clear way to pull
conversation data into one place and inspect what actually happened between the user and the
bot.

Conversation Explorer () Conversation Explorer

i Common Queries Date Range
£ Apr 28, 2026 - May 5, 2026 B eV BEce [POF B Emai @© Schedule

Unanswered Queries

A Sentiment Analysis Display: 10 v Total: 86 Last Extracted: May 5, 2026 - 9:00 AM
a
I Bot Metrics DATE CONVERSATION HISTORY SUMMARY
ACE 06/05/2026 Bot: Hithere! I'm Homely, your virtual assistant. How can I help you today? 4 The user asked about the status of order #A12894.
User: Can you tell me where my order #412894 is? The bot provided the shipping date, estimated delivery date, and shared
Bots Bot: Sure! Your order #A12894 was shipped on May 3, 2026 and is currently a tracking link for the shipment

in transit. You can expect delivery by May 7, 2026. Would you like a tracking link?
User: Yes, please
A Team Members Bot: Here's your tracking link: track.homelyhome.com/A12894

Billing 05/04/2026 Bot: Hil How can | assist you today? 4 The useringuired about the return policy.
User: What is your return policy? The bot explained the 30-day return window, conditions, and offered to
Bot: We accept returns within 30 days of delivery. ltems must be unused and in email the full policy, which the user accepted.

I Account their original packaging. Would you like me to email you the ful return policy?
User: Yes, that would be great.

Access Logs Bot: I've sent the return policy to your email. Let me know if you have any other questions!
05/03/2026 Bot: Hello! What can | help you with today? - The user asked for discount codes.

User: Do you have any discount codes available? The bot provided a 15% off promo code (HOME15) and the expiration date,

Bot: Yes! Use code HOME1S for 15% off your order. The code is valid through May 10, 2026.
User: Great, thanks!

Bot: You're welcome! Let me know if you need anything else

Why this matters How a tool like ours helps

Without access to full conversations, teams  Conversation Explorer lets you sync

often optimize based on assumptions. A conversations into one place for review.
summary metric may show that activity is « It shows the full transcript, so teams can
high, but it will not always explain whether see exactly what the user asked and how

the bot answered clearly, misunderstood the the bot responded.
user, or recovered well when it was uncertain.  « [t gives teams a practical starting point
before moving into deeper reporting like
Common Queries, Unanswered Queries,
Sentiment Analysis, and Bot Metrics.
Quick actions to take this week

v Sync a recent batch of conversations.

v Review a sample of transcripts and summaries.

v Look for unclear answers, missed intent, weak follow-up handling, or unnecessary fallback
responses.

v Note repeated issues, then validate them in your reports.
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3. Improve customer satisfaction

Satisfaction rarely declines all at once. It usually slips through repeated confusion, poor wording,
missing answers, or weak recovery when the bot is uncertain.

©  Conversation Explorer ~7 Sentiment Analysis Report

Lt Common Queries

Date Range
Unanswered Queries 5
£ 2025-05-01to 2025-05-31 [ PDF & Send by Email G Load Sentiment Data

Sentiment Analysis

i BotMetrics Positive & Negative &p Sentiment Breakdown
72 18 45
Bots
: Negative
Sentiment Trends & Volume i
2. Team Members @ P
May 19, 2025
Billing Negative: 5
Account osit
\,.‘ Recent Activity
B Accesslogs
e V\\,__/\’\/ posmve
/\\N\/\_/\\_/__.M/ The user thanked the bot for quick help with tracking their order
May 1 May 4 May 7 May 10 May 13 May 16 May 19 May 22 May 25 May28  May 31
NEUTRAL
@ Negative @ Neutral @ Positive Total Conversations

The user asked about the return policy and refund timeline.

(@ Top 5 Reasons for Dissatisfaction NEGATIVE

The user reported receiving a damaged item and requested a
1 Delayed order delivery —— 28% replacement.
2 Damaged or defective items —_— 22%
3 Complicated return or refund process — 1% PposSITIVE
4 Missing or incorrect items —_ 14%
S e et aiaied = 10% The user found the product they were looking for with the bot's help.

Why this matters

Sentiment analysis gives context to
performance data. A flow may technically
resolve a task while still leaving customers
frustrated. That matters because trust is part
of the outcome, not a side note.

Quick actions to take this week

How a tool like ours helps

* Sentiment Analysis shows where
frustration is concentrated instead of
treating all conversations equally.

* Negative patterns tied to specific topics
help teams find the actual source of
dissatisfaction.

* You can spot whether friction comes from
billing, access, support expectations, policy
language, or another recurring issue.

* This is especially useful for CX and product
teams that need to prioritize quality
improvements.

v Look at the top 3 topics with the highest negative sentiment.

v Check whether the issue is missing knowledge, poor wording, or weak escalation handling.

v Rewrite one weak answer and compare the next reporting period.
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4. Reduce support handoffs

Handoffs are not always bad. But recurring handoffs on routine questions are usually a sign

that the bot is underperforming where it should be self-serving.

[S] Unanswered Queries Report

Date Range

B 2026-02-24 to 2026-04-25

DATE FULL CONVERSATION

04/21/2026 User: Hil Can | use two promo codes on the same order?
Bot: Great question! You can apply one promo code per order.
User. Okay, can | use a promo code with a sale item?
Bot: Yes, in most cases you ¢an use a promo code on sale items.
User: If | have a store credit, can | use that with a promo code too?
Bot: Yes, store credit can be used along with a promo code.
User: Thanks! Can I stack two promo codes if one is for free shipping?

Bot: I'm not sure about combining two promo codes. Let me check and get back to you.

04/15/2026 User: | just placed an order. Can | change the shipping address?
Bot: Orders are processed quickly, so changes may not be possible.
User: Can | cancel one item from my order?
Bot: If the order hasn't shipped yet, we can try to cancel items.
User: What if | need to add another item to my order?
Bot: Once an order is placed, we can't add items toit.
User: So, can | update the shipping address if it hasn't shipped yet?
Bot: I'm not sure if we can update the address after checkout. Let me confirm for you.

04/08/2026 User: Do you offer gift wrapping?
Bot: Yes! We offer gift wrapping for an additional fee
User: Can | include a personalized message with my gift?
Bot: Absolutely, you can add a custom gift message at checkout.
User: What does the ift wrap look like?
Bot: | can share a description, but | don't have images right now.
User: Okay, can you show me an example of the gift wrap?
Bot: I'm not able to show images, but you'll love how it looks!

03/30/2026 User: Do you offer assembly service for furniture?
Bot: Yes, we partner with a trusted service for assembly.
User; Is the assembly service available nationwide?
Bot: Assembly is available in most major cities.
User: What is the cost for assembly?
Bot: The cost depends on the product and location.
User: Can | schedule assembly for a specific date and time?
Bot: I'm not sure if you can choose a specific date and time. Let me check for you.

Why this matters

Unanswered or poorly answered queries
create avoidable operational cost. They also
damage confidence because customers feel
the bot is wasting time before sending them
to a person anyway.

Quick actions to take this week

B csv B Excel O PDOF B Email {3 Generate Report

QUESTION(S) NOT ANSWERED

a + Can | stack two promo codes if one is for free shipping?

=== 1

+ Canlupdate the shipping address if it hasn't shipped yet?

= Can you show me an example of the gift wrap?

= Can | schedule assembly for a specific date and time?

How a tool like ours helps

* Unanswered Queries surfaces the
questions your bot misses, avoids, or
handles poorly.

* Frequency plus impact helps teams rank
fixes by business value instead of
guesswork.

* This is one of the fastest ways to reduce
unnecessary support load.

+ It also gives chatbot builders a concrete list
of missing intents, training gaps, or routing
problems.

v Pull the top unanswered query clusters from the last review period.

v Label each issue as knowledge gap, prompt problem, or routing issue.

v Assign one owner to fix the top high-frequency handoff driver.
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5. Turn insights into action

Reporting only creates value when it changes what the team does next. The goal is to convert
recurring questions and missed topics into specific updates across prompts, knowledge, routing,
onboarding, content, and product education.

lili Common Queries Report

Date Range Select top

5] 2025-05-01t0 2025-05-31 v 5 queries CSV [ Excel [ PDF B Word

Total Top Queries: 5

RANK QUERY FREQUENCY
# Where is my order? 246

#2 What is your return policy? 198

#3 How long does shipping take? 143

#4 Can | change my shipping address after placing an order? 92

#5 Do you offer international shipping? 67

The key shift: move from passive reporting to accountable follow-through. When a recurring
guestion appears often enough, it should drive a decision: update the bot, clarify the content, adjust
routing, or improve the surrounding customer journey.

Common Queries Action discipline
* Highlights repeat demand for products or * Each insight should have an owner, a due
services from real customers. date, and a measurable goal.
* Helps identify which questions deserve * That is how optimization becomes a process
clearer answers or better self-serve content. instead of a backlog graveyard.
+ Often doubles as roadmap input for + A good reporting layer makes it easier to
onboarding, docs, and product messaging. track progress over time.
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6. Bot Metrics: measure adoption, engagement, and efficiency

Conversation quality tells you whether the bot is helping. Bot Metrics tells you whether the bot
is being adopted, reused, and operated efficiently.

Bot Metrics Date Range
REPORTS =
Adoption, engagement, and cost for your ecommerce support chatbot. ) May 1, 2025 to May 31,2025 v ) Refresh

s common Queries

Summary Healthy Al GENERATED

=l Unanswered Queries

Return rate Sessions / Cost/

Your ecommerce support chatbot delivered strong results this month. Active users grew by 28% and sessions user session
by 32%, showing increased adoption and trust. Engagement remained high with 2.3 messages per session. 68.4% 5.52 $0.094
~X  Sentiment Analysis .
Automaticn continues to drive efficiency with a 68.4% return rate and a low cost of $0.094 per session.
lda  Bot Metrics
j Active Users 2 Sessions i Messages / Session D LLM Cost
WORKSPACE
1,284 7,081 o $666.91
+283 new « 1,001 returning 552 sessions per active user 16,287 total messages $0.094 per session
R Team Members +28.3% Vs prior period +31.6% vs prior period +18.7% vs prior period +7.6% vs prior period
Billing
Usage trend Both  Users  Sessions User mix
Active users and sessions over time New vs returning users
2 Account
125K
@ Access Logs 1.0k %/\/
750
555 /\/_\_A/_\/_’\_x/
250
o ® New User 1,284 (31.7%)
May 1 May§ May 9 May 13 May 17 May 21 May 25 May 20 WL sers - S
Returning Users 2,767 (68.3%)
— ActiveUsers  — Sessions
Why this matters How a tool like ours helps

A bot can look improved in individual  + Bot Metrics combines adoption, stickiness,
transcripts but still fail commercially if engagement, and cost in one view.

adoption is weak, users do notreturn, . active users, sessions, return rate, and messages per

engagement is shallow, or operating  sassion show whether users trust and reuse the bot.

costs rise faster than value. Bot
Metrics connects chatbot
performance to usage quality,

* Cost per session and LLM spend help teams catch
efficiency problems before scale makes them expensive.

efficiency, and ROI * Al-generated summaries make performance easier to

review with leadership and non-technical stakeholders.

Quick actions to take this week

v Review active users, sessions, return rate, and messages per session month over month.

v Watch for rising costs without matching improvements in resolution, sentiment, or handoff
reduction.

v Use Bot Metrics in monthly reviews to connect optimization work to adoption and efficiency.
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7. A simple 30-day chatbot performance playbook

You do not need a huge analytics operation to improve a bot. You need a lightweight rhythm, a

clear owner, and the discipline to act on what the data shows.

What to review

Output

Week 1 Visibility Conversation Explorer, One prioritized list of
top topics, volume, strong areas and weak
resolution, handoffs areas

Week 2 Friction Sentiment shifts, One short list of the
negative drivers, highest-friction
repeated customer journeys
confusion

Week 3 Fixes Unanswered queries,  Three concrete fixes
weak answers, routing assigned to owners
gaps, missing intents

Week 4 Ritualize Scheduled reports, A recurring

review cadence,
ownership, success
metrics

optimization process
instead of ad hoc
review

Monthly review checklist
[0 Are we reviewing high-volume topics, not just interesting anecdotes?
0 Do we know which questions are still unanswered or weakly answered?
0 Are we measuring handoffs and whether they are necessary or avoidable?
0 Do we know which topics drive the most negative sentiment?

O Do recurring customer questions feed back into onboarding, docs, or product
education?

[0 Does each reporting cycle end with clear owners and next actions?
[J Are we comparing results after fixes instead of assuming improvement?

Important: optimization is not about making the bot answer everything. It is about improving the
right parts of the experience, reducing avoidable friction, and making human support more
intentional where it truly adds value.
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8. Why ChatbotFlowIQ is a strong fit

If you are using an Ai chatbot, conversation data is already one of your most valuable
operational signals. The challenge is not access to the data. The challenge is turning it into a
workflow your team can actually use.

That is where a dedicated reporting layer matters. It closes the gap between raw conversations
and practical performance decisions.

Conversation Explorer as a starting point A faster way to see what is driving outcomes
before diving into individual transcripts.

Common Queries and Unanswered Queries Helps prioritize the highest-demand and
highest-friction issues instead of guessing.

Sentiment Analysis Adds customer experience context so quality is
measured, not assumed.

Scheduled pulls and recurring reports Creates a repeatable optimization rhythm that

improves retention and long-term value.

Connects usage, engagement, retention
Bot Metrics signals, and cost efficiency to chatbot business
value.

This is a conversation optimization layer that helps teams improve chatbot performance, customer
experience, and support efficiency with less guesswork.

A bot that is not measured becomes a black box. A bot that is reviewed, improved, and
operationalized becomes an asset.

Use this playbook as a starting point. Then make performance review part of the ongoing workflow.
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