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AI support QA evaluation guide
AI SUPPORT EVALUATION RESEARCH KIT · RESEARCH HUB
How to use this template: Make a copy, fill in the [bracketed] fields, then review 25–50 conversations to calibrate your rubric and uncover early failure patterns. This is a starter audit, not a representative estimate.
Before you begin
Agree on what counts as a high-quality interaction before reviewing transcripts.
Objective
[What customer outcome or support quality risk are you evaluating?]
Hypothesis
[State a falsifiable assumption, e.g., “Our AI closes billing conversations that later generate repeat contacts.”]
Target interactions
[AI, human, or both; channels; issue types; review period.]
Success criteria
[Define acceptable quality, critical failure thresholds, and evidence of verified resolution before reviewing.]
Sample selection
[Start with 25–50 interactions, including resolved, escalated, abandoned, and repeat-contact cases where available. This is diagnostic, not statistically representative.]
Prepare your sample
Remove or mask personal information. Record channel, issue category, agent type, and outcome evidence. Include challenging cases, not just successful ones.
Quality rubric
Score each applicable dimension 1–5: 1 = critical failure; 2 = significant gap; 3 = partial; 4 = meets standard; 5 = excellent. Record N/A for dimensions that cannot reasonably be assessed. Do not treat missing evidence as a passing score.
· Accuracy and grounding · 30%: Was the answer correct, current, and supported by approved knowledge?
· Resolution and completeness · 30%: Did the response address the real problem with actionable next steps? Verify downstream resolution separately.
· Policy and safety · 15%: Were privacy, compliance, and company policies followed? Flag severe violations independently of the average.
· Escalation and handoff · 15%: Did the agent recognize limitations, route appropriately, and preserve context?
· Clarity and empathy · 10%: Was the response clear, respectful, and appropriate to the customer situation?
Review workflow 

1. Read the full interaction.  
2. Identify the customer’s actual intent.  
3. Score all five dimensions.  
4. Capture transcript evidence for scores below 4.  
5. Tag failures. 
6. Record critical flags and verified outcomes.
Outcome verification
Do not treat deflection, containment, or ticket closure as resolution. Where available, review repeat contact, reopening, order/refund state, and customer confirmation. Mark unverified outcomes explicitly.
Calibration
Have two reviewers independently score 5–10 shared interactions, discuss disagreements, and lock the rubric before reviewing the rest.
Failure taxonomy
Incorrect information · incomplete answer · invented policy · missed intent · lost context · failed escalation · tone · privacy/compliance · unresolved outcome · other.

Prioritize improvements

For each recurring issue, record customer impact, evidence, likely root cause, owner, next action, and a validation plan.
Reviewer notes
Complete after reviewing each interaction, capturing the most important quality issues, supporting evidence, and recommended improvements.
Biggest quality gap
[The most significant issue uncovered during this review. Describe what went wrong, how it affected the customer, and whether it points to a recurring problem.]
Notable interaction
[A specific customer interaction that revealed something surprising about support quality. Include a brief excerpt and explain why it stood out.]
Critical risk
[Any issue that could lead to customer harm, incorrect information, policy violations, or unresolved problems. Note the severity and potential impact.]
Recommended action and owner
[Identify the specific improvement needed, who is responsible, and how you'll verify the issue has been resolved.]
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