
ABN AMRO
CX CASE STUDY.
Transforming Customer Complaint Handling



ABN AMRO, a prominent global financial institution, faced a critical challenge: its 
Net Promoter Score (NPS) of -58, reflecting deep dissatisfaction with its customer 
complaint handling. In response, ABN AMRO launched the “Repair the customer 
first then the complaint” program.  

This initiative, designed by EarlyBridge, and executed in cooperation with Faculty of 
Skills, aimed to overhaul the complaint process by focusing on empathy, effective 
resolution, and empowering employees. The result was a significant turnaround in 
customer satisfaction and employee confidence, marked by a 40-point increase in 
NPS among consumer clients.

EXECUTIVE SUMMARY.
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ABN AMRO operates worldwide, offering a broad spectrum of financial services. 
Despite its strong market presence, customer satisfaction concerning complaint 
handling was notably poor. Research indicated that customers felt their issues were 
not resolved satisfactorily, impacting customer loyalty and revenue.

BACKGROUND.

The bank’s initial challenge was twofold:

	• Operational Inefficiency | Complaints were often resolved on a superficial level 
without addressing underlying customer emotions and needs.

	• Employee Disengagement | Staff lacked the necessary skills and motivation to 
effectively handle complaints, exacerbating customer dissatisfaction. 

This situation prompted a strategic imperative from the CEO to revamp the complaints 
process fundamentally.

THE CHALLENGE.



The primary objectives of the NPS Complaints Program were to:
	• Enhance customer satisfaction and loyalty by improving the  

complaint handling process.
	• Empower employees with skills and knowledge to handle  

complaints empathetically and effectively.
	• Foster a cultural shift towards greater customer centricity.

OBJECTIVES.

The program was designed as a comprehensive, blended learning journey for over 
3,000 customer-facing employees across five divisions. The curriculum combined 
online learning modules, in-person workshops, and continuous learning through 
micro-learning sessions. The approach was to first address the mindset and attitudes 
towards complaints, followed by skill development and practical application.

PROGRAM DESIGN AND IMPLEMENTATION.

The NPS Complaints Program at ABN AMRO was meticulously designed with 
several key components aimed at revamping the complaint handling process. 
Each component played a critical role in addressing both the skillset and mindset 
of employees, ensuring that customer complaints were not just resolved, but that 
customers felt valued and understood throughout the process. 

1. Strategic Planning and Kickoff
	• Objective Setting | Senior management collaborated to define clear and 

measurable objectives for the program, aligning with the broader goal of 
improving customer satisfaction.

	• Engagement Sessions | Initial sessions were held to engage and inform all 
stakeholders about the importance of the program and their roles in its success. 
These sessions helped to generate buy-in and set the stage for a transformative 
change.

DETAILED COMPONENTS OF ABN 
AMRO’S NPS COMPLAINTS PROGRAM.
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2. Skill Assessments and Baseline Measurements
	• Pre-assessment | Before the training commenced, a comprehensive assessment 

of current employee skills in handling complaints was conducted using video-
based evaluations and role-play scenarios.

	• Personalized Learning Paths | Based on the assessment results, personalized 
learning paths were created for each participant, ensuring that the training was 
relevant and targeted to individual needs.

 
3. Customized Training Modules

	• Core Skill Development | The modules focused on developing key skills such as 
empathy, active listening, and effective communication techniques. Each module 
used interactive content and real-life scenarios to enhance learning.

	• Role-specific Training | Considering the diverse roles within the customer 
service department, training was tailored to address the specific challenges and 
interactions different roles might encounter.

 
4. Masterclasses and Workshops

	• Advanced Skills Workshops | These sessions delved deeper into specialized areas 
such as the psychology of complaints and conflict resolution, led by experts in the 
field.

	• Feedback and Improvement | Workshops also provided a platform for participants 
to discuss their experiences, receive direct feedback on their performance, and 
refine their skills in a supportive environment.

 
5. Ongoing Support and Coaching

	• Mentorship Programs | Post-training, employees were paired with mentors who 
provided ongoing support and guidance, helping them to apply their new skills 
effectively.

	• Continuous Learning | Regular refresher courses and updates on best practices 
ensured that employees remained proficient and up-to-date with the latest in 
complaint handling.

 
6. Micro-Learning and Reinforcement

	• Micro-Learning Sessions | These were short, focused sessions designed to reinforce 
key concepts and skills over time, ensuring long-term retention and application of 
the learned behaviors.

	• Just-in-Time Learning Aids | Tools and resources were made available to provide 
on-the-spot assistance and reminders for employees as they handled complaints, 
aiding in the practical application of training.
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7. Evaluation and Feedback Mechanisms
	• Ongoing Assessment | Regular assessments were conducted to measure the 

improvement in skills and the effectiveness of the training.
	• Real-time Feedback | Using AI and video analytics, the program provided real-time 

feedback to employees during their training exercises, allowing for immediate 
correction and learning.

 
8. Cultural Integration

	• Cultural Workshops | Sessions were conducted to align the new skills and 
behaviors with the organization’s core values and culture, emphasizing a 
customer-first approach.

	• Success Stories | Sharing real-life success stories within the organization served as 
motivational tools and demonstrated the practical benefits of the new approach 
to complaint handling.

Each component of the NPS Complaints Program was designed to build on the 
others, creating a comprehensive and immersive learning experience. This systematic 
approach ensured not only the development of necessary skills but also a profound 
cultural shift towards a more empathetic and effective customer service paradigm. By 
focusing on both the skills and the supportive environment needed to sustain these 
skills, ABN AMRO set a new standard in customer complaint resolution, reflected in the 
significant improvement in their NPS scores.

The program rolled out in phases across five divisions, reaching over 3,000 customer-
facing employees. Each phase included a kickoff, intensive training sessions, and a 
structured follow-up to embed learning.

IMPLEMENTATION.
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The program’s success was measured using the Kirkpatrick Model, which assessed 
changes in behavior, learning outcomes, and business impact. Key metrics included: 

	• Employee Competency Scores | Post-training assessments showed marked 
improvements in complaint handling skills.

	• Customer Feedback | Surveys indicated higher levels of customer satisfaction  
and reduced complaint recurrence.

Level 1 | Reaction
Participants’ immediate reactions were gauged through feedback forms and 
satisfaction surveys conducted after each training session. The overall response was 
positive, with employees appreciating the interactive and practical nature of the 
sessions.

Level 2 | Learning
Learning outcomes were assessed through pre- and post-training assessments 
that measured increases in knowledge and skills. These assessments showed that 
participants understood the complaint handling process better and were more 
proficient in the necessary skills.

Level 3 | Behavior
Behavior changes were monitored through continuous evaluations and feedback 
from managers. Observations and reports from skill coaches indicated that employees 
began to apply their new skills effectively in their daily interactions with customers.

Level 4 | Results
The ultimate impact on business outcomes was measured by tracking changes in the 
NPS and customer satisfaction levels. Within six months of program implementation, 
there was a notable improvement in NPS scores, reflecting increased customer 
satisfaction.

The program’s success was measured using the Kirkpatrick Model, which assessed 
changes in behavior, learning outcomes, and business impact. Key metrics included: 

	• Employee Competency Scores | Post-training assessments showed marked 
improvements in complaint handling skills.

	• Customer Feedback | Surveys indicated higher levels of customer satisfaction  
and reduced complaint recurrence.

EVALUATION USING THE KIRKPATRICK MODEL.
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The program delivered impressive results:

	• Improved NPS Scores | NPS rose significantly, indicating enhanced customer 
satisfaction.

	• Empowered Employees | 89% of participants gained new insights into the impact 
of their complaint handling, while 97% felt they could utilize the training daily.

	• Cultural Transformation | The organization experienced a shift towards a more 
empathetic approach to customer service.

	• Sustainable Improvement | Mechanisms were established for ongoing 
development and skill reinforcement.

RESULTS.
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The program’s success not only improved the immediate handling of complaints but 
also delivered substantial business value and tangible outcomes that benefited the 
entire organization. 
 
Improved Customer Satisfaction and Loyalty
One of the most significant impacts of the program was a marked improvement in 
customer satisfaction, as evidenced by a dramatic increase in the Net Promoter Score 
(NPS). Before the implementation of the program, the bank’s NPS was at a critical 
low of -58, reflecting widespread customer dissatisfaction. Post-implementation, the 
NPS showed an impressive rise, with increases of up to 40 points in consumer clients 
segments. This improvement in NPS is a direct indicator of enhanced customer loyalty 
and satisfaction, translating into higher customer retention rates and potentially 
increased lifetime value of customers.

Enhanced Employee Skills and Engagement
The program significantly uplifted the skill level of employees, particularly in areas 
critical to effective complaint handling such as empathy, active listening, and 
problem resolution. Training assessments showed marked improvements in these 
competencies. Moreover, 97% of participants reported that they could apply what 
they learned in their daily interactions, indicating a high level of engagement and 
integration of new skills. This empowerment contributes to a more motivated 
workforce, likely to perform better and contribute positively to the organization’s goals.

BUSINESS VALUE AND TANGIBLE OUTCOMES.



Cultural Shift Toward Customer-Centricity
ABN AMRO witnessed a cultural transformation as a result of the comprehensive 
training and continuous learning efforts. The focus on customer-first thinking and the 
empathetic handling of complaints fostered a cultural shift towards greater customer-
centricity across the organization. This shift not only improved customer interactions 
but also aligned internal processes and attitudes with the bank’s strategic objective of 
being a leader in customer service in the financial industry.

Operational Efficiency and Compliance
Improved complaint handling processes led to increased operational efficiency. 
Employees were better equipped to handle complaints swiftly and effectively, reducing 
the time and resources spent on revisiting unresolved complaints. Additionally, the 
enhanced complaint management process likely helped in adhering to industry 
regulations and avoiding potential compliance issues, thus reducing the risk of 
penalties or legal challenges. 

Financial Impact and ROI
While the Phillips ROI Methodology was not explicitly mentioned, the program 
undoubtedly had a positive financial impact. The improvement in customer 
satisfaction and efficiency likely contributed to a reduction in customer churn and an 
increase in new customer acquisitions through positive word-of-mouth and improved 
service perceptions. Although not quantified in monetary terms in the information 
provided, these improvements suggest a positive return on investment from the 
program.

Sustainable Development and Long-Term Impact
The program’s design included mechanisms for ongoing development and skill 
reinforcement, which are critical for ensuring long-term sustainability of the 
improvements. Periodic training refreshers, continuous mentorship, and the 
integration of micro-learning sessions help maintain high levels of competency  
and adaptability to new challenges in complaint handling.

The NPS Complaints Program at ABN AMRO not only addressed the immediate issue 
of customer dissatisfaction but also created lasting business value by enhancing 
customer loyalty, employee engagement, and operational efficiency. These tangible 
outcomes highlight the program’s success in achieving its objectives and underscore 
the importance of investing in comprehensive training and development initiatives.
development and skill reinforcement.
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ABN AMRO’s NPS Complaints Program exemplifies how a strategic focus on customer 
experience and employee empowerment can transform complaint handling processes. 
By addressing both the emotional and operational aspects of complaints, ABN AMRO 
not only improved its NPS significantly but also set a new standard in customer service 
within the financial industry. This case study highlights the importance of empathy, 
continuous learning, and leadership support in achieving business success through 
improved customer relations.

CONCLUSION.
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EarlyBridge sets organizations in motion. We build bridges between people, between 
leaders and their teams. Because results start with people. EarlyBridge develops and 
implements leadership and team development programs. We help organizations, 
teams and individuals break out of ineffective patterns and break through to new levels 
of performance. Through a combination of advice, training, and coaching, we translate 
strategy into action through a combination of theory and practice to contribute to 
sustainable behavior change.
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