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Executive summary

Use missed-call data to identify service failures, then link them to unique

opportunities and completed transactions. Multiplying unanswered calls by a job

value overstates loss when callers retry, use another channel, or would not buy. The

purchasing question is how much additional completed work the proposed change

can create relative to normal recovery, at what added cost and within available

fulfillment capacity.

Invoca’s July 2026 figures describe its customer base. Its cross-industry dataset exceeds 70

million calls; the home services sample count is undisclosed. [1]

This paper does not assign a universal loss to an unanswered call. Its financial example is a

conditional scenario, with assumed inputs rather than measured customer results. A credible

investment case needs the buyer’s records and a comparison estimating what would happen

without the change.

Key findings

01 Fix reporting denominators before comparing answer rates.

02 Calls without a live answer are not automatically lost sales.

03 Repeat calls should be linked to one opportunity.

04 Queues need staffing and recovery ownership in addition to routing.

05 Count incremental completed work and contribution, with uncertainty and added costs.

The recommended outcome is a repeatable measure of qualified opportunities lost or recovered,

segmented by route and operating period. This paper covers United States businesses receiving

customer calls and avoids a single dollar estimate across industries.
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Define the call outcome before measuring it

A missed call can mean the destination never rang, a queue timed out, a caller abandoned the

wait, or a voicemail was never returned. Those events need different fixes. An auto-attendant can

answer the network call without a person speaking to the customer. Keep that distinction visible in

the reporting definition.

Use the same date range, operating hours, inbound routes, duration thresholds, and exclusions

when comparing periods. Separate new inquiries from existing customer support. A property

resident reporting an urgent problem is important, but its value should not be modeled as an

unbooked new lease.

Inbound call

attempts

Unique customer

opportunities

Qualified and

reachable
prospects

Completed work

Contribution
earned

Routine or repeat

Contacts separated

Unrecovered

Qualified
opportunities

Figure 1. A revenue model needs the stages after the phone rings. Original measurement framework, not a

validated funnel. Completed work in the workflow becomes incremental value only after estimating outcomes

under the existing process.

The business should choose a deduplication rule before calculating results. For example, link calls

about one repair request to a single job record within an agreed window. Review exceptions for

shared household numbers and anonymous calls. The rule will be imperfect, but documenting it

makes the limitations testable.
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Read benchmarks with their denominators

External data can indicate where to investigate. It cannot tell a particular business how many

sales it lost without matching that business’s traffic mix. Duration filters change which calls remain

in the sample. Removing quick hangups can be sensible for one purpose and can hide a routing

problem for another.

Table 1. Vendor-reported home services live answer rates

Invoca 2026 population filter
Live person answer

rate
Interpretation

All inbound calls 52% Includes very short calls

Calls longer than 15 seconds 65% Excludes the shortest attempts

Calls longer than 30 seconds 73% A narrower call population

Transcribes published rates. The stated denominators are calls, not business counts. [1]

The rates use nested call populations, not three conflicting estimates. The 27% complement

applies only to calls over 30 seconds. Excluding quick hangups changes the question and can

hide routing failures; call duration alone does not prove buying intent. These rates are a reference

for local investigation, not lost-sale probabilities.

The public methodology omits observation dates, geographic mix, weighting, and classification

accuracy. [1] Only the published figures were checked; obtain evidence about underlying records

and sample coverage before applying them nationally. Treat this commercial vendor publication

as a reference, with limitations that require further evidence.

In automotive, distinguish a new vehicle inquiry from a service appointment and a status check. In

dental or medical settings, distinguish a new patient inquiry from a reschedule or a clinical

question. In veterinary practice, separate emergency routing from routine booking. Local outcome

records make these distinctions meaningful.
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Match the routing fix to the failure

A call-flow review should begin at the published number and end at a person or a recorded

recovery task. Test during the busiest operating period and after hours. Watch what happens

when nobody is logged into the destination queue. A queue is a routing mechanism, not an

added employee.

ANSWERED PATH

Inbound inquiry

Simple intent choice

Staffed destination

Queue or ring group

Customer served

Outcome recorded

RECOVERY PATH
No timely answer

Callback or overflow

Named recovery owner

Completion verified

Figure 2. A routing design needs an accountable recovery path. Original routing framework. Callback and

overflow behavior need verification for the selected product version, edition, configuration, and staffing. [3]

3CX documents agent queues, routing choices, and configured callbacks. Its reporting guide lists

abandoned queue calls, waiting-time reports, and failed callbacks. These features support

investigation, not proof of revenue recovery; link events to customer needs and completed

outcomes. Validate availability and reporting definitions in the proposed deployment. [3, 4]

H O W  S PA R K  V O I P  S E TS  I T  U P

SPARK VoIP sets up queue callback, so a caller can hang up and keep their place.

If the constraint is staffing or fulfillment capacity, routing may simply move the wait. Compare

volume by interval with staff coverage and handling time. Test a staffing-only adjustment against

a routing-only change when feasible. Remove unnecessary transfers and repeated menus before

purchasing further automation.

A human answering service or an automated intake tool may help during a defined gap. Test

identity handling, emergency escalation, booking permissions, and the handoff to staff. Do

not treat an answer event or a generated transcript as proof that the customer received the
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promised service.
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Calculate conditional
incremental contribution

Use the model in Table 2 to estimate additional completed jobs from qualified opportunities that

the existing workflow would leave unrecovered within a fixed follow-up window. Contribution

means revenue less variable fulfillment costs. Every factor is assumed here; the result is a

conditional scenario, not a forecast or measured causal effect.

Table 2. Hypothetical monthly incremental contribution model

Model input Assumption Running result

Missed call attempts in baseline 100 100 attempts

Unique commercial opportunity share 60% 60 opportunities

Qualified share of unique opportunities 50% 30 qualified

Baseline-unrecovered share of qualified

opportunities
50% 15 baseline-unrecovered

Incremental completed-job share under new

workflow
40% 6 additional completed jobs

Contribution per completed job $300
$1,800 conditional

contribution

Assumes 100 × 0.60 × 0.50 × 0.50 × 0.40 × $300 = $1,800. Recovery and completion are combined in the 40%

factor. No input is an industry benchmark or a promised SPARK VoIP result.

The 50% baseline-unrecovered share excludes opportunities that would return, self-book, or

complete through normal follow-up. The 40% factor is the fraction of the remaining 15

opportunities assumed to produce additional completed jobs attributable to the change. A

callback, booking, or faster answer is not itself an additional job. Use the same follow-up window

for both workflows.
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At $900 in added monthly coverage cost, the conditional net contribution is $900 before

implementation and other added operating costs. Coverage alone breaks even at three additional

completed jobs: $900 divided by $300. Include setup, training, subscriptions, overtime, and other

decision-related costs before claiming a complete return.

At a 20% incremental completion assumption, the model gives three additional jobs and $900

contribution, leaving $0 after coverage. At 60%, it gives nine jobs and $2,700 contribution,

leaving $1,800. Figure 3 shows this sensitivity. All three scenarios require capacity to deliver the

additional jobs without displacing equally valuable existing work.

Use actual fulfilled jobs, cancellations, refunds, and their contribution to replace the assumptions.

Capacity expansion can change costs and margins. Keep job revenue, contribution, and lifetime

customer value separate; do not count the same recovered customer twice.
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Run a pilot with outcome records

A four-week baseline and four-week pilot is a practical planning suggestion, not a statistically

powered design or proof of causation. Set dates, outcome definitions, and the follow-up window

in advance. Extend low-volume tests and allow jobs to complete. Seasonality, advertising,

staffing, and lead mix can change outcomes independently of routing.
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Monthly incremental contribution after added coverage cost

$0

$900

$1,800

20% 40% 60%

Assumed incremental completed-job share of 15 opportunities

Incremental completion share 20% 40% 60%

Additional completed jobs 3 6 9

Net after $900 coverage $0 $900 $1,800

Figure 3. Incremental completion assumptions change the decision. Hypothetical inputs from Table 2: 15

baseline-unrecovered qualified opportunities × incremental completion share × $300, less $900 added

monthly coverage cost. The printed values are assumptions, not observed results; further costs and capacity

limits remain outside this chart.

Retain route, arrival time, live-answer outcome, recovery owner, callback time, unique opportunity

identifier, bookings, cancellations, and completed work. Use a fixed outcome window to avoid

counting immature jobs as failures. Handle identifiers under the privacy policy; recordings and

follow-up messages need separate consent, access, and retention review for the actual workflow.

Report raw qualified-opportunity and completed-work counts beside percentages, with the

denominator and operating period. Changing a queue filter or diverting calls to voicemail can

lower an abandonment percentage without improving service. Use the pilot specification on the

next page to document a fair comparison.

For support and urgent requests, record time to resolution, correct escalation, and service

completion separately from new-business contribution. Better access can be valuable without an

additional sale. Neither an answered call nor an extra booking establishes added contribution.
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Specify the comparison before the pilot

Counterfactual means the outcome expected without the intervention. Government evaluation

guidance explains why a before-and-after change alone is weak evidence of attribution. [2] The

specification below applies that principle to business calls; it is an original recommendation, not a

prescribed evaluation standard.

Table 3. Pilot comparison and attribution specification

Decision to fix in

advance
Evidence to retain Interpretation limit

Intervention and

owner

One defined staffing or routing change; dates,

routes, staff coverage, and costs.

Multiple simultaneous changes

make attribution to one feature

difficult.

Comparison or

control

A comparable unchanged route or site; both

periods and historical traffic, lead mix, and

capacity. Random allocation where practical.

Different sites are not automatically

comparable; shared staff can spill

effects across groups.

Concurrent

changes

Advertising, promotions, weather, prices, staffing,

outages, and fulfillment capacity for both groups.

Documented differences can still

leave unmeasured confounding.

Outcome and

follow-up

Unique qualified opportunities; bookings,

cancellations, completed jobs, contribution; counts

and denominators.

A contact or booking is not delivered

work. Use equal maturation

windows.

Uncertainty and

stopping

Dates chosen in advance; raw counts, missing

records, weekly variation, and an analyst-reviewed

uncertainty interval when feasible.

No universal minimum duration. Low

volume may leave the effect

unresolved.

Recommended design record. Comparison groups need defensible similarity; random allocation and statistical analysis

require suitable volume and operating conditions. Methodological basis: [2]

Without a suitable comparison, report the observed change and competing explanations. Do not

subtract a guessed baseline and claim measured causation. For a material investment, have an

analyst assess comparability, uncertainty, and study duration before the test. Extend follow-up for

incomplete jobs without choosing a favorable stopping point.
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Keep a call recovery record

A supervisor should review a sample of linked records each week. Shared household numbers,

repeat calls from a dealership, and blocked caller IDs can break a phone-number-only match. Use

the customer or job record when available and keep unresolved matches visible.

Table 4. Fields for tracking call recovery and business outcomes

Record field Definition to fix before the pilot Business use

Missed attempt
No live answer under the stated route and duration

rules

Locate the routing or staffing

gap

Unique

opportunity

One customer need within the chosen deduplication

window
Prevent repeat-call inflation

Qualified request Service need the business can actually fulfill
Exclude unserviceable

demand

Recovery status
Contact, booking, and completed-work status

tracked separately over a fixed window

Distinguish contact from an

added sale

Completed work
Delivered job or appointment linked to the original

need

Count fulfilled outcomes and

assess incrementality

Contribution Revenue less relevant variable delivery costs
Compare value with added

coverage

Original recommended working matrix. Assign names and record actual evidence before approving the purchase.

Audit both the pilot and comparison records for match errors, repeat calls, unfinished jobs, and

missing outcomes. Estimate business-as-usual recovery over the same window. A before-and-

after difference without a credible comparison is descriptive; do not label it causal return on

investment. The model improves as assumed inputs become measured local records.
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Manage the business
opportunity behind the call

A purchasing decision needs evidence about the buyer’s problem, proposed change, and

additional completed outcomes. Begin with local records and a testable explanation of the failure.
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I L LU ST R AT I V E  S C E N A R I O

A testable local example

Consider a hypothetical repair company whose unanswered requests cluster during the morning

dispatch meeting. One test could move a staff coverage window; another could route overflow to

a trained backup. Neither requires replacing the whole platform. If the private branch exchange

(PBX) lacks reporting or a recovery path, compare replacement with supported reporting and

workflow additions. Price and test the alternatives against the same failure.

The purchasing decision

Ask a phone provider to demonstrate the busiest call window, an empty queue, a failed transfer,

and a callback that cannot reach the customer. Ask how each event becomes an assigned task.

Reporting should support the business’s definition of missed and recovered, rather than forcing

the business to accept a vendor’s most attractive percentage.

Future automated intake should be judged on the same completed outcomes. A system can

answer faster and still fail to book correctly, follow the escalation policy, or hand the request to

staff. Keep a human owner for exceptions and audit representative outcomes.

Start with a baseline

SPARK VoIP can pull your current queue and call reports for the baseline and set up the

pilot routing. Begin with a baseline review and a written pilot specification.

The objective is more completed customer work at a justified cost, with

evidence that the change addressed the real failure.
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Methodology and research limits

Research checked the original Invoca figures and disclosed methodology, official 3CX feature and metric

documentation, and government evaluation guidance. Financial conclusions require linked local outcomes

rather than promotional secondary loss estimates. Vendor documentation establishes documented functions,

not deployment availability or measured business benefits. Figures 1–3, the contribution model, and working

matrices are original analysis.

Source verification does not independently validate Invoca’s data or make it representative of all United

States businesses. No buyer call logs, linked transactions, margin records, or completed pilot were supplied.

Measure local recovery rates, capacity, incremental jobs, costs, and return in the buyer’s pilot. The four-plus-

four-week plan has no demonstrated statistical power. Uncontrolled before-and-after results are descriptive,

not causal estimates.

Evidence gaps

Obtain route logs linked to unique opportunities; qualification, callback, booking, cancellation, and

completed-work records; actual margins and added costs; and a comparable baseline. Seek the vendor’s

sample counts, time and geographic coverage, weighting, and classification validation before broader

benchmark claims. A credible case study needs a documented comparison, uncertainty, and sufficient

outcome follow-up; none is supplied here.

Figures and tables

Figure 1 A revenue model needs the stages after the phone rings
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Table 1 Vendor-reported home services live answer rates

Figure 2 A routing design needs an accountable recovery path

Table 2 Hypothetical monthly incremental contribution model

Figure 3 Incremental completion assumptions change the decision

Table 3 Pilot comparison and attribution specification

Table 4 Fields for tracking call recovery and business outcomes

Publication context

SPARK VoIP provides a 3CX based hosted voice over Internet Protocol (VoIP) offering. This paper is

educational and does not establish a customer contract, a legal opinion, a certification, or a guaranteed

result. Service scope, support, integrations, and any regulated workflow need written confirmation for the

proposed deployment.
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