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1. Introduction 
 

Within the customer engagement research fraternity, there is growing evidence that demonstrates 
that customer service is a significant driver of both customer advocacy and future purchasing 
behaviour.  Organisations also recognise that improving customer satisfaction / engagement is a 
significant business challenge alongside other challenges such as increasing productivity. 
 
Despite this growing evidence of the importance of delivering great customer service in driving 
business performance, organisations remain more focused on Marketing, Human Resource 
Management, Technology and Finance strategies than Service Strategy. 
 
This Paper sets out the findings of a research programme that tested the hypothesis that 
organisations with a mature enterprise-wide Service Strategy have higher levels of business 
performance.   The research consisted of 107 quantitative interviews amongst Senior Executives 
involved in the development of Service Strategies across a broad spectrum of medium and large 
sized Australian based organisations. 
 
This Paper identifies the key factors that define organisations as having a mature enterprise-wide 
Service Strategy.  It then goes further by: 
 

1. Uncovering the link between Service Strategy maturity and positive business performance 
outcomes across Revenue Generation, Employee Engagement and Productivity and 
Operational Efficiency.   
 

2. Identifying the characteristics common to those organisations that are classified as more 
mature with respect to their Service Strategy. 
 

3. Highlighting the key business practices that are common to mature Service Strategy 
organisations across Multi-Channel, Outsourcing and Analytics strategies.   

 
The research was commissioned by IBM and conducted by research consultants and Service 
Strategy experts, Fifth Quadrant.  
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2. Executive Summary 
 

This research based Paper reveals that at a strategic level, the Customer Service Experience 
performance of an organisation has a positive relationship with business performance.  Despite this 
28% of Australian based organisations do not have what would be classified as an enterprise-wide 
Service Strategy in place.  
 
Key Findings 
 
This research study identified the following key insights: 
 

1. Enterprise-wide Service Strategy is a proven driver of business performance.  There is a 

strong statistically significant relationship between organisations with a mature Service 

Strategy and stronger business performance. 

 

2. Employee Engagement and Productivity & Operational Efficiency performance moderate 

the relationship between Customer Experience / Satisfaction performance and overall 

business performance.  Organisations that rate above average in terms of Customer 

Experience / Satisfaction performance are significantly more likely to have above average 

Employee Engagement and Productivity & Operational Efficiency performance.  These two 

variables have a positive and significant relationship with Revenue Generation performance 

ratings.  

 
3. Service Strategies need the support of senior Board level executives.  The behaviour of 

senior Board level executives in terms of consistently demonstrating leadership with regard 

to customer service excellence can influence the degree to which the Service Strategy 

positively impacts business performance.   

 
4. Leading Service Strategy organisations employ a more diverse Multi-Channel Strategy 

and Analytics Strategy.  The availability of multiple channels for customers as a means of 

engaging with the organisation and the use of a broader range of both internal and 

external data analytics are more common amongst organisations that have a more mature 

Service Strategy in place. 

 
5. The outsourcing of inbound and outbound contact centre functions is more common 

amongst Leading Service Strategy organisations.  Of the organisations surveyed, 15% 

currently outsource outbound contact centre operations and 17% outsource inbound 

contact centres operations.  The proportion of Leading Service Strategy organisations that 

outsource outbound or inbound contact centre operations is 32%. 
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3. Research Methodology and Sample 
 

The research involved conducting 107 detailed case study interviews which took place during 
December 2010 and January 2011.  
 
Survey interviews were conducted by telephone with corporate executives (e.g. Contact Centre 
Managers, CEOs, CFOs, COOs and other senior staff) that influence the organisation’s decisions with 
regard to their Service Strategy. 
 
Organisations included came from a wide range based on employee size and industry across 
Government, Health and Education, Production and Distribution and Service (Figure 1 and Figure 2).   

 
Figure 1 and Figure 2: Number of Employees and Industry Classification 
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4. Service Strategy – Attitudes and Behaviour 
 

Given this research set out to test the hypothesis that organisations with a mature enterprise-wide 
Service Strategy have higher levels of business performance it was essential to understand the 
prevalence of an enterprise-wide Service Strategy in Australian based organisations. 
 
The research found that overall, the majority of Australian based organisations (71%) claim to have 
an enterprise-wide Service Strategy in place.  In addition, the study found that 81% of organisations 
indicated that, at the board level, Service Strategy is regarded as one of the top three most 
important strategies within the organisation (Figure 3).  Despite this endorsement of the 
importance of Service Strategy, the behaviours of organisations with respect to how they develop, 
implement and deliver a Service Strategy varies considerably.  These differences between 
organisations with respect to their Service Strategy cover both behavioural and operational 
attributes. 

 
Figure 3:  Senior Executives Business Strategy Priorities 
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4.1 Executive Behaviours 
 

One of the key areas where there is inconsistency across Australian based organisations is the 
perceived behaviour and focus of Board level executives in demonstrating leadership with regard to 
customer service excellence.  In organisations where senior executives consistently display customer 
service leadership, the performance of the organisation in terms of Productivity and Operational 
Efficiency and Employee Engagement is significantly higher (Figure 4).   

 
Figure 4:  Impact of senior executive team demonstrating customer service leadership on business 

performance attributes 

 
 

Despite this evidence of a statistically significant relationship, only 1 in 2 Australian based 
organisations rated that their senior executives consistently displayed customer service leadership 
(Figure 5).  There is a key opportunity for many organisations to implement quick wins by driving 
stronger customer service leadership from the Board executives. 

 
Figure 5:  Consistency of senior executive team demonstrating customer service leadership 
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4.2 Service Strategy Components 

 

There was further inconsistency observed with respect to which sub-strategies are incorporated 
within the enterprise-wide Service Strategy across Australian organisations.  Across the 
organisations surveyed, 57% have fully incorporated a Human Resources Management Strategy 
within their enterprise-wide Service Strategy, 51% have incorporated an Analytics Strategy and 43% 
of organisations have a Technology Strategy that is fully incorporated within the Service Strategy 
(Figure 6).  Two sub-strategies that are less commonly incorporated into the enterprise-wide Service 
Strategy are a Multi-Channel Strategy (26%) and an Outsourcing Strategy (14%).   

 
Figure 6:  Sub-strategies incorporated into the Service Strategy 

 
 
 

This study showed that amongst organisations where more sub-strategies are partially or fully 
incorporated within the enterprise-wide Service Strategy, the performance of the organisation in 
terms of Customer Experience / Satisfaction, Productivity and Operational Efficiency and Employee 
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Figure 7:  Impact of sub-strategies incorporated into the Service Strategy on business performance 

attributes 
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5. Service Strategy Maturity and Business Performance 
 

This study revealed the prevalence and level of deployment of an enterprise-wide Service Strategy 
was inconsistent across the organisations surveyed.  The question is whether organisations that have 
a more mature Service Strategy deliver better business performance outcomes. 
   
Overall, the study revealed that organisations that have an enterprise-wide Service Strategy achieve 
significantly higher performance ratings for Employee Engagement and Revenue Generation (Figure 
8).  The study also revealed that the levels of development and implementation of the enterprise-
wide Service Strategy was inconsistent across Australian based organisations. 

 
Figure 8:  Impact of an enterprise-wide Service Strategy on business performance  
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5.1 Service Strategy Maturity Model 

 

The Service Strategy Maturity Model is constructed by combining four key measures of Service 
Strategy and the Customer Service performance of an organisation (Figure 9) as follows: 
 

1. The first measure is based on the rating of management recognition and support. 
2. The second measure is based on the rating of the level of incorporation of sub-strategies 

within the enterprise-wide Service Strategy. 
3. The third measure is based on the rating of the effectiveness of the Service Strategy in 

driving business performance. 
4. The final measure is based on the overall rating of the organisation’s Customer Experience / 

Satisfaction performance.   
 
Survey participants were asked to rate their organisation’s performance across these key measures.   
 
The resulting Service Strategy Maturity Index provides a one number summary of an organisation’s 
performance across these four key attributes. 
 

Figure 9: Service Strategy Maturity Model 
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Figure 10: Service Strategy Customer Service Maturity Model 
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Figure 11: Service Strategy Maturity Model v Business Performance Index 
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Figure 12: Mean Business Performance Ratings 
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6. Characteristics of Leading Service Strategy Organisations 

As organisations consider developing a true enterprise-wide Service Strategy, much can be learnt by 
studying organisations that are classified as Leading.  This section of the Paper investigates the key 
business practices that are common to Leading Service Strategy organisations across Multi-Channel, 
Outsourcing and Analytics strategies. 
 

6.1 Customer Service Channels 

The current convergence and integration of customer service channels and the increasing 
sophistication and use of multi-media channels and devices by consumers means the customer 
service landscape is changing rapidly as well as dramatically. 
Today, organisations seeking to gain competitive advantage, by creating a consistently strong 
customer experience and improving customer value, are investigating Multi-Channel Service 
Strategies. 
 
This research revealed that many organisations are currently offering multiple touch points for 
customers to communicate and interact, with 56% of organisations offering 4 or more different 
contact channels.  Traditional channels such as mail and fax are offered by 89% of organisations.  
Phone based channels (e.g. phone attendant, IVR and SMS) are offered by 85% of organisations and 
face to face services (e.g. branch and store) by 83% of organisations.  The availability of Online or 
Electronic services (e.g. email, web self-service and social media) lags behind with 78% of 
organisations offering these channels (Figure 13). 
 

Figure 13: Customer Service Channels Offered 
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Figure 14:  Extent to which phone based services are implemented amongst organisations that 

currently offer phone channels 

 
 

6.1.2 Online and Electronic Services 
 
The level of implementation, across a range of Online / Electronic services channels varied across 
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6.1.3 Multi-Channel characteristics of Leading Service Strategy Organisations 
 
A key finding was evidence of a statistically significant relationship between organisations that are 
classified as Leading with respect to their Service Strategy Maturity Index and Multi-Channel 
Strategy: 
 

1. 76% of Leading Service Strategy organisations offer 4 or more customer service channels.  

This result is significantly higher than Immature organisations where only 45% offer 4 or 

more channels. 

2. In terms of Phone based channels, Leading Service Strategy organisations are significantly 

more likely to have implemented mobile device / smart phone applications (42%) as a 

customer service channel than Immature organisations (26%). 

3. In terms of Online / Electronic channels, Leading Service Strategy organisations are 

significantly more likely to have implemented the use of social media via social network sites 

as a customer service channel (71%) than Maturing (36%) and Immature (35%) organisations 

(Figure 16). 

 
Figure 16:  Extent to which phone and online / electronic services are implemented 
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6.2 Outsourcing 
 

Australian based organisations are relatively experienced with the outsourcing of business processes 
whether it is for Customer Interaction, Finance, Human Resource Management or Information 
Technology business processes.  Overall, 85% of Australian based organisations in this study 
outsource, partially or fully, at least one of the fourteen business process measured, with 
organisations outsourcing an average of 3.7 different business processes.  Across the fourteen 
different business processes included in this study, the level of outsourcing varies (Figure 17). 
    

Figure 17: Outsourcing Business Processes 
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6.2.1 Outsourcing: Characteristics of Leading Service Strategy Organisations 
 

One of the intriguing results of this study was the finding that there was no significant relationship 
between Service Strategy maturity and the outsourcing of a greater number of the 14 different 
business processes measured.  However, what is evident from this study was that there are business 
processes that are more commonly outsourced by Leading Service Strategy organisations (Figure 
18). 
 

1. Leading Service Strategy organisations were significantly more likely to outsource outbound 

contact centre activities (32%) and software application development (54%) than Maturing 

and Laggard Service Strategy organisations. 

2. The outsourcing of inbound contact centre activities, finance processes, ordering processes, 

and payroll functions was higher amongst Leading Service Strategy organisations than 

Laggards. 

3. The outsourcing of hosting, business recovery and data warehousing was lower amongst 
Laggard Service Strategy organisations. 

 
Figure 18: Outsourcing of business processes 
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6.3 Analytics 
 

As consumers become increasingly sophisticated, greater demand is placed on organisations to 

respond quickly and more effectively pre-empt consumer needs.  Organisations must become more 

dynamic and efficient.  In order to make critical business decisions quickly, an effective Analytics 

Strategy is should be strongly considered. 

An Analytics Strategy is an important component of the enterprise-wide Service Strategy, with 96% 

of organisations in this study incorporating an Analytics Strategy as part of the enterprise-wide 

Service Strategy (Figure 6).  However, within the Analytics Strategy the level of use of business 

analytics software tools across different business functions varies.  Key findings in this study, with 

respect to the use of business analytics software were: 

1. The use of business analytics software is most prevalent for the areas of Finance (58%) and 

Employee Engagement (57%); 

 

2. The use of analytics software for Competitive Intelligence (24%) and Revenue Generation 

Opportunities (31%) lags that of other business processes. 

 
6.3.1 Analytics: Characteristics of Leading Customer Service Organisations 
 
In terms of the types of business analytics that are more prevalent amongst Leading Service Strategy 
organisations compared to Immature and Laggard Service Strategy organisations, analytics software 
for Employee Engagement and Knowledge Management are deployed at a statistically significantly 
higher level (Figure 19). 
 
What is interesting is that the use of analytics software for Revenue Generation Opportunities and 
Competitive intelligence is not as developed across all levels of Service Strategy maturity. 
 

Figure 19:  Customer Service Maturity and Business Analytics 

 
  

0% 20% 40% 60% 80% 100%

Financial

Employee Engagement

Customer Engagement

Productivity/Efficiency Cost Control

Knowledge Management

Revenue Generation Opportunities

Competitive Intelligence

Laggards

Immature

Maturing

Leading



 
 
 

 Service Strategy Maturity: A Model for Business Performance | June 2011 
© Copyright 2011 Fifth Quadrant Pty Ltd 

P a g e  |  2 1  

6.3.2 Analyst Commentary 
 

A significant finding of this Paper is the positive link between organisations that have a Leading 
Service Strategy and the implementation of developed Analytics Strategy.  As organisations become 
more mature with respect to Service Strategy the role of analytics software for managing Employee 
Engagement and Knowledge Management may play a bigger role in the organisations Analytics 
Strategy. 
 
In addition, the use of analytics software for Revenue Generation Opportunities and Competitive 
Intelligence lags behind that of other business processes, even amongst Leading Service Strategy 
organisations.  In order to improve business performance organisations may consider leveraging 
analytics software in these areas.  

 

7. Analyst Perspective 
 

Organisations increasingly recognise the importance of delivering a great customer service 
experience.  Despite this, organisations remain more focused on Marketing, Human Resource 
Management, Technology and Finance strategies than Service Strategies to deliver strong business 
performance.  Although 81% of organisations included in this study rate Service Strategy as one the 
three most important strategies to the business, less than 1 in 4 organisations have in place what 
this study would classify as a Leading enterprise-wide Service Strategy.  
 
To help understand the role and characteristics of a Leading Service Strategy this Paper has 
identified how a mature Service Strategy influences business performance and incorporates Multi-
Channel, Outsourcing and Analytics Strategies.   
 
One of the most significant contributions of this research is proving evidence that supports the 
hypothesis that organisations with a Leading Service Strategy classification, as defined within the 
parameters of this research, are significantly more likely to deliver better business performance 
outcomes with respect to Employee Engagement, Operational Efficiency and Revenue Performance. 
 
Another key finding of this study is confirmation of a statistically significant relationship between 
organisations that are classified as Leading with respect to their Service Strategy Maturity Index and 
their Multi-Channel Strategy.  This includes the finding that Leading Service Strategy organisations 
are more likely to have implemented mobile device / smart phone applications and social media via 
social network sites as customer service channels. 
 
The development of an effective Multi-Channel strategy must take into consideration customer 
needs but also organisational capabilities in order to ensure the delivery of a great service 
experience through all channels that are offered.  In addition thought must be given to how to 
integrate the channels and deliver a consistent service experience that directly supports the 
organisation’s Brand, Corporate Strategy and Service Strategy across each channel. 
 
With respect to outsourcing, the Paper presents evidence that supports the role of outsourcing 
business processes and activities as a component of a more mature Service Strategy.  As 
organisations develop more mature Service Strategies, they may consider the role outsourcing of 
inbound and outbound contact centre activities may play. 
 
The volume of internal and external data that is currently available to organisations has reached the 
nexus where it potentially limits the ability of the organisation to make decisions efficiently.  An 
Analytics Strategy may assist organisations make effective decisions and capitalise on opportunities 
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quickly.  As organisations become more mature with respect to the implementation of an 
enterprise-wide Service Strategy there is likely to be an increased focus on Employee Engagement 
and Knowledge Management analytics capabilities. 
 
As organisations increasingly recognise the relationship between delivering a great customer service 
experience and business performance, organisations need to ensure they do this through a mature 
enterprise-wide Service Strategy.   
 
Evidence provided in this Paper supports the notion that in addition to the traditional strategies of 
Marketing, Human Resource Management, Technology and Finance, Service Strategy makes a 
significant contribution to business performance.  Subsequently Service Strategy should be a 
compulsory topic in Boardroom discussions.  Organisations that develop and implement an 
enterprise-wide Service Strategy should gain significant advantage with particular regard to 
Employee Engagement, Productivity & Operational Efficiency and Revenue Generation. 
 
Service Strategy can no longer live in isolation from the rest of the organisation and must span all 
facets of a business’s operation. 
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8. About Fifth Quadrant 

Fifth Quadrant is a Service Strategy and Research Consultancy and Fifth Quadrant | callcentres.net is 
our online publishing and social media division. 
 
We are changing the way organisations think about Service Strategy and are dedicated to ensuring 
that Service has on-going presence at the Boardroom table.  
 
Working across Voice, Face-to-Face, Online, Correspondence and Social Media service channels, 
Fifth Quadrant delivers an unrivalled level of knowledge, subject matter expertise and proprietary 
methodologies to ensure organisations have highly effective Service Strategies. 
 
Fifth Quadrant has five core divisions: Consulting Services | Service Research | Analyst Services | 
Training | Online Publishing & Social Media 
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9. About IBM 

 

For further information 

 

For more information about this study, please contact our CRM Solutions leaders in Australia: 
Peter Monk 
peter.monk@au1.ibm.com   

 
The right partner for a changing world 
 

IBM is a global technology and innovation company that stands for progress. We collaborate with 
our clients, bringing together business insight, advanced research and technology to give them a 
distinct advantage in today’s rapidly changing environment. Through our integrated approach to 
business design and execution, we help turn strategies into action. And with expertise in 17 
industries and global capabilities that span 170 countries, we can help clients anticipate change and 
profit from new opportunities. IBMers around the world invent and integrate hardware, software 
and services to help forward-thinking enterprises, institutions and people everywhere succeed in 
building a smarter planet.  

 
IBM Australia  
 

With a 78 year history in Australia, IBM has been applying its expertise, global scope and creativity 
to help Australia compete in the global digital economy. We also lead the market in exporting 
$A592 million of software, services and human capital to the Asia Pacific region. 
 
By working with major government departments, large Australian companies and equipping a 
legion of entrepreneurs, IBM makes a significant contribution to the Australian economy. Each year, 
IBM creates high value jobs by investing in research and development both in metropolitan and 
regional Australia. 
 
In 2010, IBM generated revenues of $US99.9 billion, and a record net income of $US14.8 billion, up 
by ten percent from last year. Widely recognised as an employer of choice, IBM holds numerous 
awards for its industry-leading employment practices and policies. 

 

IBM Global Process Services 
 

Global Process Services is one of IBM’s fastest growing business lines offering Business Process 
Outsourcing (BPO), with solutions spanning across Customer Relationship Management (CRM), 
Finance & Administration, Human Resources and Supply Chain Management, plus additional 
industry-specific solutions such as Banking Back Office. With over 50 delivery locations spread over 
five continents, including here in Australia, IBM Global Process Services innovates your business 
processes and helps differentiate your enterprise. 
 
IBM Customer Relationship Management Outsourcing offers proven approaches, fresh perspectives 
and innovative thinking, delivered worldwide under a single management structure. We have the 
knowledge, technology, tools and people ready to improve the effectiveness and efficiency of your 
customer marketing, sales and service functions. Our knowledge and experience is diverse, 
spanning industries from banking, healthcare insurers, telecommunications, travel and 
transportation, public and retail. 
 

To learn more about IBM, please visit our website at www.ibm.com/services/au/bpoutsourcing 

mailto:peter.monk@au1.ibm.com
http://www.ibm.com/services/au/bpoutsourcing
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