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It is a well-known fact that 
customer’s buying behavior is 

strongly influenced by their support  
and service experiences with a 
brand. The trend is the higher the 
Customer Satisfaction (CSAT) and 
quality of the support experience, 
and the  Net Promoter Score 
(NPS), the more a customer buys 
and recommends a brand. After all, 
the customer support organization 
is often the first and the most 
frequent touch-point between the 
customer and the company. 

Today the face of customer 
support is changing with many 
customers demanding a whole new 
experience. First, customers now 
want multiple support channels 
such as voice, email, chat, web 
ticket, social media, communities, 
and self-help. Second, they want 
their support experience to be 
agile. This means they can start 
communication in one medium 
and finish in another. Finally, they 
want their issues resolved quickly, 
efficiently, and the first time they 
contact support. 

With the dynamics of customer 
support changing, shouldn’t the 
way you track and measure the 
performance of your support 
organization and outsourcing 
partner be more balanced and 
include both customer satisfaction, 
financial and operational metrics? 
Shouldn’t your metrics and 
measures be aligned to all your 
business objectives and not just 
cost? Shouldn’t your measurement 
system be dynamic and adaptable 
to accommodate the changes in 
the business environment and the 
organizational needs? 

In this paper, we explore how a 
balanced scorecard approach 
facilitates a complete assessment 
of your support organization’s 
performance and progress. 

Customer support is more than a  
cost center
Support for enterprise, SMB, and consumer product  and service companies 
is critical. Customers now place a premium on their support experience. It is 
no longer just about the product or service. No matter how innovative your 
product or solution features may be, they need to facilitate better operations, 
run smoothly, and ensure easy adoption throughout the organization. Quality 
and responsive support services play an important role in ensuring that your 
customers achieve their goals and address pain-points across the buying  
and usage cycle. This helps build customer relationships and loyalty, thus 
ceasing to be a function that only “supports” the business, but becoming 
a function that helps “grow” the business through repeat business and 
enhanced brand image. 

Indeed, the support function is more than a cost center. Rather it is a source 
of competitive advantage and a strategic area to grow revenues. 

New channels, new devices,  
new support requirements
The support function is evolving with a rise in the number of channels and 
devices. Today’s connected environment and new-age devices such as 
tablets, smart phones, and smart TVs are changing the way in which products 
and services are sold, delivered, and supported. According to Forrester’s  
top 15 trends for customer service in 2013, there is a 12% rise in web  
self-service usage, a 24% rise in chat usage, and a 25% increase in 
community usage for customer service in the past three years, strong 
testimony to the growing use of channels such as the web and social 
media for support.1 These new technologies are rapidly changing customer 
preferences and creating an opportunity for support organizations to create 
real value by providing on-demand and quality support in the customer’s 
preferred medium. 

Outsourced support is growing
When executed properly, outsourced support offers businesses an opportunity 
to manage growth, standardize processes, tap into best practices, and gain 
access to costly and hard-to-find resources. Not surprisingly, more and more 
companies are taking the outsourcing route. In fact, in 2012, Forrester found 
that 20% of companies outsourced or were very interested in outsourcing. 
This, trend is expected to continue through 2014.2



Outsourcing right
While outsourcing is not rocket science, there is no single 
right approach to “right sourcing”. Several factors such as 
the outsourced partner’s profile, their people, processes 
and infrastructure capability, the outsourcer organization’s 
business direction, cultural fit, the macroeconomic 
situation, geographical presence, and many more 
influence the success of the outsourcing initiative. 

One way to ensure that the outsourcing effort is headed 
in the right direction is by measuring and showing the 
support services’ value in business terms. An insight  on 
the impact of the outsourced support engagement on the 
business creates an opportunity for additional products 
to be sold or service contracts to be added. After all, if 
a support organization’s service measurably increases 
business revenue, profits, brand image and customer 
loyalty, it would help it differentiate from competitors who 
only measure and show service quality in terms of cost 
and productivity.

The problem with SLAs
Over the years, organizations have come to rely on service 
level agreements (SLAs) to manage outsourced support 
functions. However, there are three significant flaws with 
using only SLAs to manage your business:

1. Predominantly measures only the efficiency 
aspect of the relationship: This stems from the fact 
that right from the initial stages of the engagement, 
customer needs are often determined from a narrow 
singular perspective with little to no room for an equal 
discussion of strategy and implementation approach on 
both sides. 

2. Business dynamics change but the SLAs remain 
constant throughout the engagement duration: 
SLAs and contracts are still considered to be static 

documents with little change happening even in 
multi-year contracts. However, during contract periods, 
every organization goes through changes with changing 
economic climate or business opportunities. These 
dynamics are rarely accounted for in outsourcing 
contracts today.

3. Intrinsic value or business impact of the relationship 
does not get measured or valued: SLAs mostly rely 
on metrics such as call quality, productivity, customer 
satisfaction, etc. While these metrics do provide a view 
of whether the relationship is on track, they do not offer 
insights on the value, innovation, or complete business 
impact delivered.

Measure what matters
There are a number of key customer, operational, financial 
and people metrics that must be considered to understand 
the impact of an outsourcing relationship on the business 
and measure performance. After all, you cannot manage 
what you do not measure. In many support engagements, 
the key metrics are often the ones which are easy to track 
and report, for example, employee productivity, customer 
satisfaction score, etc. These metrics have an impact on 
the business outcome expected. However, what is  
needed is a direct tie of business outcomes with the 
measurable metrics.



Measure and articulate value 
with the balanced scorecard
A balanced scorecard approach to measuring the support 
services’ performance means measuring multiple 
attributes to get a complete view of the support services’ 
engagement. This is achieved by linking business 
strategies to measurable outcomes.

How it works?
A balanced scorecard provides an overview of support 
services’ operations from four perspectives: 

1. Financial: Revenues, profitability, return on investment, 
growth, etc.

2. Customer: Customer satisfaction, customer 
dissatisfaction, response times, repeat purchases, etc.

3. Internal business process: Productivity, efficiency, 
capacity utilization, etc.

4. People: Knowledge, best practices usage, attrition, 
morale, etc.

The scorecard is built by defining the objectives, the target 
and measures for each of these perspectives. Different 
weights are assigned to the different initiatives and are 
used in deriving the final “weighted score”. 

1. Objectives: Objectives that are aligned  to the strategic 
goals of the business and underlie the success of the 
business (e.g., profitable growth).

2. Measures: The parameters used to measure progress 
(e.g., customer satisfaction, knowledge measure 
scores).

3. Targets: Specific values targeted for individual 
measures (e.g., +2% growth in customer satisfaction 
score).

The primary benefit of balanced scorecard when compared 
to SLAs is that the framework addresses the outsourcing 
initiative from a strategic, holistic point of view. The 
targets are defined such that it drives behavior by 
incentivizing performance higher than the required levels. 
Similarly, defining the lower limit or the level that is not 
acceptable and desirable helps ensure the view is always 
a focus area. 

Let us take the following sample scorecard as an example 
– each perspective has a weight assigned to it and each 
accomplishment has a rating legend which defines the 
lower limit and the upper limit. The end result provides a 
balanced consolidated rating of the performance.



The balanced scorecard approach can easily be adopted to evaluate multi-geography / multi-vendor / multi-discipline 
performance. The biggest advantage is that it is flexible and adaptable to nuances of an engagement – it allows you to have 
a complete 360 degree view of your support organization or outsourcing partner. This helps in making the scorecard ready 
for the dynamic nature of an engagement.

The balanced scorecard method uses a balanced set of quality, operational, and financial metrics to measure the health of 
your internal support or outsourced support services engagement. It is a significant leap towards getting a holistic view of 
the support service’s performance over the traditional single dimension approach such as SLAs that tend to be based  
purely on cost.

Categories Weightage
Sep’12

Goal Actual Achieved% Rating
Internal Business Process 20% 20% 75.00%

Average Handle Time 25% 5% 0:12:00 0:07:38 157.21% 4

Login Attainment 25% 5% 100% 95.00% 95.00% 3

CSR Absenteeism 25% 5% 10% 10.85% 92.17% 2

Overall Quality Score 25% 5% 85% 83.56% 98.31% 3

People 10% 10% 87.50%
% Monitorings Coached 50% 5% 85% 87.77% 103.25% 4

Knowledge Measure Scores 50% 5% 85% 84.96% 99.95% 3

Customer – SLA Performance 40% 40% 101.00%
Service Level 27% 11% 80% 58.80% 73.50% 4

% Agents Meeting Goal CSAT 28% 11% 70% 86.24% 123.20% 4

DSAT (BB) 15% 6% 5% 2.79% 179.02% 4

First Call Resolution 30% 12% 85% 90.99% 107.05% 4

Financial -  Business Performance 30% 30% 100.00%
Profitability 35% 10% 5% 5% 103.24% 4

Turnover Rate 30% 9% 5% 5% 120.63% 4

Revenue Attainment % 35% 11% 100% 117% 116.57% 4

Health Rating 93.75% 3.75
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