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Introduction 
The future success of Customer Support relies on the ability of Support to scale to 

meet growing demand and fulfil an expanded, proactive success-focused mission. 

Support must scale. The influence of success principles and the shift to personal and 

proactive support is inescapable. The growth in support demand and increasing 

emphasis on proactively engaging more customers may be alarming to companies that 

are already struggling to keep pace with current demand. 

In this whitepaper, we will:  
• Present the State of Support Issue Prevention and Self-Help 

• Introduce Four Imperatives for Scaling Support 

• Outline Key Metrics and Measures 

  

“ 

To counter 

the rise in 

support 

demand 

we must 

find ways 

to cost 

effectively 

scale 

support 

delivery. 

“ 
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Four Imperatives for 
Scaling Support 
The ability of Support to scale to meet new demand and take on high-value 

customer engagement activities means that companies will need to increase 

investment in one or more initiatives related to issue prevention, self-help, 

automation, or building customer proficiency. A diversified approach with 

initiatives that address multiple opportunities to scale Support is most effective. 

There are four strategic imperatives for scaling 
Support:  

Prevention 
Support must take the lead in identifying the root causes of support demand and 

aggressively advocate for mitigation of these circumstances. Support must work with 

Engineering groups to improve product performance and usability issues and work 

across the company to promote effective customer onboarding and skills development 

activities. 

Self-Help 
Support teams represent a repository of product expertise and must work to make their 

knowledge available to customers. Many new support cases can be avoided if 

customers are able to access the knowledge and expertise of Support. Transferring 

knowledge to customers to help them become more self-sufficient should be high on 

the list of strategic imperatives for all Support organizations. 

Proficiency 
Companies need to look beyond just helping customers help themselves and consider 

how they can build customers expertise so they can use and apply products more 

competently. Proficiency will require companies to move beyond a reliance on self-help-

focused strategies and invest in building the foundational technical and business skills 

customers need to apply products successfully. 

  

“ 

Support must 

take the lead 

in identifying 

the root causes 

of support 

demand and 

aggressively 

advocate for 

mitigation of 

these 

circumstances. 

“ 
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Automation 
Support has always been a labor-intensive function that relies on the skills of product 

experts. Support cannot scale based solely on human power.  

Automation is imperative and creates opportunities to:  

• Learn from customer interactions and prevent issues before they have a 

negative impact. 

• Push knowledge to customers when or before they need it. 

• Provide answers to customers by the best qualified expert, whether human or 

bot. 

Scaling Support Requires a 
Multifaceted Approach 
The three most effective approaches to scaling Support are improving product 

quality, developing customer skills, and offering access to self-help resources. The 

most effective overall strategy for scaling Support is to use a combination of 

approaches. 

Most companies use three or more distinct approaches to reduce support demand. 

These include efforts to prevent support demand (78%), customer skills and proficiency 

development (69%), automation (67%) and providing access to comprehensive self-help 

tools and resources (94%). Few companies rely on a singular strategy for Support 

demand reduction. 

The three most effective approaches to scaling Support are 

improving product quality, developing customer skills, and 

offering access to self-help resources.  
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Figure 1: Top Strategies to Scale Support and Reduce Demand 
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Figure 2: The Most Effective Approaches to Scaling Support 
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Initiatives to Scale Support  
Efforts to scale Support are widespread across the industry, yet the maturity level 

of these efforts varies dramatically. Many companies possess relatively mature 

issue prevention and self-help initiatives, while fewer companies have well-

developed automation and proficiency development efforts.  

The following grid introduces four primary approaches to scaling Support and the 

relative maturity of each, with examples of market-leading capabilities.  

Indicators reflect the extent to which specific practices are used by market leaders, 

typical companies, and those trailing industry-standard practices. 

Practice Maturity 
● Always – Practice or capability is always offered or used. 

 Often – Practice or capability is often used or offered. 

◐ Sometimes – Practice or capability is sometimes used or offered. 

⊗ Never – Practice or capability is never used or offered. 

Table 1: Maturity of Support Scalability Initiatives 

    Leading Typical Trailing 

Prevention 

Systems capable of self-healing.  ⊗ ⊗ 

Remote system monitoring and alerting. ●  ⊗ 

Well defined escalation path from Support to Product Development. ●  ◐ 

Integration between Support case tracking and Product Development 
bug tracking systems. ●  ◐ 

Service level agreements between Support and Product Management.  ◐ ⊗ 

Availability of updates and patches. ● ●  

Automated updates and patch management options. ●  ◐ 

Self-Help 

Knowledgebase of solutions to common customer issues. ●  ◐ 

Enhanced search and discovery capabilities to help customers find 
answers. ●  ⊗ 

Formal knowledge management processes ●  ◐ 

“ 

Companies 

have 

relatively 

mature issue 

prevention 

and self-help 

initiatives, 

but 

automation 

and 

proficiency 

development 

efforts lag. 

“ 
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    Leading Typical Trailing 

Documentation, release notes, getting started guides, help files. ● ●  

Repository of best practice guides, examples, templates, etc. ●  ◐ 

Enhanced search and discovery capabilities to help customers find 
answers. ● ◐ ⊗ 

Tools and utilities to assist with issue diagnostics and resolution. ● ◐ ⊗ 

Active user community to facilitate peer-to-per issues resolution and 
sharing of best practices. ●   

Self-paced training ●   

Recorded webinars and videos ● ●  

Examples, templates, etc. ● ●  

FAQs   ◐ 

Proficiency 

Formal onboarding procedures. ●  ◐ 

Onboarding guides ● ● ◐ 

On-demand live coaching. ●  ◐ 

Account management. ●  ◐ 

On-demand training and skills development ●  ◐ 

In-class and virtual training programs. ● ●  

Defined learning paths. ● ◐ ◐ 

Skills inventory and assessments. ● ◐ ⊗ 

Proficiency assessments and skills certification standards. ● ◐ ⊗ 

Automation 

Use of conversational chatbots for issue diagnostics and case routing.  ◐ ⊗ 

Ability to match and present available solutions to newly submitted cases.  ◐ ⊗ 

Intelligent routing of new cases to best qualified support resources.   ⊗ 

Identification of “at risk” customers.  ◐ ⊗ 

Ability to automate support workflows. ●  ◐ 
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Figure 24: Maturity of Support Scaling and Prevention Initiatives 
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Figure 25: Support / Engineering Cooperation 
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Figure 3: Customer Proficiency Development Efforts 
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Table 1: Self-Help Metrics 
Self-Service Success Rate that customers report finding useful 

information through self-help resources 
55.7% 

Self-Service Deflection Rate that self-help solved a support issue 

without the need for Support’s assistance 
19.8% 

Increase in Self-Service Use Percent of companies that indicate self-help 

use is increasing 
57.2% 

Rate of Increase Rate of increased use reported by 

companies experiencing self-help usage 

increase 

8.9% 

Figure 4: Self-Help Resources Provided 
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The Knowledge Base is Locked 
Of the many (88%) companies that offer a searchable knowledge base as the 

cornerstone of their self-help initiative, 71% report that users must login for access. This 

obstacle limits customers that need information contained within.  

ServiceXRG has established that customers prefer to use a web search when looking for 

Support information. Customers may not be willing to take the time to login to your 

site. If your Support knowledge base is behind a firewall, customers will not find and 

use your content.  

When companies embed Support access through products and leverage product 

credentials for single sign-on, customers will have easier access to knowledge 

resources. Providing access to Support knowledge is important for increasing the use 

and effectiveness of self-help. 

Figure 5: Do Customers Need to Login for Support Knowledge 
Base Access 
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Self-help 
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Best Practices: 

Scaling Support 
For Support organizations to scale in order to meet new demand and take on high-value 

customer engagement activities, companies will need to increase their focus and 

investment in one or more initiatives related to issue prevention, self-help, automation, 

or building customer proficiency.  

Consider the following practices to scale Support capabilities: 

Balance the Support strategy between 
prevention and issues resolution 
Align the Customer Support strategy with an appropriate balance between issues 

resolution and mitigation of support demand through proactive and preventative 

initiatives. 

Focus prevention, proficiency efforts on 
topics that matter most 
Identify the top causes of support demand and develop mitigation efforts that will have 

the highest impact. Consider mitigation efforts beyond self-help and issues resolution. 

Identify and fix the root cause of support demand—both user-related (e.g., usability, 

“how-to”) and product-related issues (bugs, integrations, compatibility). 

Build customer proficiency from the start of 
the relationship with onboarding 
Establish customer objectives and assess the skills and resources they will need to 

achieve desired outcomes. Provide access to digital best practices and skills 

development resources as well as coaching, account management, and formal training. 
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Train, test, and measure customer proficiency 
Provide customers with skills development resources such as self-paced and instructor-

led training. Reinforce customer skills development through practical exercises, 

proficiency testing, and recognition such as badging or certification. 

Optimize the Support / Engineering interface 
to prevent issues 
Establish formal processes to identify, justify, and prioritize corrective actions for issues 

that generate the most support demand or generate the highest customer 

dissatisfaction. Integrate Support and Engineering systems to facilitate close 

cooperation. Establish shared goals for both Support and Engineering to drive towards 

achieving issues-prevention targets. 

Establish and nurture a Support community 
to foster peer-to-peer support 
Leverage a community to facilitate peer-to-peer support and sharing of tips and 

techniques. Invest in the community and nurture community growth with involvement 

of Support experts and enlistment of customer champions. 
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Key Metrics: 

Prevention, Proficiency, 
Self-Help, and Automation 
The ability to scale Support depends upon your ability to identify the top factors 

that drive demand for Support and then apply the best approaches to minimize or 

prevent demand. It is essential to track the impact of prevention efforts to justify 

continued investment and expansion of initiatives that are most effective. Consider 

the following metrics and measurements: 

Prevention Rate 
Definition Prevention Rate is the total reduction of support demand resulting 

from mitigation and prevention initiatives. 

Action Leverage case closure analysis to identify candidate issues that can 

be addressed to reduce future support demand. Identify 

opportunities to reduce future support demand through product 

enhancements, customer skills development, and self-help resource 

development. Prioritize top issues, and plan and justify mitigation 

efforts. Measure the impact of each action taken to prevent support 

demand. 

Performance 

Level 

< 5% - Little to no reduction in demand can be expected with limited 

formal mitigation efforts. 

> 25% - Higher support demand reduction will result from 

aggressive prevention and self-help initiatives. 
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Bug Impact 
Definition Bug Impact is the estimated total support demand created because of 

product related issues (performance and user experience). 

Action Identify the top issues that generate support demand and estimate the total 

preventable cases if issues were fixed. Create an issue impact analysis to 

prioritize and justify corrective product actions. 

Performance Level Bug Impact varies by product type. 

Bug-Fix Deflection 
Definition Bug-Fix Deflection is the impact of fixing priority issues. 

Action Monitor the impact of fixing priority issues by tracking the reduction in 

cases associated with a fix. Compare actual cases prevented by fixes to 

forecasted bug impact. 

Performance Level There is no established benchmark for Bug-Fix Deflection 

Proficiency Impact 
Definition Proficiency Impact is the estimated total support demand created by 

customers’ inability to use and apply products due to lack of product skills. 

Action Forecast the total preventable support demand by increasing the skill level 

of users, developers, and administrators. Estimate the potential reduction in 

future support cases and associated total savings. Use the Proficiency 

Impact analysis to prioritize and justify investment initiatives for increasing 

customer skills. 

Performance Level Proficiency Impact varies by product type and maturity of training and 

onboarding initiatives. 
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Skills Deflection 
Definition Skills Deflection is the impact of increasing customer product skills so that 

they can use products more competently. 

Action Monitor the impact of skills development initiatives by tracking the reduction 

in cases associated with increased user proficiencies. Compare actual results 

to forecasted Proficiency Impact. 

Performance Level There is no established benchmark for Skills Deflection 

Onboard Rate 
Definition Onboard Rate is the percent of all new customers that have been formally 

onboarded. 

Action Establish the extent to which new customers receive formal onboarding. 

Formal onboarding may consist of self-guided resources such as best practice 

guides and self-paced training or may be guided by an account or success 

manager. Note that this is not a Support specific metric, but one that Support 

should monitor. 

Performance Level Less than a third (31%) of companies offer formal onboarding programs. 

Onboarding, self-guided tech-touch or high touch programs should be offered 

to all new customers. 

Self-Help Coverage 
Definition Self-Help Coverage is extent to which self-help content and resources cover 

known support issues. 

Action Establish the extent to which self-help content and resources cover known 

support issues. Prioritize efforts to fill gaps based on the potential to deflect 

future support demand. 

Performance 

Level 

Over 80% of known issues should be covered within the knowledge base. 
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Self-Help Usage 
Definition Self-Help Usage is the rate that customers attempt to use self-help resources 

prior to requesting assisted support. 

Action Evaluate the rate that customers attempt to use self-help resources prior to 

requesting assisted support. Comprehensive coverage of top support issues 

within the knowledge base will not reduce support demand if customers do not 

use, or cannot access, self-help resources. Identify top reasons why customers 

do not use self-help. 

Performance Level Two-thirds of customers report using self-help resources (vendor provided or 

general web search) prior requesting support assistance. 

Self-Help Deflection 
Definition Self-Help Deflection is the rate that assisted support demand is no longer 

required because an answer was found through self-help resources.  

Action Measure the rate that assisted support demand is deflected by access to 

answers found through self-help resources.  

Performance Level The average deflection rate has hovered around 20%. In 2020 self-help 

deflection industry-wide dropped 3.7% to an average of 19.8%.  

 



 

 

We believe that great services 
are the key to great business 
outcomes. 
Since 2004, we have guided Service and CX leaders in their 

pursuit to optimize delivery strategies, deliver customer 

value, improve organizational effectiveness, adopt 

technology and automation, and maximize the role and 

impact of services. 

We help Chief Customer Officers, Customer Success 

leaders, and Support leaders succeed with services by 

improving capabilities that enhance their maturity to 

execute and achieve service outcomes.  

We accomplish this by applying the ServiceXRG 

FrameworkTM for Service Success. 

Our process creates your 
roadmap to service success. 
We use our comprehensive research-based methodology 

for service assessment and planning to provide you with a 

customized ServiceXRG Roadmap™ with a pathway and 

expert guidance for ongoing success with services. 
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