Customer Service

Maturity Models
Explained

Framework benchmarking support operations
against industry best practices

Diagnostic tool for prioritizing investments
and improvement initiatives

Guides evolution from reactive to
strategic, predictive support

Covers people, process, strategy, and
technology dimensions

Provides common language for
communicating with stakeholders
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Why Support
Teams Get Stuck

e Ticket-driven work and hero
culture mask deeper system issues

e Structural friction, not people,
is often the root cause

e Adding headcount or tools
won't fix unclear ownership
or bad workflows

e Watch for rising escalations,
repeat contacts, and busy work
that hides stagnant results




A Working Definition of Service Maturity

e Maturity models provide a
common language for
benchmarking support

e Maturity is not a single score:
advanced in one dimension,
developing in another

® A diagnostic tool and roadmap,
not a one-time compliance
exercise

® Purpose: move from
accidental performance to
intentional, repeatable
outcomes



People: roles, specialization,
career paths, coaching, and
frontline judgment

Process: consistency,
documentation, escalation
rules, feedback loops, and
ownership

Technology: channel
integration, automation,
knowledge infrastructure,
and data visibility

Strategy: alignment with
business goals, executive
sponsorship, and metrics
that matter

Dimensions interact: weak
spots in one area limit gains
in others




A Practical Five-Stage Progression
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e Stage 1: Reactive — ad hoc -' smees
| responses, firefighting, no TEG'C
formal processes

e Stage 2: Managed — basic ik r | |
processes, documented /' Efjlgm ; "
workflows, and foundational 1 - 4{’
metrics r

e Stage 3: Proactive — self-service,

knowledge base, prevention,
and root-cause focus

e Stage 4: Optimized — data-driven ;
improvement, cross-functional /
alignment, and reliable
instrumentation

e Stage 5: Strategic — predictive
support, revenue impact, and
service as a competitive
advantage

- === Transition signals indicate
movement between stages
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How to Assess
Your Current State

* Audit processes, metrics, and
capabilities against each
maturity dimension

* Collect evidence, not just
leader intuition or anecdotes

Use scoring rubrics and
self-assessments to reduce bias

* Include frontline staff; frame
as system diagnosis, not
performance review

* Watch for overestimation and \
confirmation bias @
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Designing a Realistic Roadmap
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Prioritize gaps by impact and
effort, not all at once

Sequence improvements so each
investment builds on prior wins

Set stage-based milestones,
targets, and clear ownership

Don't try to jump multiple
maturity stages simultaneously

Balance quick wins with s

longer-term structural changes




Metrics That
Match Your Stage

» - CSAT and handle time alone don't
prove maturity progress

» - Track leading indicators: escalation
rate, repeat contacts

» - Stage 1-2: focus on volume, backlog,
resolution time

» - Stage 3+: self-service success, issue
concentration, prevented volume

» - Advanced metrics require stage-2
infrastructure to be trustworthy

» - Retire metrics that stop carrying
information; keep dashboards current




Common Pitfalls in Maturity Efforts

® Qverinvesting in tools
before processes and
ownership exist

® |gnoring frontline input ) :
during transformation

e Targets set without
executive sponsorship
or alignment

® Declaring maturity too
early, losing momentum

® Vanity metrics that hide
declining customer
outcomes




Measuring Self-Service Without Fooling Yourself

be

SELF-SERVICE ||
HELP CENTER

SELF-SERVICE
HELP CENTER

- Deflection alone hides

abandonment; always pair
with CSAT

- Track self-service success,
containment, and
repeat contact

- Preventing demand
differs from silencing
frustrated customers

- Escalation rate and
handle time offer
early warnings

- Use 30-day rolling averages
to avoid noisy week-over-
week data



Real-World Patterns Across the Five Stages

Startup support moved
j—_@ from ad-hoc to managed
processes

® ® Mid-size companies build
ﬁ— 7 self-service and proactive
prevention

® Enterprises transform
support into strategic

revenue drivers

® Published cases show

!\ concrete tactics, outcomes,

and challenges

/ ® Stage 3 or 4 is often the \ .
@ right destination, not Stage5




Making the Business Case for Maturity

Link maturity to revenue,
churn, and cost-to-serve

Frame support as a
revenue driver, not a
cost center

Use assessment data to
justify targeted investment

REVENUE Share stage-based
SUITE - | milestones with executives

Project conservatively
with evidence-based
numbers




Maturity, Burnout,
and the Human System

Stagnation creates burnout from
repetitive, low-value work and
unclear rules

Burnout drives turnover, eroding
consistent customer experiences

Mature teams delegate routine
volume to automation, keeping
humans for complex cases

Employees disengage when
improvements ignore their
daily experience

People-focused maturity
sustains quality through growth _



Next Steps for Your Team
- Define a business case and
secure an executive sponsor
- Pilot one maturity dimension
or process area first

- Socialize the model and
roadmap with stakeholders

- Set a review cadence and
clear ownership

- Start with a self-assessment
and a 90-day action plan
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PersonWise - Al digital-human course platform

Scan the code or click anywhere to watch this course live, with voice Q&A
personwise.ai/t/25749a93/public
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