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Best Practice Organizations Already “Get It”;  
But, What Are the Real Benefits of Embracing a True Service Culture? 
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The Importance of a Strong, Pervasive Service Culture 

Why do (or should) services organizations strive toward establishing and maintaining a strong, pervasive service 

culture? The answer is actually quite simple, as evidenced by the results of Strategies For GrowthSM’s (SFGSM). 

Driving Service Revenues Benchmark Survey; namely, half or more of the 84 survey respondents representing 

the largest global services organizations (i.e., enterprise-sized at more than US$ 1 billion in annual revenues) cite 

the following three (3) benefits as directly resulting from the establishment and fostering of a strong, pervasive 

service culture within their respective organizations:  

 Improved services profitability 

 Ability to introduce new, extended and/or improved services offerings 

 Ability to improve customer satisfaction and loyalty 

These are all admirable goals and objectives; but, the question still remains, how do you get there? And how will 

such a culture ultimately benefit the organization? 

The basic prerequisite for leading to a more pervasive service culture is the transition of the organization’s 

existing service operations from a cost center to a profit center (i.e., if your organization has not already done so). 

The survey results confirm this requirement by noting that 83% of respondents in the enterprise segment 

currently operate service as an independent profit center – far more than the 66% that are doing so among the 

total survey respondent base (Figure 1). 

This distinction between profit center and cost center is important because running service as an independent 

profit center, with its own P&L, affords the organization both the tools – and the charter – to track all of the critical 

metrics, or Key Performance indicators (KPIs), that it collects to measure and gauge its current success and, 

ultimately, improve its service performance and delivery over time (i.e., much moreso than among those services 

organizations where service is managed as a cost-center, typically without the benefit of either the tools or the 

charter to measure and track their respective performance). 

Further, a profit center must consistently justify, just by its nature as an independent business unit, that it is, in 

fact, generating a profit (or, at least, getting close to doing so). It must create and circulate daily, weekly, monthly, 

quarterly, annual and year-over-year reports for review by the company’s numerous C-level executives, from the 

CEO and COO, down through the CFO, CIO and others. The service division’s status and progress is also 

regularly evaluated and critiqued by each of the departments housing these individuals, all on an exceedingly 
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transparent basis, where every dollar of revenue, cost and resultant profit is studied, assessed, reviewed and 

expounded upon.  

This is why the most successful service organizations (e.g., Best Practices) are typically those that consider 

service to be a ‘top priority’ within their organizations. A large majority of enterprise organizations also follow the 

same creed. This is why the most successful service organizations (e.g., Best Practices) are typically those that 

consider service to be a ‘top priority’ within their organizations. A large majority of enterprise organizations also 

follow the same creed. 

There is also sparingly little room for failure in a profit-centered environment – particularly in the midst of a poor 

or volatile global economy such as that being faced today by most businesses today; the main reason being that 

senior management has become increasingly aware that the most efficient services organizations are likely to 

attain levels of 35% or greater profit margins – and up to 50% or more among Best Practices organizations! As 

such, the question can all too easily be raised; “Why aren’t we hitting these levels of profitability?”. This is where 

a response such as, “Because we don’t have a strong or pervasive service culture” simply does not cut it. 

Service as a Top Priority 

Presently, nearly nine-out-of-ten (i.e., 89%) enterprise organizations cite service as a top priority, although just 

over one-quarter (i.e., 26%) admit that they are still lacking in the resources that would allow them to capture all 

the benefits of sharing this belief. It is also encouraging to see that nearly two-thirds (i.e., 63%) of these 

organizations believe that not only is service acknowledged internally as a top priority – but that it is also being 

well managed by the executives in charge. However, this is not always the case across all industry segments. 

Still, alongside the key profit center/cost center issue, the presence of a strong, pervasive service culture also 

represents one of the most critical factors in the organization’s ability to succeed in terms of meeting its customer 

commitments, yielding high levels of customer satisfaction, and making a good profit by doing so.  

For many services organizations, the path to increased service revenues and profitability is stifled even before 

they begin, due largely in part to the ‘perfect storm’ of running service as a cost center in support of product 

sales; not focusing on fostering a strong, pervasive service culture; and not recognizing the positive (and 

potentially lucrative) impact that a strong service culture can bring to the company’s bottom line. 

While only 10% of survey respondents claim that service is either “not centrally structured or coordinated” or 

“used primarily as a resource for driving product sales”, it is nonetheless heartening that none of the enterprise 

respondents suggest that service is “not a top priority” or “nothing more than an afterthought” at their respective 

organizations (i.e., one of the multiple choice answers in the questionnaire), as this is not the case with respect to 

some of the smaller services organizations (Figure 2). 
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Service as an Important Contributor to the Bottom Line — and More! 

The survey results also clearly support the case that the role of a strong, pervasive service culture is, indeed, 

believed to be important to the organization’s ability to attain its annual service revenue goals – in fact, 93% of 

respondents believe it to be so (63% “extremely”). In addition, nearly as many organizations believe service also 

contributes directly to the overall profitability of the enterprise, as attested to by 89% of respondents, with more 

than two-thirds (68%) citing service revenues as “extremely important”.  

But the existence of a strong, pervasive service culture does not only impact the organization’s bottom line – it is 

also directly linked to virtually all key customer-focused issues as well.  

Every services organization talks about the need to meet evolving customer needs, requirements and 

expectations, but many may be hamstrung in their ability to do so due to a lack of internal tools, resources, skills 

and charter, while still others simply do not have a strong enough service culture to serve as a foundation upon 

which they can build the appropriate program. However, the rewards for leveraging a strong, pervasive service 

culture throughout the organization – for those that have already done so – are both significant and compelling.  

For example, a majority of enterprises have found – from their own experiences – that a strong service culture 

leads to greater customer satisfaction (i.e., 66%) and deeper partnerships with customers (i.e., 54%), thereby 

creating a mutual, and interactive,  culture of support, trust and reliance (Figure 3). 

This fostering of vendor-customer partnerships also leads to more consistent levels of service performance and 

delivery on the vendor’s part (i.e., 48%) and, ultimately, a stronger competitive advantage (i.e., 37%) for the vendor 

in its targeted market space. Roughly one-quarter (i.e., 25%) of organizations have also seen a healthier bottom 

line and an enhanced market image and reputation resulting from the cultivation of these closer customer 

partnerships – all made possible through the establishment and propagation of a strong, pervasive service culture. 

Driving Service Culture within the Organization  

Nonetheless, it should still come as no surprise that the top drivers for working toward a strong, pervasive service 

culture are basically bottom line-related factors focusing on such key areas as the ability to invest in the 

introduction of new service offerings (i.e., which can also serve as a means for stimulating increased revenues 

over time), an internal mandate for driving service revenues, escalating service costs, reduced product profit 

margins, and the overall financial viability and stability of the service organization itself.  
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Other drivers, such as competitive market pressures, also reflect their influence on the organization’s 

need to adopt a strong service culture (Figure 4). 

Finally, the age-old realization that historical product margins just simply do not exist anymore continues to rear its 

head among the enterprise’s senior management.  

Services managers have known this for years; but it is about time that company management, especially those 

who oversee their respective portions of either the product or service sides of the business, get the full picture as 

well. For all intents and purposes, the top driver (i.e., ability to introduce/fund new services) is pretty much the 

bellwether for determining whether or not the organization has a strong enough service culture. How? Because it 

suggests both a present and forward-thinking approach to service, whereby future service product portfolios can 

be built, at least in part, on the basis of the organization’s historical and present successes, facilitated by the 

fostering of a strong service culture, and driven by the organization’s desire to reap as many of the benefits it can 

by working diligently to maintain its service focus. 

The Challenges Moving to a Service Culture Can Be Daunting 

As with anything worth attaining that can ultimately lead to significant benefits (e.g., increased customer 

satisfaction, higher levels of service profitability, etc.), there can be some significant challenges encountered along 

the way – and this is certainly true with respect to the path to a strong, pervasive service culture. 

These potential challenges may be daunting, as at least one-quarter or more of the enterprise–sized organizations 

surveyed cited six (6) such challenges (Figure 5), typically centered around financial and organization-related 

issues, including: 

 The size of the investment required to pave the foundation for driving increased service revenues (cited by 

44% of respondents as their greatest challenge) 

 Gaining real ‘buy-in’ from company senior management (i.e., including from non-service-related 

executives) to create a culture of service, in the first place 

 The general lack of a coordinated, structured or monitored services cross-selling/upselling capability 

 Lack of a pervasive service culture (i.e., more than just paying ‘lip service’ to service) 

 Lack of adequate sales resources to leverage the messaging associated with a strong, pervasive service 

culture 

 Little to no coordination between the Service and Product/Manufacturing organizations within the company 
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What this all boils down to is, in order to build, maintain and grow its service culture (i.e., with the primary 

objectives being to improve customer satisfaction and drive increased service revenues, etc.), the organization 

must be prepared to make a sufficient investment in terms of the development costs associated with the 

conceptualization, creation and promotion of the various types of services offerings that its customers – and the 

general marketplace – want.  

However, before it attempts to take these first steps, it must also fight the battle (i.e., as it generally is) to gain 

enough senior management ‘buy-in’ to ensure that it will, in fact, actually get the investment funds, resources and 

support required to successfully make it happen. 

If successful, the potential benefits of leveraging its service culture into all aspects of the company’s services (and 

other business) operations could be substantial. For example, a majority of enterprise organizations cite three (3) 

key areas as representing the top benefits associated with the leveraging of their strong service culture (Figure 6); 

namely: 

 Improved service profitability (i.e., attaining at least the industry average of 38%, and striving to reach the 

50% profit margins attained by Best Practices services organizations); 

 The ability to introduce new, expanded and/or improved services offerings (i.e., by assessing evolving 

customer/market needs, and re-investing the necessary profits and resources into the evolutionary 

development of their services portfolio;  

and, ultimately 

 Improved customer (and employee) satisfaction and loyalty. 
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Focus on Promoting Both an Internal and External Service Culture 

The primary steps that enterprise organizations are taking to take leverage their corporate-wide service cultures 

are mainly focused around their marketing and promotional activities. In other words – “if you’ve got it, flaunt it!” 

And that’s essentially what just under half (i.e., 45%) of enterprise organizations are doing, in terms of proactively 

marketing and promoting their respective services capabilities to both their customer base, and the market as a 

whole. 

However, a similar percent of enterprises (i.e., 44%) also focus a near-equal portion of their marketing and 

promotional strategy on the internal side of the equation, as well (i.e., by implementing internal services cross-

selling and upselling programs to strengthen their overall sales and marketing efforts) (Figure 7). 

Other current strategic activities undertaken by between one-quarter and one-third of enterprise organizations 

include such key areas as improving the SLA/contract attach rate at the time of product purchase (31%); and 

providing initial and ongoing training for the services sales force, formalizing and/or improving the services pricing 

model, and developing more and improved services marketing tools (i.e., content, collateral, etc.) (i.e., at 25%, 

each).  

These strategic activities are all part and parcel of leveraging the internal services culture into all aspects of the 

business – both internal (e.g., services sales force) and external (e.g., customers, and the general market prospect 

base). 

Measuring the Success of Your Drive to a Strong, Pervasive Service Culture 

It is not only good enough for a strong, pervasive service culture to be established within the organization – the 

message must also be steadfastly communicated from the top down, and the bottom up – throughout all of the 

organization. Then, as the results of the survey suggest, the proper mix of strategic (and tactical) efforts must also 

be planned and undertaken on a continuous basis. 

However, the organization will also need to take steps to ensure that its actions are having the right impact on its 

overall services operations (e.g., improving service performance and delivery, satisfying customers, and 

generating a good profit, etc.).  

In order to do so, the organization will need to establish a formal process for identifying the right metrics, or KPIs, 

to measure, and use the collected information as input for making continuous improvements to their respective 

service operations (Figure 8). 
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The most commonly used KPIs at enterprise organizations start out with the same measure that virtually all 

organizations cite as their number one metric: Customer Satisfaction (cited by 81% of respondents). However, 

most of the remaining KPIs used by this segment focus on other key service culture and revenue-generating 

measures, including service profitability (73%), total service revenue (65%), service contract renewal rate (57%), 

service parts revenue (54%) and several other revenue-generating line items. As such, it is clear that these 

organizations are focusing the majority of their attention on the specific areas from which they believe they can 

benefit the most – the common thread being that they are all offshoots of a strong, pervasive service culture.  

Laying the Foundation for a Strong, Pervasive Service Culture 

The survey results clearly show that there are significant benefits that can result from the establishment and 

fostering of a strong, pervasive and collaborative service culture within the organization. This does not solely 

apply to enterprise organizations, but to all services organizations, regardless of their size, type or market 

coverage.  

Further, each of these benefits are tied directly to the most important metrics, or KPIs, that focus first on the 

customer,  and then on all of the financial and economic  “rewards” that can be achieved by making them happy, 

and keeping them satisfied. 

As we have shown, it is not good enough to simply have a strong service culture – it must also be one that is 

continuously promoted within the organization, as well as to its customers and the marketplace, as a whole. This 

is important because it is typically the principal means by which the rest of the world will ever know how important 

a strong services culture is to the organization, and how well you are leveraging it throughout all facets of your 

services operations. 

Your customers will always want to know what you are doing for them, and what benefit they will be gaining in 

exchange for your efforts. This reflects another key component of a services culture – that is, communicating with 

your customer base (e.g., though periodic telephone or e-mail updates, site visits, newsletters; or at the very least, 

Web updates, blogs, tweets and/or posts, etc.). They will most likely require constant assurance that you are 

thinking of them along with virtually every action you take (or don’t take). 

We have all heard it before – a service culture mentality can only come from the top; that that’s what is required to 

make it strong. That may be true – however, it must also come from the ground up, and from side-to-side within 

the organization in order to make it pervasive. 

STRATEGIES FOR GROWTH SM  



 

Page 9 of 9 I  The Benefits of Transforming into a Strong Pervasive Service Culture                                                       Strategies For GrowthSM 

About the Author 

Bill Pollock is President & Principal Consulting Analyst at Strategies For GrowthSM (SFGSM), the independent research 
analyst and consulting firm he founded in 1992. Previously, Bill served as President & Chief Research Officer (CRO) at 
The Service Council (2011 - 2013); Vice President, Principal Analyst, heading up Aberdeen Group’s Service 
Management Practice (2008 - 2010); and Managing Analyst, Services Industry at Gartner (1995 - 2001). He has had 
more than 250 articles published in services trade journals including Field Technologies, Field Service News, Reverse 
Logistics, TSIA's Inside Technology Services, 24x7, Integrated Solutions, TAWPI's TODAY and AFSMI's Sbusiness, 
among others. Bill may be reached at +(610) 399-9717, or via email at wkp@s4growth.com. Bill’s blog is accessible 

@PollockOnService and via Twitter @SFGOnService. 

About Strategies for GrowthSM 

Strategies For GrowthSM (SFGSM) is an independent research analyst and advisory consulting firm that supports service 
organizations with a full range of strategic, marketing and business planning consulting; customer, market and supply 
chain partner surveys; customer satisfaction measurement & tracking programs; services marketing & promotional 
support; custom market research reports, Webinars, published articles and white papers; Business Process Evaluation/ 
Reengineering (BPE/R); and general services consulting. The original SFGSM website is now archived, and accessible 

at www.s4growth.com. 

© 2014 Strategies for GrowthSM All rights reserved. No part of the material protected by this copyright may be reproduced or 
utilized in any form or by any means, electronic or mechanical, including photocopying, recording, broadcasting or by any other 
means without written permission from Strategies for GrowthSM. You shall not display, disparage, dilute or taint our trademarks 
and service marks or use any confusingly similar marks, or use our marks in such a way that would misrepresent the identity of 
the owner. Any permitted use of our trademarks and service marks inures to the benefit of Strategies for GrowthSM. All other 
trademarks, service marks or registered trademarks appearing on these Strategies for GrowthSM pages are the trademarks or 
service marks of their respective owners. 
 

P.O. Box 1024 / Westtown, PA 19395 USA / (610) 399-9717 / (610) 399-9718 (Fax) /    

wkp@s4growth.com  www.s4growth.com / @PollockOnService / @SFGOnService 

Some will also argue (and, possibly, correctly so) that the foundation for a strong service culture comes from the 

inside – that is, from each individual’s DNA. That may also be true – but even if it is, the organization must still 

provide each of its employees with the tools, resources (and sanctions, if necessary) to empower them to get to 

that next higher level. It should be a continuous and interactive process within the organization that extends 

throughout all areas related to customer support and service delivery. Without it, there is no backbone to overall 

services operations. 

However, through the establishment of a strong, pervasive service culture, the enterprise will have a firm launching 

point from where all of its customer- and financial-focused activities will coalesce – and thrive – under a single 

directive for attaining its short- and long-term services goals and objectives.  
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