
 

 

 

This report will highlight how top-performing manufacturers 
have transformed their service operations through technology 
investment and process improvements. In turn, they have 
evolved from a product-focused operation to a more services-
centric model delivering valuable customer experiences. 
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Report Highlights 

 

The top challenges 
driving 
manufacturers to 
invest in service are 
the changing 
customer dynamic 
and competition.  
 

 

The Best-in-Class not 
only deliver high 
first-time fix rates – 
they also achieve a 
high level of worker 
productivity and 
utilization. 
 

 

60% of 
manufacturers 
prioritize increased 
service knowledge to 
improve the 
diagnosis and 
resolution of service 
issues. 
 

 

Manufacturers have 
been able to drive a 
5% annual 
improvement in 
service revenue 
while also 
maintaining an 83% 
customer 
satisfaction rate. 
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“The Customer is King” holds with it both an opportunity for 
excellence and a threat to sustained business. Historically, 
industries such as manufacturing primarily focused on the 
customer from an asset management perspective. There was a 
need to ensure that assets performed up to their capability and 
were improved upon once the useful life was reached.  

But this is no longer the end point of the customer relationship 
with the manufacturer – customers now demand more. 
Manufacturers are at a crossroads. The product or asset is no 
longer providing the value to the customer relationship that it 
has in the past. As seen in Aberdeen Group’s State of Service 
Management research, products are being outpaced by services 
in regard to margin. And as more products and assets become 
commoditized, the opportunity for future growth will come from 
services.  

Don’t Miss Out on Delivering Valueable Service to Your 
Customers 

Too often, manufacturers still focus heavily on innovating 
products, as opposed to delivering valuable services to their 
customers. If this does not change, manufacturers will begin to 
see their businesses erode.  

 

 

 

 

 

 

Manufacturers are at a 
crossroads. The 
product or asset is no 
longer providing the 
value to the customer 
relationship that it has 
in the past…the 
opportunity for future 
growth will come from 
services. 
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Figure 1: Top Pressures Making Service More Critical 

 

As seen in the Figure above, manufacturers have to compete 
with a changing landscape. No longer can they rely solely on a 
product sale – customers demand more value as their products 
become a commodity, and even basic service isn’t a given to win 
over customers.  

Competition, both for product and service business, demands 
that manufacturers unearth new avenues to differentiate their 
business and deliver value-added offerings which cannot be 
easily replicated. Manufacturers need to listen to the changing 
demands of their customers and turn this voice into efficient 
delivery of service, which has the opportunity to lead to ongoing 
revenue opportunities.  

Streamline Service to Drive the Right Customer Interactions 

This transition to a service-focused business takes a team effort, 
which extends beyond just the service team. Historically, 
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manufacturers often perceived the customer relationship to end 
at the point in which a product was sold or installed on a 
customer site. This stance or strategy was appropriate when 
equipment was a sustainable differentiator and drove the 
revenue streams for the business. The aftermarket has the 
opportunity to extend the lifecycle of the customer relationship, 
building loyalty, which has major positive ramifications for both 
the manufacturer and customer.  

As noted earlier, services drive higher margins for the business in 
comparison to products. But also, as customers become more 
accustomed and satisfied with the service levels received, the 
ability for the manufacturer to sell additional equipment will 
only be enhanced.  

A customer dissatisfied with service is not likely to increase 
spend when the competition is making similar machines and 
equipment. And for the customer, value-added services only 
enhance their own productivity, ensuring downtime is reduced 
and that they are able to maximize the investments they have 
made. But in order to reap the benefits of a service-driven 
transformation, manufacturers need to equip their teams with 
the tools and strategies to succeed (Table 1). 

Table 1: The Strategies that Empower Excellence in Service 

Source: Aberdeen Group, January 2016  

Top Strategic Actions in Place Driving Service Excellence Best-in-Class Manufacturers 
Invest in mobile tools to provide technicians with 
better access to information in the field 

44% 40% 

Improved forecasting of and planning for future 
service demand 

41% 40% 

Increase availability of service knowledge in order 
to diagnose and resolve service issues more quickly 

41% 60% 

Develop standardized scheduling processes 37% 60% 
Increase frequency of training for field technicians 37% 32% 

The Field Service 
Workforce Management 
Best-in-Class Defined 

 
In the February and March 2015 Field 
Service Workforce Management, 
Aberdeen used three KPIs to 
distinguish the Best-in-Class (top 20% 
of aggregate performers) from the 
Industry Average (middle 50%) and 
Laggard (bottom 30%) organizations, 
with the mean performance amongst 
the Best-in-Class as follows: 

• 87% performance in first-time 
fix rate 

• 81% performance in worker 
utilization 

• 11% annual improvement in 
worker productivity  
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A services-driven organization depends on different 
characteristics than a product-focused operation. When service 
is solely a cost center for the business, in the case of a product-
centric organization, the primary goal is to keep costs down –
sometimes at the detriment of delivering world-class service. 
The goal in this environment is to maintain a trim bottom line.  

But as manufacturers begin to evolve into a service-centric 
organization, the end customer experience becomes the new 
target to hit to achieve success. This isn’t to say that product-
focused organizations want to harm their customers, but the 
pinnacle of success in that model is increased sales of 
equipment, while driving down the cost of service. The Best-in-
Class have prioritized service as a differentiator, and have 
implemented some of the following best practices to help deliver 
value to the end customer as efficiently as possible.  

 Technology investment is a waste unless there is buy-in 
from the users of the technology, and there is more than 
just a payback in ROI. Integrate data from the field to 
the rest of the organization. The service team is often 
the face and brand to the customer. The field is in front of 
customers at a critical time where action, insight, and the 
right answer is imperative. Failing to solve a problem 
could lead to not only extended downtime, but also a lost 
customer. Technology does not simply provide the field 
team with the answers to make real-time decisions to 
solve customer issues – it also connects the field and 
customer to the rest of the organization. This insight into 
what is happening on the ground has the ability to 
positively impact other functions of the business such as 

As manufacturers begin 
to evolve into a service-

centric organization, 
the end customer 

experience becomes 
the new target to hit to 

achieve success.  
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engineering, leading to improvements in future and 
current products.   

 Reactive service is an outdated approach. Add value to 
the customer partnership. Although there are times 
when it is near impossible to predict failures or 
downtime, manufacturers have a unique opportunity to 
excel at being proactive with service. The manufacturer 
built the equipment or product, and has the intellectual 
property and expertise to be best-equipped to help 
customers maximize the productivity of assets. The 
manufacturer also has access to machine data and 
revision insight. Thus, they are able to tap into this 
intelligence to inform service and the customer how to 
improve asset performance to maximize the productivity 
of the equipment. Furthermore, this asset intelligence 
aided through embedded software can help predict 
failures and proactively schedule service even before the 
asset goes down.   

 Leverage technology to have the right conversations with 
customers and deliver the right results. Drive profitable 
growth. The key to growing revenues is both finding out 
what the customer values AND ensuring they are paying 
for the value being delivered. The availability of service 
information not only helps the field team resolve issues; it 
also ensures service isn’t being given away for free. As 
seen in Aberdeen Group’s Service Revenue: Unearth an 
Untapped Stream of Dollars (May 2015), top performers 
were twice as likely as peers to provide the field team 
with real-time access to customer information such as 
warranty status and service history. Even prior to 
dispatch, the field team can know which assets are under 

 Related Research, 
"Service Revenue: 
Unearth an Untapped 
Stream of Dollars"  
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Analyst Note - 
Additional metrics: 

 
Top Manufacturers (top 50%): 

• First-time Fix Rate – 83% 
• Workforce Utilization – 77% 
• y/y Service Revenue – 7% 

improvement 
 
Bottom Manufacturers (bottom 50%): 

• First-time Fix Rate – 32% 
• Workforce Utilization – 55% 
• y/y Service Revenue – 1% 

improvement 

warranty or a service contract and ensure that the 
appropriate level of service is delivered. But it also 
empowers the field to have informed conversations with 
customers to drive new revenue streams. For example, if 
a customer is using equipment incorrectly and potentially 
jeopardizing a warranty entitlement, the service 
organization can offer consultation or training to avoid 
future failures or the misuse of assets.  

Service Excellence Boosts Customer-Focused Metrics 

The evolution from a product business to a service organization 
impacts more than just peace of mind for the C-Suite. As noted 
earlier, service has a distinct impact on margins for the business. 
But there is also a measureable upshot across metrics which 
impacts efficiencies, the customer experience, and the bottom 
line as compared the product side of the operation (Table 2).  

Table 2: The Best-in-Class Set the Pace for Manufacturers 

Source: Aberdeen Group, January 2016 

As organizations implement the strategies discussed earlier, 
manufacturers have the ability to efficiently deliver value to the 
customer. The Best-in-Class have been able to achieve this level 
of performance by focusing on delivering exceptional service.  

Key Performance Indicators Best-in-Class Manufacturers 
Customer Satisfaction Rate 87% 83% 
First-time Fix Rate 87% 78% 
Workforce Utilization Rate 81% 67% 
Y/Y Workforce Productivity Rate 11% improvement 3% improvement 
Y/Y Service Revenue 8% improvement 5% improvement 
Y/Y First-time Fix Rate 5% improvement 2% improvement 
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Summary Thoughts 

Transformation from a product business to a service 
organization doesn’t come without any growing pains. But the 
value to profitability, customer loyalty, and sustained growth in 
a changing competitive environment makes the challenges 
worth it. In order to successfully make this transition and excel at 
delivering exceptional service to customers, manufacturers must 
follow the path set in place by Best-in-Class organizations: 

 Implement mobile technology tools for service. The 
field team is often on an island when they show up to 
service equipment on a customer site. Mobile tools 
empower the field with real-time insights to deliver 
service resolution and know what types of services 
should even be offered to customers. Warranty 
entitlements and in-place service contracts can be 
confirmed, either leading to service or a conversation 
which leads to additional revenue opportunities.  

 Connect the entire team to the insight from the field. 
To successfully complete a transformation from a 
product operation to a services-led business, the entire 
team must be onboard to deliver service. From the back 
office, to design, to engineering, to the field, all teams 
must work to improve both the products for better 
serviceability and service to deliver the value customers 
will pay for.  

 Deliver value-added services to customers, and move 
beyond the product sale. The manufacturer has a level 
of machine insight that no other service provider can 
replicate. This intelligence can help ensure the right 

http://www.aberdeen.com/
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services are offered to customers to maximize the 
productivity of machines and drive performance.  

 Integrate data in real-time to improve the service 
experience and future product development. Moving 
to a services business does not remove the opportunity to 
sell equipment. The connection between the service team 
and the customer affords the manufacturer with a 
channel to learn about any gaps in the product, to form a 
path for continuous improvement and future equipment 
sales.  

Delivering customer value via services undoubtedly will drive 
manufacturers into the future. The metrics that matter to the C-
suite and the front line demand that manufacturers evolve to 
become service-first organizations who also build machines. 
Without this transformation, revenues, profits, and customers 
will begin to rapidly slip through the cracks.  

For more information on this or other research topics, please visit www.aberdeen.com. 
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About Aberdeen Group 

Since 1988, Aberdeen Group has published research that helps businesses worldwide improve their performance. 
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Best-in-Class organizations from primary research conducted with industry practitioners. The resulting research 
content is used by hundreds of thousands of business professionals to drive smarter decision-making and improve 
business strategy. Aberdeen Group is headquartered in Boston, MA.  
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