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As the high tech industry changes, how do 
we adapt our customer support and service 
strategies?  Is it best to follow trends?  Is re-
sponding to problems and opportunities as 
they arise the only possibility?   
 
Planning for the future may seem futile given 
the accelerating pace of change in the high 
tech industry, but imagine the rewards if we 
could minimize crisis driven change and ac-
tually pursue opportunity driven change. 
 
There are no absolute answers about what 
the future will look like.  Herein lies the value 
of scenario based planning.  
 

Scenario based planning is a form of conver-
gent thinking about divergent futures. It does 
not offer an absolute answer but offers a 
way to think about the possibilities. We can 
prepare for the future if we can recognize 
changes as they occur and if we have 
thought about the implications of those 
changes.  
 
 
 
 
 
 
 

 
 
 
 

 
 
The Support Futures Team and Scenario 
Based Planning 
 
The Support Futures Team was launched in 
March of 1999.  The idea was to evaluate 
the implications and opportu-
nities for customer support 
organizations based on the 
trends in the industry.  The 
team’s goal is to create a 
strategic look at what is on 
the horizon for customer sup-
port.  Driven to uncover the 
opportunities for support or-
ganizations to increase their value to the or-
ganization and to customers, the  team de-
cided to use scenario based planning as the 
methodology for their work.  This paper 
documents the work of the team to-date and 
is offered as a tool for support organizations 
to use to start strategic conversations within 
their organizations.   
 

 
 
 
 
 
 

Scenario based planning does 
not give you one answer  

it gives you multiple . 

Scenarios are thought 
provoking stories that allow one 

to consider the possibilities of 
an  uncertain future . 

This paper offers a framework 
for organizations to conduct 

strategic conversations . 
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The question? 
 
• What level of service will customers expect?   
• What value will customers place on service ?   
• How can customer service provide maximum value, inter-

nally and externally?  
  
This led into a discussion on drivers.  What are the forces at 
play in the industry? Once identified, the drivers were sorted 
into those that were certain or given (less interesting) and 
those that were uncertain (more interesting).   
 
It is the direction of the uncertain drivers that create uncer-
tainty about the future and so these are the most interesting to 
consider.  

What are the customer service 
business models  

of the future?  

 
 
 

Society and Cultural Drivers 
 
       -Localization in global strategies* 
       -Changes in life structure* 
       -Growing portion of population connected          
        via technology 
       -Increased collaboration with competitors* 
       -Accelerating rate of change 
       -Acceptance and management of change* 
       -Government regulatory requirements* 
       -Employment conditions* 

 
 
 

Technology Drivers 
 

   -Hardware adaptability 
   -Complexity of technology 
   -Characteristics of communication        
    pipes 
   -Pervasiveness of technology 
   -Changes in cost, size, portability 
   -Product life-cycle speed increasing 
   -Standards and non-standards* 
   -Changes infrastructure and knowledge  
    management 
   -Completely new paradigm in  
    technology * 
  

 
 

Economic Drivers 
 
       -Individualized markets 
       -Organizational Models*  
       -Inter–facilitators (infomediaries)* 
       -Market Dynamics* 
       -Value positioning and packaging* 

 
 

Customer Drivers 
 

   -Increased customer options for purchase and  
    delivery 
   -Need for customized solutions and  
    relationships to improve business  
    productivity* 
 

The Drivers 
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Simplifying the drivers. 
 
After a dozen or so uncertain drivers a framework emerged that 
helped simplify the picture. It is nearly impossible to consider 12 
variables at once.  
 
The drivers were simplified into two trends that reflects structure 
and alignment.  How will the company structures change over 
time and what will the company’s focus be? 
 
The range for structure goes from silos with well defined bounda-
ries at one end, to communities with vague boundaries at the 
other end.  
 
The range for alignment goes from a focus on technologies and 
products to a focus on the customers business success.   

“For the 
community,        

by the community”

“Better product 
through corporation”

“Build it and 
they will come”

“From me to you”

Customer Solutions

Silos

Product /Technology

Structure Axis
Alignment Axis

Communities
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Considering these questions while reading the scenarios fuels the mind  
To think critically about each quadrant and its attributes.   
 
 1. What is the value to the customer in each quadrant? 
  For example: Confidence in the relationship with vendor, productivity, or  
  contribution to customer business success ($, flexibility…) 
 
2. What kind of measurement metrics are most valuable in each quadrant? 
  For example: Product quality, knowledge management metrics, or  
  financial success? 
  
3. What delivery systems are most valuable in each quadrant? 
  For example: Enabling peer-to-peer, web-based self-help, or  
  person-to-person? 
 
4. What is the value to the business? 
  For example: Customer experience, market positioning, or  
  revenue stream? 
  
5. What service offerings will be most valuable in each quadrant? 
  For example: Free,  bundled in product, or tiered service levels? 

 
What are the customer service business models for the future? (Considering the key 
stakeholders, the company, the individual, and the customer.) 
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  Delivery: 
• On site 
• Remote Person-to-Person 
• Phone and Electronic 
• Web based Self Help 
• Enabling Peer-to-Peer 
• Community (ex. Linux) 
• Support in the Product 
• Channels/Distributors 

   Metrics: 
• Call Metrics  
• Employee Satisfaction 
• Customer Satisfaction 
• Product Quality 
• Knowledge Management Metrics 
• Rewards and Recognition Criteria 
      Characteristics of Heroes 
• Financial Success 
• Subjective Feedback 
• Learning and Innovation Indicators 

   Value to Customer: 
• Reduced Total Cost of Ownership 
• Productivity 
• Confidence in Relationship/Vendor 
• Contribution to Customer Business  
      Success ($, flexibility) 
• Focus on Core Business 

   Value to Business: 
• Customer Loyalty 
• Revenue 
• Customer Contact 
• Profit 
• Product Sales 
• Customer Experience 

 
   Service Offerings: 
• None 
• Bundled in Product 
• Bundled in Services 
• Free  
• Proactive 
• Per Call 
• Tiered Service Levels 

“For the 
community,        

by the community”

“Better product 
through corporation”

“Build it and 
they will come”

“From me to you”

Customer Solutions

Silos

Product /Technology

Structure Axis
Alignment Axis

Communities



8                    www.serviceinnovation.org The Consortium for Service Innovation 

SCENARIO 1: “Build it and they will come”  
 
Description: (Silo & Product/Technology) 
Companies in this quadrant focus on the value proposition of their products and 
technology and their structure is closed and hierarchical. 
•  Mass production to serve market segments. 
•  Market differentiation/dominance on feature set and price. 
•  Brand loyalty is critical and competition is intense. 
•  Protect intellectual property fiercely (IP issue). 
•  Skills are available but expensive and hard to retain.   
 
 
 
 
 
 
 
 
 
 
 

 
III 

 
IV 

 
II 

 
I 

SCENARIO II: “From me to you”  
 
Description: (Silo & Customer Solutions) 
In this quadrant, companies focus on relationships with customers and providing business solu-
tions specific to each customer. They achieve this through closed and proprietary relationships 
with other providers or through mergers and acquisitions. The companies in this quadrant display 
the following characteristics: 
•  Focus on customer includes satisfying customer business issues, highly customized solutions.    
•  Loyalty-building programs . 
•  Highly competitive marketing objectives; “Us versus them” perspective means limited trust. 
•  Drive toward differentiation based on relationship with the customer and an interest in the  
       customer’s business success. 
•  Partnerships are selectively developed to enhance overall perceived value. 
 
 
 

 
I 

 
IV 

 
II 

 
III 
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SCENARIO III: “For the community, by the community” 
 
 
Description: (Customer Solutions/Communities) 
Companies in this quadrant focus very much on customer relationships. Customer 
business requirements are satisfied through standards-based communities or net-
works of business-functionality providers. Some characteristics of this quadrant are:  
• Providers deliver business functionality not technology and the customers buy business solu-

tions, not products. 
• Various technologies underlying the “solution” are invisible to the customer. 
• Standards are widely adopted for both technology and the communities.  
• Communities are self-regulating and include customers. 
• Security issues and confidentiality issues are handled with a high degree of trust. 
 

 
III 

 
IV 

 
II 

 
I 

SCENARIO IV: “Better products through cooperation”  
 
 
Description: (Communities & Products/Technology)  
In this quadrant, the providers’ focus is on products and technology, time to market 
and price performance.  
• Providers interact in dynamic networks or communities.  
• Customers have lots of choices for technology and functionality. 
• Standards for both technologies and communities are widely adopted. 
• Business relationships between players in the market are standards-based and dynamic.  
• Skills are in short supply and expensive. 
 
 
 

 
III 

 
II 

 
IV 

 
I 
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From: The Art of the Long View:  Planning for the Future in an Uncertain 
World, by Peter Schwartz 
 

1. Create a hospitable climate 
-Welcome diverse points of view and lively discussion. 

 
2. Establish an initial group including key decision makers and outsiders 

-“Experts” and members from a variety of backgrounds are imperative for creating richer 
   scenarios. 
 

3. Include outside information and outside people 
-Organizations tend to achieve a homogenous mindset among the employees that an  
  outsider can help challenge to achieve breakthrough thinking. 
 

4. Look ahead far in advance of decisions 
-Often it is known far in advance when a big decision is going to be made.  However, it is  
seldom that the ramifications of those decisions are thought about early enough to allow  
strategic planning.  
 

5. Begin by looking at the present and past 
-How have you dealt with change in the past?  What are the current industry trends?  More 
questions may arise, and working groups can be formed to answer them. 
 

6. Conduct preliminary scenario work in smaller groups 
-Subgroups are valuable in exploring individual issues in depth, and in creating the  sce-
nario for their focus. Reporting back to the larger group then generates feedback and the 
scenarios can be finished as an effort of the entire group. 
 

7. Playing out the conversation 
-Now you are ready to start asking questions about possible steps in the future, and to 
weigh them against the theoretical scenarios you have produced.  Working groups can look 
at different possible steps and research what they would entail. 

 
8. Living in a permanent strategic conversation 

-A strategic conversation is an ongoing process.  Members will become more confident and 
capable of making decisions as they continue processing information together in the same 
way the decisions are made. 
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Highest Risk:   
The risk involved in scenario based planning 
comes from deciding what to do with your 
new insights into the industry.  Scenario 
based planning is ideal for companies 
who aspire to be leaders and innovators 
in the industry.  By understanding the driv-
ers, predictions can be made on what direc-
tion the industry is moving.  How are the 
customers’ needs changing?  What is the 
differentiator between our competitors and 
us?  These answers will help to determine 
what direction to head next.  Do you put time 
and resources into forming a new kind of 
community?  Decisions on what direction to 
take your organization are always high risk 
when you opt to take the lead.   Use sce-
nario planning to make the most sound pre-
dictions possible. 
 
Perceived risk: 
Innovative decision-making can bring up  
questions that may threaten the traditional 
identity of  your company.  There will be 
many who perceive this as a risk.  Change 
focused at the core of the company will be 
discomforting and upsetting to people.  The 
question one must ask is, what is the risk 
of not changing?  Disruption feeds re-
newal. Just because it is the identity of the 
company in question, do not let these 
qualms hold back progress.  If industry driv-
ers suggest  a shift in course, does one dare 
to maintain the goals and methods of yester-
day?  Opportunities will be missed, and an-
other company will lead the industry forward.   
 
Greatest Value: 
The values of scenario based planning and 
strategic conversations are endless.  By 
bringing people together through discussion, 
producing revolutionary thinking, under-
standing the movements of the industry, and  

 
 
understanding your organization’s place in  
the industry…. the value shows itself.  The 
understanding you achieve allows you to 
prepare for any situation you may encounter. 
The greatest value lies in the stimulating 
conversations, and the relationships that 
develop from them.  For this familiar yet dy-
namic setting breeds the strategies and deci-
sions that are so vital to the company’s 
health.   
 
Most Profound: 
The scenarios were developed to show posi-
tive attributes of each quadrant.  If each has 
its benefits, is it possible to decide that one 
is better than the others?  If so, is it possible 
to make a conscious move in that direction?  
Could an economic system evolve that is 
more sustainable or ethical than capital-
ism?   Maybe society will  undergo a change 
in values that will effect the way business is 
conducted.  Or do you believe that capital-
ism is the highest point of evolution for eco-
nomic systems? Is it uncomfortable to imag-
ining something beyond capitalism?  Is there 
anything of greater value than money in the 
business world?   
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