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La matrice dei processi di servizio
Over the past 2 decades, services have accounted for an increasing share of global trade and investment. In fact the service industry is the fastest growing component of the U.S economy. It’s easy to think of service jobs as positions in retail, travel and entertainment but nearly every industry utilises service systems in their operations.

A useful tool in understanding the different elements of a service system is the Service-System Design Matrix.

The matrix demonstrates the relationship between 3 key factors of service, and how these factors relate to service production and delivery. 

The first factor is the degree of contact between the consumer and the service provider; shown at the top of the matrix. There are 3 degrees of contact. In the buffer core, there is no contact. The permeable system allows for some customer contact either by phone or face to face. Finally the react able system is both permeable by the customer, and responds to his or her needs.   

The left side of the matrix tracks the second factor of service, which is the opportunity for sales. The greater the amount of contact; the greater the sales opportunity. 

The right side of the matrix represents the third factor o the system; the production efficiency. Services that require a large amount of customisation and customer input have lower efficiency.  The matrix identifies six common ways in which services can be delivered. These methods range from mail contact, which involves no direct contact with the consumer. To face-to-face total customisation; which responds directly to the needs of the customer. 

The matrix system demonstrates that as customer influence increases, production efficiency falls, this offset however by an increase in opportunity for sales. In order to understand how the matrix works, we’ll examine it in a familiar business that utilises the six delivery systems; a bank. Chase Bank provides financial services for both individuals and businesses. Because it offers a variety of services Chase uses many service delivery systems in its day-to-day operations. 

The first service delivery system; mail contact is demonstrated by the monthly balance statements Chase sends to its customers. In order to provide sales opportunities Chase includes promotional materials in each mailing.

Michael Cleary – Head of Retail Marketing, Chase Bank. 

“We can put statement inserts in your statement, that is individually delivered to you. That’s a technology that we are within about a year of doing. We can effectively put a direct mail piece in your statement for that month and make sure that it is targeted. But in general, statement inserts aren’t targeted. Our job is to make them more and more targeted, because then people respond to them when its meaningful.”

The next delivery is Internet and on-site technology. This system allows for no direct customer contact. So while there is very little sales opportunity, there is a very high level of production efficiency. An example of on site technology is an Automated Telling Machine. Computer screens and printed receipts provide marketing possibilities, but no direct sales. 

Internet banking allows for some customisation and provides a higher opportunity for sales.

“There was a time when everyone thought that online banking was going to take over from branch banking; that would just be of huge economic value to online banking. I don’t think that’s necessarily true. Most of the staff in online banking are still processing the back end in the way it used to be. We are just presenting it to the customer, so it is really about providing another channel of choice for the customer as opposed to finding a real efficient way for the bank to save money. 

Online banking is really just about convenience; we continue to try to be able to do everything you can in a branch online. Its’ not that we want you out of the branch, by the way, we love you to come into the branch. In fact we think we’re a human to human business., we’d rather have you come into the branch but we know that you like different channels and different times. And so whether it’s the ATM, the branch, or online we want you to be able to do all of the functions across most of those channels, whenever you chose. Because we can’t predict when you want to use them. Online banking is very, very convenient.” 

A phone contact system may involve some customer contact. Today most phone inquiries are handled by automated menus. If a customer needs to speak directly with a telephone banker, production efficiency is compromised, but the opportunity for sales increases. 

“You may not be able to go to the branch during the day and you’ve got a cheque issue then, you can call the telephone banking. More of a service channel, we do some sales there but not a lot of sales. The training for those telephone bankers is a little different than for those in branch. We encourage our telephone bankers when they cover a need with someone on the phone that they refer to a branch. If the customer doesn’t want to go to the branch we will fulfil the need there. But our goal in telephone banking is to uncover a need and refer to a banker in a branch. We spend a lot of time and money training those bankers and everyone should push customers there; only if they want to.”

Face to face tight specs refers to a situation with tight specifications, in which there is very little variation in the process. An example of this type of system is the interaction between a customer and a teller. Only a limited variety of services are available. The teller provides some personalised service, which creates customer loyalty. And he/she can direct a customer to a personal banker if there is a sales opportunity. At the same time, the transaction has less production efficiency than it would if it were conducted through an ATM.

“The number one transaction people do with a bank; they either put money or take money out. And they do lots of that, put money in then take money out, then the teller is the one that has interface with that. Tellers are also the ones that other customers tend to know by name when they come into the branch every week, so they are a very important part of making our customers feel right.”

With face-to-face loose specs, the service process is generally understood but there are some options in the way that the service is performed. For example, many variables may affect how a loan is structured, or what type of checking account is best for a specific client. At Chase personal bankers provide this type of service.

“I think the role of a personal banker, is in many ways, as the coach, to bare all of the resources for that customer. It’s really hard to have someone understand all those fancy tools. We understand that. Some banks try to have the personal banker do it all, we don’t. We think that the banker should sit down with the customer and cover the needs.”

This type of service provides a high opportunity for sales but is not very efficient. At the same time, while customers are offered products that suit their needs, they are chosen from standard products that the bank offer. 

The service delivery system with the highest degree of customer interaction is the face-to-face total customisation. This refers to service encounters in which specifications are developed by both the customer and the service provider. 

“Private client services rep really is dealing with a customer that has very sophisticated financial needs. So they have got to be a lot more trained especially on investments. It tends to be around investments. These are people that have 1 million, 2 million and up to 25 million dollars invest able assets. So, we may have to bring in research analysts about particular bonds they want to buy. We would have to help them with some equities, we may manage for some of those people their real estate, their oil wells, they may have special insurance needs, so we have people that have significant art collections that we’d have to bring to bare people that can do that for them. So it is a real personal banker that you can call that would take care of your deposits for you if you wanted.”

Face-to-face total customisation allows for a wide degree of latitude in tailoring the service to meet the specific needs of each individual client. Although production efficiency is at its lowest, sales opportunities more than make up for lost efficiency. In many cases these systems continue to serve individual clients throughout their lifetime. 

The Service-System Design Matrix defines the relationship between the service delivery system, the degree of customer contact, the opportunity for sales and production efficiency. It identifies six main types of service delivery systems from simple mail contact to face-to-face total customisation. It illustrates many of the variables and constraints of a service system. It can be used to identify worker requirements and to find the focus of a particular operation. In the end understanding the Service-System Design Matrix is key to the success of any service operation.

