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Objective:
This study sought to understand whether, and to what degree, an organization’s adoption of customer service and support best 
practices leads to improved outcomes in areas like an organization’s abilities to deliver superior customer experience (CX) and 
better support their service teams, and if those capabilities ultimately lead to more positive business results. The survey was 
commissioned by Zendesk. 

Methodology: 
In the third quarter of 2020, ESG conducted a double-blind, online survey of 1,012 line-of-business decision makers who are 
responsible for ensuring and enhancing the customer service and support at their organizations. Organizations represented 
span all market segments, from small businesses up to large enterprises, and multiple industry verticals like retail, consumer and 
corporate services, financial services, healthcare, education, and technology companies, among others. This eBook is based on 
survey data reported by the N=256 respondents participating based in Latin America (Brazil [N=128] and Mexico [N=128]).

What we learned: 
Organizations with more mature customer service and support capabilities deliver superior customer experiences, put their 
support agents in a better position to succeed, and enjoy dramatically better business outcomes.

Introduction and Research Overview
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To analyze data for this eBook, ESG created a data-driven model that segments respondents (and the organizations they represent) 
into three levels of service and support maturity: Champions, Risers, and Starters. The model uses seven questions from the survey 
as inputs to determine an organization’s service and support maturity. Each of these seven questions serves as a proxy for an 
organization’s adoption of a customer service and support best practice and assesses either the organization’s team, tools, or the 
data they have at their fingertips to help drive better performance.

6+ characteristics, 
39% of market

4-5 characteristics, 
34% of market

0-3 characteristics, 
28% of the market

The maturity scale in Latin America:

1.	 Are service/support staff skilled up 
and trained appropriately?

2.	 Does the organization maintain 
staffing levels needed to ensure  
non-disruptive service?

3.	 How well does the organization  
use customer service/support 
learnings as a feedback loop to 
optimize products, services, and/or 
business processes?

4.	 How quickly can the organization turn 
feedback from customers into action?

5.	 Does the organization have all  
the customer service and support 
data and key performance  
indicators it needs?

6.	 How real-time is the customer  
service and support data the 
organization possesses?

7.	 What is the quality of the service and 
support tools provided to agents?

Segmenting Organizations in Terms of Customer Service and Support Maturity:

Segmentation Questions

	C hampions

	 risers

	STARTERS

COUNTRY MATURITY RANKING:

2. Mexico  
(37% Champions)

1. Brazil  
(41% Champions)

Back to Contents

CX Champions: How CX Leaders Who Raise Their Game Are Driving Business Success – Findings in the LATAM region



CX Champions: How CX Leaders Who Raise Their Game Are Driving Business Success – Findings in the LATAM region 5

© 2020 by The Enterprise Strategy Group, Inc. All Rights Reserved. 

	S tarters:
These organizations are the least mature today when it comes to customer service and support maturity. They have adopted 
three or fewer of the best practices in our maturity model and typically have customer service employees who are more in need of 
formal training, are overwhelmed with their current workloads, and do not have the data or tools to act on customer feedback to 
improve their products. Based on our research, Starters account for 28% of the Latin American market.

	R isers:
These organizations have made significant progress up the customer service and support maturity curve. They have adopted four 
or five of the best practices in our maturity model but typically still have significant room to improve when it comes to their ability 
to quickly capture customer feedback and use it to evolve business processes. They also very rarely report their organization can 
capture all the service and support metrics they would like. Finally, only about one-quarter believe they provide support teams 
with truly best-in-class tools to do their jobs. Based on our research, Risers account for 34% of the Latin American market.

	C hampions:
These organizations employ six or seven of the best practices prescribed by our maturity model within their service and support 
organizations. These include appropriately staffing and upskilling their teams, employing service and support tools that allow 
agents to do their jobs well, capturing comprehensive and timely service and support data, and putting that data to work to 
optimize the team’s performance. Based on our research, Champions account for 39% of the Latin American market.

The Latin American region leads the rest of the world in terms of 
maturity, where 21% of surveyed organizations were Champions, 
33% were Risers, and 46% were Starters.

Back to Contents
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1.5x
more likely to have an 

average first response time 
of less than an hour. 

2x
more likely to  

report <1% of customer 
issues can’t be resolved.

37% 
faster total resolution 

times, on average.

Delivering 

10% 
Increasing one-touch 

resolutions by

Relative to Starters, Champions are:

Key Takeaway:   
High Maturity Leads to Customer Experience Excellence 
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When it comes to customer service and support, speed matters. Our research shows that Champions are much more agile than their less mature counterparts. 

When a customer reaches out with a question or problem, the last thing a business wants is for them to wait such a long period of time for a response that they become disgruntled. The 
data shows that as a group, Champions in Latin America are significantly more responsive: They were 1.5x more likely to say their average first response time is less than 1 hour (43% 
versus 28%). On average, Champions’ first response comes 49 minutes faster than Starters’.

We also measured average total resolution time—the amount of time that goes by from initial inquiry to successful resolution (this quantitative measure of customer-centric agility is even 
more important than the first quantitative measure). Once again, Champions outstrip the competition with a mean total resolution time 37% faster than that of Starters, a difference of 
nearly 2.3 hours. 

Champions are  
1.5x MORE LIKELY 

than Starters to 
report <1 hr.  
average first  

response times

Champions 
achieve  

37% FASTER 
average resolution 
times than Starters

Delivering Customer-centric Agility

We asked: From the time a customer makes an inquiry, support request, or submits a help ticket, on average, 
how much time goes by before they receive a response from a customer service representative (i.e., average 
first response time)? (Percent of respondents)

We asked: On average, from the time a customer makes an inquiry, support request, or 
submits a help ticket, how much time goes by before a successful resolution is reached  
(i.e., average resolution time)? (Mean number of hours)

Back to Contents

28%

52%

20%

42%
50%

7%

43% 45%

11%

Less than 1 hour 1 to 4 hours More than 4 hours

Starters (N=71) Risers (N=86) Champions (N=99)
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20%

42%
50%

7%

43% 45%

11%

Less than 1 hour 1 to 4 hours More than 4 hours
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5.9

4.1
3.7

Starters (N=70) Risers (N=85) Champions (N=99)
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Speed alone won’t lead to an organization being a Champion of customer service and support. Just as important is efficacy: The answers you provide to customers must be helpful in 
addition to delivered quickly.

When customers reach out with a problem, organizations must strive to provide a satisfactory resolution. While there will always be some number of customer issues that cannot be 
successfully resolved, organizations possessing the best positioned teams, using the best tools, and making the most intelligent use of their data drive this number down: Champions are 
2x more likely than Starters to report that less than 1% of all customer issues go unresolved (30% versus 15%). 

Another measure of efficacy is the rate of “one-touch resolutions.” When customers reach out, agents with the information, experience, and technology needed to solve the problem can 
often do so in a single interaction. On average, Champions estimate that 85% of customer issues are resolved with one touch, a figure 10% higher than what Starters estimate. 

Providing the Answers Customers Actually Need

We asked: Of all customer service inquiries, support requests, or help tickets your organization’s customer 
support staff receive, what percentage are they unable to successfully resolve? (Percent of respondents) 

We asked: What percentage of customer service inquiries, support requests, or help tickets  are 
customer support staff able to successfully resolve with a single customer interaction  
(i.e., percent of one-touch tickets)? (Mean)

Champions are  
2x MORE LIKELY 

than Starters to 
report <1% of issues 

are unresolvable.

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .
Champions enjoy   

10% MORE  
one-touch 

resolutions than 
Starters

Back to Contents
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35%
30%
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30%
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Businesses want customers to recognize they are helping them—not 
for customers to feel like they’ve had to work hard for the support 
they deserve. For example, if the customer must be transferred to 
multiple departments to find their answer, repeatedly reach out to 
obtain the right response, or use multiple channels to receive an 
appropriate solution, they’re working far too hard. 

In this regard, one measure of an organization’s success is its 
customer effort score (CES). Serving as a proxy for CES, in our 
survey, we asked respondents to estimate the percentage of 
customers they believe would agree that their company made it 
easy to handle their issue. On average, Champions believe 87% 
of customers would agree they are easy to deal with, which is 
significantly higher than what Starters believe (79% of customers).

Speed + Effectiveness: A Winning Formula 
to Minimize Customer Effort

We asked: Based on feedback your organization has received, what percentage of customers do you think would agree 
that your company made it easy to handle their issue (otherwise known as your customer effort score)? (Mean)

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .

Champions see an 
10% INCREASE  

in customer  
effort scores.

Back to Contents
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4.4x
more likely to evaluate 

their ability to build 
historical cross-channel 

profiles as market-leading.

1.6x
the agent throughput 

(tickets per agent,  
per month).

5.8x
more likely to rate the 

turnover rate of customer 
service and support staff as 

not at all problematic.

2.3x 
more likely to enable 

seamless cross-channel 
support to better serve 

their customers. 

2.8x 

Relative to Starters, Champions are:

Key Takeaway:   
High Maturity Sets Agents Up for Success

more likely to describe 
their customer 

representative efficiency/
throughput as market-

leading or strong. 

Back to Contents
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When it comes to empowering agents, Champions set themselves 
apart from the pack in two ways. The first is visibility. For an agent to 
be in the best position to help a customer, they need information, 
including answers to questions such as: What products has the 
customer bought? What issues have they had in the past? How 
successfully were they resolved? With more information in hand, 
the agent can ensure the next support interaction is a positive one 
for the customer. Champions rate their ability to build historical, 
cross-channel customer profiles as market-leading at 4.4x the 
rate of Starters, ensuring their agents have more of a customer’s 
information at their fingertips.  

The next clear difference is adaptability, meaning the ability of an 
agent to toggle the channel of engagement on the fly to better serve 
the customer. For example, after a few minutes of an online chat, 
an agent may determine that pivoting to a phone call would more 
quickly get the customer to a resolution. Champions are enabling 
this capability. Over three-quarters (79%) of Champions report 
cross-channel toggling capabilities are not only present, but also 
seamless within their support organization. Just 35% of Starters 
report the same. 

Delivering Dual-pronged Cross-channel 
Capabilities: Visibility + Adaptability

We asked: How would you rate your organization’s ability to build historical, comprehensive  
(i.e., spanning all channels of interaction) customer profiles? (Percent of respondents)

We asked: Do customer service staff have the ability to change the channel they are interacting with a customer 
on in order to better serve their needs (e.g., toggle the conversation from a phone call to a chat discussion with a 
customer)? (Percent of respondents)

Champions are  
4.4x MORE LIKELY  

than Starters to 
report market-

leading customer 
visibility.

Champions are  
2.3x MORE LIKELY 
than Starters to offer 

seamless cross-
channel toggling.

Back to Contents
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Providing teams with the best tools, training, visibility, and cross-channel adaptability should help optimize productivity. From a qualitative perspective, that is exactly what respondents 
report: 78% of Champions rate representative efficiency as market-leading or strong, 2.8x the rate of Starters (28%).

While the qualitative discrepancy in agent efficiency is noteworthy, the quantitative gaps may be more so. We asked how many staff are exclusively or predominantly focused on customer 
service and support. We also asked the total number of inquiries, requests, and tickets handled per month. Using these two data points, we calculated the average number of tickets 
handled per support team member, per month. As a cohort, Champions shine on this metric, with agents handling 1.6x as many requests per month as Starters.

Market-leading Agent Experience Drives Productivity

We asked: Generally speaking, how would you rate your customer service organization regarding 
customer representative efficiency/throughput? (Percent of respondents)

We asked: Customer service inquiries handled per representative, per month (Mean)

Champions are  
2.8x MORE 

LIKELY  
than Starters 

to have strong/
market-leading 

agent efficiency.

Agents at Champions are  
1.6x MORE PRODUCTIVE  
than those at Starters.

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .
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Representatives at Champions have the tools they 
need to be productive. This helps customers, but we 
hypothesize it is also good for the agents in terms 
of fostering feelings of capability, effectiveness, 
and value. The data suggests this: When we asked 
respondents to describe the turnover rate within the 
service and support organization, Champions stated 
turnover is not at all problematic 5.8x more often 
than Starters (10%). Clearly, by giving employees the 
tools they need to perform their jobs, in addition to 
appropriately training and staffing them, Champions 
struggle less with retention. 

Empower Your People and  
You Will Keep Them

We asked: How would you rate the turnover rate of customer service and support staff at your organization? 
(Percent of respondents) 

Champions are  
5.8x MORE LIKELY 

than Starters to  
not experience  

turnover issues.

Back to Contents
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4.4x
more likely to say  

they exceed  
CSAT targets.

5.9x
more likely to believe 

their effort to support 
customer service agents is 

very smooth. 

2.2x
more likely to be seen  

as competitive 
differentiators.

2.3x 
more likely  

to have gained  
market share.

6.5x 

Relative to Starters, Champions are:

Key Takeaway:   
High Maturity Drives Business Success

more likely to have 
driven customer spend up 

significantly.
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Faster and more effective support should 
improve customer satisfaction. To validate 
that maturity is linked to customer 
satisfaction, we asked respondents how 
their organization performs relative to 
their customer satisfaction (CSAT) goals. 
Champions have outperformed their 
peers by a wide margin. Champions are 
4.4x more likely than Starters to say they 
exceed CSAT targets.

Our data shows that customer satisfaction 
is related to other business outcomes, like 
market share growth. We asked respondents 
to describe their organization’s performance 
over the past six months: whether they 
experienced a net increase in customers; 
had no change in the number of customers; 
or experienced a net loss in customers. More 
than three-quarters (79%) of Champions 
reported an increase in customers, 2.3x the 
rate of Starters (35%).

Delighting Customers Grows  
Market Share and Spend

We asked: How does your organization generally perform in terms of customer satisfaction (CSAT)? 
(Percent of respondents)

We asked: In the past 6 months, which best describes how your organization has performed? 
(Percent of respondents)

Champions are  
4.4x MORE LIKELY  
than Starters to exceed 

CSAT targets.

Champions are  
2.3x MORE LIKELY 

than Starters to 
be growing their 
customer base.

Back to Contents
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We also observed linkage between customer satisfaction and customer wallet share. We asked respondents how spending per customer has changed over the past six months. While 
the majority (52%) of Champions stated that spending has increased significantly, just 8% of Starters did so, meaning Champions are 6.5x more successful than Starters at growing 
customer spend significantly over time. 

We asked: Over the past 6 months, how would you characterize the change in the amount per year that your customers spend with your 
organization (i.e., how much the average customer spends on your goods and services per year)? (Percent of respondents)

Champions are  
6.5x MORE LIKELY  

than Starters to be 
significantly growing 
customer spending.

Back to Contents
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Due to COVID-19, many employees–including service and support teams—have shifted to remote work: 54% of respondents reported their organization 
has enacted more flexible remote work policies as a result. Among those that have increased remote work flexibility, 66% of respondents say their 
organization may make these policies permanent.

This trend has the potential to disrupt customer experience. We asked respondents to characterize the process of supporting more customer service 
and support agents working from home and saw stark differences between maturity levels. The plurality (40%) of Champions report that the pivot to 
supporting remote agents is going very smoothly while the majority of Starters (51%) say the transition could be better or has been rough.

Based on ESG’s research, Champions are also feeling much more prepared for “what’s next.” When we asked respondents how confident they are in 
their organization’s ability to adapt and thrive through major economic and societal disruptions, we saw a great divide. Respondents at Champion 
organizations were 4.8x more likely than those at Starters to be very confident in their organization’s ability to handle future disruptions.

Resilience Today Begets Confidence About the Future

We asked: How do you believe the efforts to support more customer service and support agents or 
representatives working from home are going (based on your perception or feedback from employees)? 
(Percent of respondents)

We asked: How confident are you in your organization’s ability to adapt and thrive through major 
societal and macroeconomic disruptions? (Percent of respondents)

Champions are  
5.9x MORE  

SUCCESSFUL 
than Starters pivoting  

to remote work.

Champions are  
7x MORE LIKELY  

than Starters to be very 
confident in their  
buisness’s future.

Country-level difference: 
Respondents in Brazil were 
significantly more likely than 
their Mexican counterparts 
to be very confident 
in their organization’s 
ability to adapt and thrive 
through major societal and 
macroeconomic disruptions 
(46% versus 33%).
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Country-level difference: Respondents in Brazil were significantly more likely 
than their Mexican counterparts to report that their customer service and support 
functions are viewed as a competitive differentiator (62% versus 46%).
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We asked respondents how senior leadership at their organizations view the 
customer service and support organizations. They could select a number between 5 
(customer service and support team is a competitive differentiator) and 1 (customer 
service and support team is a drag on the business). The higher the maturity of 
the service and support organization, the more likely the team is to be seen as a 
competitive differentiator: 76% of Champions say business leaders would rate 
them as a 5, compared with just 34% of Starters. 

Senior business leaders at Champions say their service and support teams set them 
apart from the competition. For CX practitioners looking to increase the internal 
influence of—and esteem for—the service and support team, implementing the best 
practices of Champions is a worthwhile endeavor. 

Competitive Differentiation

We asked: How does senior leadership view your organization’s customer service 
and support function? (Percent of respondents)

Support teams at 
Champions are  

2.2x MORE LIKELY   
to be seen as  
competitive 

differentiators.
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FOCUS 
Make CX performance a 
critical focus area of 
business executives.

Compared with lower maturity  
organizations, Champions:

Next Steps:    
Three Actions that 
Champions Take 
(that Others Do Not)

TRAINING INVEST
Invest more time and effort 

in training for their 
service and support staff.

Are growing their 
investment in CX tools and 

technologies.
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ESG research indicates that leadership teams at most (56%) Starters infrequently review CX metrics, while over a third of those at Champion organizations review metrics daily. More 
specifically, business leaders at Champions are 5.4x more likely than those at Starters to review CX metrics daily. This exemplifies the importance, from the top down, that Champions 
ascribe to CX performance.

ESG research indicates that Champions prioritize training. Quantifying this difference, Champions provide an average of 1.4 more days of training for service and support staff per year. 
This shows that Champions recognize service and support is still a predominantly person-to-person operation and you can’t underestimate the importance of putting your team in a 
position to succeed. 

What Sets Champions Apart

Executives at  
Champions are  

5.4x MORE  
LIKELY   

than those at  
Starters to review 

metrics daily.

Agents at Champions receive   
1.4 MORE DAYS  
per year in training than those at Starters.

We asked: How frequently are CX metrics (e.g., NPS, CSAT, customer retention, etc.) reviewed by your organization’s 
senior leadership – such as C-suite business executives (CEO, CFO, COO), or equivalent? (Percent of respondents)

In a given year, how much formal training and education does the typical customer 
service employee (excluding new hires) receive during regular working hours?  
(Mean number of days) 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .
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7%

31%

56%

16%

53%

29%

38%

48%

13%

Daily Weekly Monthly or longer

Starters (N=71) Risers (N=86) Champions (N=99)

4.4

5.6 5.8

Starters (N=68) Risers (N=86) Champions (N=98)



18%

42%

31%

8%

26%

58%

14%
1%

60%

29%

8% 3%

Increase significantly Increase somewhat Flat Decrease

Starters (N=71) Risers (N=86) Champions (N=99)
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While Champions already 
perform at a higher level than 
less mature organizations, 
they are aggressively investing 
in solutions for the future. 
Champions are 3.3x more 
likely than Starters to 
expect tool and technology 
investment to increase 
significantly over the next 
12 months. Continuous, 
technology-driven CX 
improvement is an area 
Champions are focused on.

CHAMPIONS ARE  
3.3x MORE LIKELY 

than Starters to 
significantly increase  

CX investments.

We asked: How do you expect your organization’s investment in CX tools and technologies to change over the next 12 months? 
(Percent of respondents)
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About ESG

Enterprise Strategy Group is an IT analyst, research, validation, and strategy firm
that provides market intelligence and actionable insight to the global IT community.

LEARN MORE

Zendesk is a service-first CRM company that builds support, sales, and customer engagement software designed to foster better 
customer relationships. From large enterprises to startups, we believe that powerful, innovative customer experiences should be 
within reach for every company, no matter the size, industry, or ambition. Zendesk serves more than 160,000 customers across a 
multitude of industries in over 30 languages. Zendesk is headquartered in San Francisco and operates offices worldwide.  
Learn more at www.zendesk.com/.
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Methodology and Demographics

To gather data for this report, ESG conducted 
a comprehensive survey of business decision 
makers responsible for ensuring and enhancing 
customer service and support at their 
organizations. Organizations represented spanned 
the globe, including Latin America (N=256), Europe 
(N=250), Asia (N=250), and Latin America (N=256). 
Organizations represented were split between 
SMBs (those with <100 employees, N=500), 
midmarket organizations (those with 100-999 
employees, N=255), and enterprises (those with 
1,000 or more employees, N=257). The survey was 
fielded between July 14, 2020 and August 8, 2020. 
All respondents were provided an incentive to 
complete the survey in the form of cash awards 
and/or cash equivalents.

After filtering out unqualified respondents, 
removing duplicate responses, and screening 
the remaining completed responses (on several 
criteria) for data integrity, a final sample of 1,012 
respondents remained. The figures that follow 
detail the demographics of respondents located in 
Latin America, who were covered in this eBook. 

Note: Totals in figures and tables throughout this 
report may not add up to 100% due to rounding.

Respondents by job function

Respondents by total employees Respondents by responsibility

Respondents by industry
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Executive 
management, 51%

Sales, 26%

Customer 
service, 10%

Marketing, 7%

eCommerce, 3%
Customer experience, 3%

Field service & 
support, 1%

Executive 
management (e.g., 

CxO, President, 
Managing Director, 
EVP/SVP/VP, etc.), 

23%

Senior management 
(e.g., Senior 

Director, Director, 
Senior Manager, 

etc.), 59%

Management, 19%

21%
12%

9%
9%

7%
5%
5%

4%
4%

3%
3%
3%

2%
2%
2%
2%
2%

1%
2%

Retail, wholesale, and distribution
Computer software and services

Consumer services
Education

Consumer products
Automotive

Construction and building materials
Financial services

Industrial manufacturing and services
Corporate services

Healthcare equipment and services
Media and entertainment

Aerospace and defense
Computer hardware

Government and non-profit
Telecommunications

Transportation
Chemicals, metals, and mining

Other

12%

7%

14%

25%

10%
12%

5% 5% 5% 5%

Fewer
than

10

10 to
24

25 to
49

50 to
99

100 to
499

500 to
999

1,000
to

2,499

2,500
to

4,999

5,000
to

9,999

10,000
or

more
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