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Introduction: Realising ROI 
from Self-Service technologies
According to SDI research, the service desk industry has witnessed an increase in the adoption of self-service technologies. 
Moreover, the majority of industry practitioners and professionals believe this adoption will grow in the future advising that 
investing in new tools and technology will enable them to deliver better services.

The increase in the adoption of self-service tools is undoubtedly due to the range of associated benefits that comes with 
the implementation of such a solution, most commonly reduced suppor t costs, increased customer satisfaction and a  
round-the-clock suppor t channel. However, the number of organisations that have realised these benefits and have achieved 
the anticipated return on investment (ROI) are few, less than 12% according to recent SDI research.

This statistic alone could deter organisations seeking to implement new solutions as ar ticulating ROI is a critical par t of 
understanding the value organisations can derive from implementing self-service technologies. However, this repor t aims  
to redress this imbalance by studying a range of different organisations who have achieved varying levels of return from 
their self-service technology implementations. In doing so, it is possible to identify commonalities between organisations  
that achieve limited levels of ROI and compare them with organisations who realised higher levels of ROI, in 
effect higher performing organisations.

Service desks that are planning self-service implementations will benefit from the insight created as a result of this research 
and analysis. The repor t looks in detail at organisations through the varying levels of ROI and identifies key factors for 
success, distilling these in iterative steps to unlock the full potential of a self-service por tal.
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Methodology

To understand why some organisations realise higher levels of ROI from the implementation of self-service solutions and 
indeed why some organisations do not, this repor t will analyse a series of factors that have a direct impact on the success 
of self-service implementation. The pool of organisations is split dependent on the level of ROI that has been achieved, 
moving from poor performing organisations to those exceeding expectations. Each cohor t has been assessed using the 
following factors:

Age:  The age of a self-service suppor t solution
Respondents to this survey were asked to provide the current age of their self-service por tal. Understanding how the 
age of a self-service technology implementation impacts on its success is vital for several reasons. Foremost, it allows for 
a greater understanding of how age impacts on success. For example, the initial investment, often the costliest aspect of 
a technologies procurement, will become diluted over time. A lengthier period of time from an initial implementation 
allows for greater cost distribution as the often-distor ting effect of the initial investment is offset against returns over a 
longer period. Fur thermore, it would be reasonable to expect a tool that has been in place longer to have become more 
embedded in the suppor t ecosystem and therefore provide greater returns.

For balance, age is a factor considered at all levels of this research to ensure it neither distor ts the findings nor becomes 
associated as a sole cause of success. 

Motivations:  The reasons for implementing a self-service proposition
Organisations are likely to have different reasons for implementing a self-service technology. For many, these motivations will 
be fuelled by the perceived benefits of the technology, focusing on tangible outcomes. For others, broader and less tangible 
motivations take the forefront of decision making. Understanding these motivations, and how they have impacted on an 
organisation’s ability to realise a return on their investment is a crucial factor.

Spotting commonalities between the motivations of high-performing organisations will provide insight into the motivations 
that are most likely to succeed. For example, is there a clear trend for organisations motivated by par ticular factors 
which has helped achieve higher returns than others? Additionally, does the number of motivations have an impact on 
organisational success?

Understanding the motivations for implementation provides detailed insight into how organisations are calculating a return 
and if there are patterns that indicate self-service por tals are more successful under cer tain star ting conditions.
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Motivations Met: Meeting expectations
The motivations an organisation sets out with are a strong indicator of the expectations they have for any future benefits. 
Therefore, it is critical to identify to what extent the organisation has met its motivations and what impact this has on ROI. 
For some organisations, meeting all motivations does not necessarily result in higher levels of ROI. Similarly, others may have 
focused specifically on core motivations so meeting those motivational expectations is aligned with success.

Where this factor is of par ticular value is when identifying if specific motivations are more likely to be attainable. Providing 
insight into which motivations helped deliver the potential outcomes that self-service offers.

User preference: What the user favours
As this research progresses, it becomes clear that user preference plays a significant role in successfully incorporating self-
service functionality into a suppor t ecosystem. So a suppor ting data set to shed more light on the motivations met by 
organisational focus on user preference is paramount. Most commonly, this preference manifests itself in users preferring to 
utilise a self-service suppor t channel, or other direct methods of contacting the service desk.

It is possible to view customer preference as a factor in a number of ways; foremost as an outcome of the development, 
implementation and promotion of a self-service suppor t channel. 

Obstacles Encountered: Barriers to success
Understanding the obstacles faced by organisations is key to identifying which factors have the greatest impact on ROI. 
Throughout the implementation life-cycle, organisations will undoubtedly encounter a series of obstacles. Identifying trends 
within these obstacles and how they limit the ROI in different organisations offers the oppor tunity to reveal the greatest 
inhibitors to success and also offers organisations implementing a self-service solution, the foresight necessary to avoid 
them.

Benefits Achieved: Deriving value
Finally, assessing the benefits that have been recognised by the organisations in this research is vital to understanding the 
likelihood of achieving par ticular benefits and which benefits have the greatest impact on ROI. For example, some benefits 
feature more commonly in higher ROI categories. Alternatively, they may mismatch the motivations of lower ROI cohor ts.
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Cohort One: Less than 25% of ROI achieved
The first sector in this study sits at the lowest end of the value potential - organisations that have achieved less than 25% 
of expected return on investment. Organisations in this cohor t are likely to have encountered the most and broadest range 
of obstacles and met the least of their initial motivations. Never theless, understanding the blend of motivations, obstacles 
encountered and benefits achieved allows for organisations to mimic successes that offer the first foundations of ROI while 
avoiding the failings to unlock the higher levels of business value potential.

 

The ages of self-service tools in this cohor t varies considerably, although most commonly they sit within the younger 
categories between one and three years. Age is likely to have a distor ting impact on the perceived success of a self-service 
tool as often they provide a greater return once they have matured; largely due to overcoming initial obstacles like process 
and culture change. It is surprising, albeit encouraging from a data analysis perspective, to see a quar ter of the respondents 
in the lowest ROI category with relatively aging self-service tools.

Crucially, the sample within this cohor t represents a broad enough range of ages to ascer tain that some challenges and 
obstacles faced by this group are great enough to inhibit ROI; even over an extended period as the challenges experienced 
span a broad range of age categories.

13%

12%

38%

37%

1-2 Years

2-3 Years

4-5 Years

over 5 Years

Age of Portal

Motivations
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The motivations cited by organisations in this cohor t are broad with the average organisation citing three motivations over 
five categories. The most commonly cited motivation focuses on improving service for end-users with 100% of respondents 
identifying it as a core objective. This is in stark contrast to the general industry perception of self-service implementation 
as predominantly a cost reduction excersise. Following this, respondents cited at least one of the more tangible motivations, 
most commonly, freeing up resource to provide more creative value utilisation oppor tunities and time efficiencies which 
actuates fur ther workforce optimisation (WFO). 

Significantly, only 25% of the organisations in this cohor t were responding to user demand. Notably, the spread across 
motivations in this cohor t is far narrower than those cited in higher-performing segments. For example, none of the 
responses at this stage fit the classifications for supplier suppor t and recommendations or pressure from the business. The 
latter, combined with the low rates of user demand cited by this group, allow for the inference that, without a foundation 
of suppor t from customers and the business, organisations have to use far more effor t to drive self-service adoption rates. 
This in turn, could create additional costs or overheads which may not have been considered during the planning stage of 
an implementation project. 

Each factor impacts the organisation in a different way. Business pressure to implement self-service may seem negative at 
first but often brings with it, the buy-in and suppor t from senior leaders to help drive user adoption and long term utility, 
over limited shor t term interest. Similarly, one of the greatest challenges a self-service implementation can face is limited 
user adoption. The likelihood of encountering this challenge increases if there is a low level of user demand from the outset.

 

As would be expected from the lowest ROI cohor t, 6% of respondents achieved none of their motivations with the 
remaining 94% meeting some of them. Not one single respondent met all of their motivations highlighting a significant gap in 
the motivations that organisations set out with at the star t and those they were able to achieve. Par ticularly the universally 
cited ‘desire to improve customer experience’ was missed by at least 6% of the cohor t.

Often, it is challenging for organisations to truly validate return on investment, however, by measuring their achievements 
with the objectives they set out at the star t of the implementation, a clearer picture of value emerges.

6%

Motivations met

94%

Some 

None
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Providing an alternative suppor t and communication channel for customers is the core focus of most self-service 
implementations. Crucially, therefore, we need to understand how customer preference influences the ability of 
organisations to achieve a reasonable return. 

Unsurprisingly, all respondents in the weakest ROI cohor t advise that their customers prefer to use alternative 
communication channels to the self-service suppor t channel. Undoubtedly this impacts on the ability of these organisations 
to achieve a reasonable return; par ticularly when the motivations behind self-service implementation comprised a blend of 
improved customer service and tangible savings, resulting from resource utilisation oppor tunities and time efficiencies.

This preference is rooted in a range of causes. From the outset, customers may simply have a rooted preference for other 
communication channels, a cause reflected in the limited user demand noted in the motivations category. However, there 
are causes that are influenced entirely by the activities of the service desk. Most notably, a poorly designed self-service user 
experience that is neither intuitive nor friendly is a common culprit in organisations that have poor self-service adoption 
rates.

Providing a self-service por tal alone does little to encourage user adoption. Service desks must strive to develop a 
proposition that will become a well utilised suppor t resource through ease of use and efficiency. Commonly, self-service 
solutions are designed from a technical and process orientated perspective, using uncommon or technical language, and are 
laid out in a format that does not reflect what a user would perceive, as a natural way to initiate a suppor t interaction.

Many of these causes contribute to the creation of considerable obstacles for service and suppor t organisations severely 
impacting on their ability to achieve reasonable ROI on self-service solutions.

 

Yes

No
100%

25%
38%

62%
87%

74%

Take too long as a communication channel

Not easily accessible

Difficult to use / not intuitive

End users prefer the human touch

Lack of marketing awareness
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An extension of the user preference challenges, discussed in the previous segment, is present to a greater extent 
when assessing the full range of obstacles faced by organisations in this cohor t. The greatest obstacle, cited by 87% of 
respondents, is that customers simply prefer the human touch when seeking suppor t. 

The second most common obstacle is a lack of awareness about the availability of self-service capability. Arguably, adoption 
rates and customer preference will suffer if the awareness of self-service is low or if there is confusion over its purpose.

Challenges with usability and accessibility are repor ted by 62% and 38% of organisations respectively. These challenge 
groups impact ROI slightly differently, in that initial adoption may seem positive. However, customers who experience 
usability and accessibility challenges are unlikely to return to use the tool. As a result, the metrics wrapped around the 
success of the tool may be initially misleading as adoption rates may appear high. Fur ther down the implementation journey, 
the impact is more likely to be recognised. Fur thermore, these challenges are far harder to solve later in the lifecycle of the 
product. Unlike preference and promotion (which can be tackled with activities and programs to ar ticulate the value and 
power of a self-service solution), usability issues leave customers with a set impression which forms their perception of the 
benefits of using self-service, and the organisation as a whole.

Tackling this perception later in the journey may require considerable investment to change a customer’s understanding of 
the value of the solution. Amplifying this effect is the final obstacle noted by a quar ter of respondents in this category; the 
self-service suppor t channel is simply inefficient. 

Customers need to understand and experience the value of new suppor t channels to influence usage over other methods. 
The directness of phone contact, as an example, may seem preferential at first to customers. However, careful marketing 
and promotion extolling the benefits of self-service will attract the attention of user groups. If the experience does not 
match up however, this value dissipates. As a result, although the smallest propor tion cites inefficiency as a challenge, it is 
undoubtedly the one that has the potential to be most damaging.

 

Positively, despite sitting in the lowest ROI cohor t, the respondents were able to realise some benefits from the 
implementation. The most common benefits, and often the staple requirements of an implementation, are reduced call 
volumes and lower suppor t costs. At under 40% each however, both benefits groups do not realise the motivations set 
at the outset with far more organisations motivated to achieve similar benefits than those who actually realised them. 
Never theless, the gap between those motivated by reduced costs and those who have achieved cost savings is narrow.

Benefits Realised
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Therefore, the most likely motivation to be met is a lower cost of suppor t, albeit offering a weak ROI, as a single benefit of 
an implementation. For example, only one-quar ter of respondents realised the benefit of improved user experience, despite 
100% of organisations citing it as a motivation. Even less met their goal of improving the perception of IT. It is clear then 
that organisations may seek to reduce costs and succeed in doing so. However, it becomes apparent that this motivation 
alone will not lead to higher levels of ROI.

Cohort summary: Avoiding the lowest ROI category

Aspiring to emulate the most successful implementations is as impor tant as learning from, and avoiding, the pitfalls of the 
least successful. The obstacles faced by the cohor t with the weakest ROI are considerable and are undoubtedly the cause of 
the cohor t’s struggle to realise any considerable benefits.

To avoid becoming a member of this cohor t, organisations would do well to under take activities to build a foundation of 
user demand through well thought out marketing campaigns that continue through the implementation and beyond. 

Without a doubt, building appetite for self-service amongst user groups will ensure initial adoption is strong. However, 
perhaps the biggest obstacle this cohor t has faced is its struggle to keep adoption rates high. User preference, highlighted 
several times in this segment, remains glued to traditional communication channels that offer direct suppor t. With this 
preference remaining strong, the self-service platform may never provide the anticipated return.

At the root of this perception, is the struggle that customers face when attempting to use self-service. The research reveals 
that many of the organisations in this category admit to having a solution which is neither intuitive or efficient. Building 
adoption through marketing activity, therefore, is only half of the solution. Organisations in this cohor t must work with 
customer groups to build a solution in a form and language that is clear and easy to understand. Without doing so, all 
marketing effor ts will only be shor t term solutions that have a decreasing impact as the tool ages.
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Cohort Two: 25% to 50% of ROI achieved 
The next cohor t to be analysed comprises organisations that have achieved between 25% and 50% return on investment 
when implementing a self-service tool. The challenges and successes of this customer group are likely to be somewhat 
similar to the lowest cohor t. However, the scale of the obstacles and benefits should match up with organisations that have 
had an improved implementation experience.

 

Once again, the spread of different age categories reveals that the amount of time a tool has been in place does not 
necessarily translate into greater ROI. The largest age category present in this cohor t is between 1 and 2 years, reflecting 
the relative youth of many of the self-service solutions struggling to deliver returns. Never theless, the presence of solutions 
that have been in place for over five years is a concern, as many of the perception based obstacles discussed in this repor t 
will be culturally embedded.
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15%Cost 
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Time
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The most common motivations for this cohor t are similar to those of the lowest performing. 83% cite improving services 
to end users as a core motivation, followed almost equally by time efficiencies and resource utilisation oppor tunities 
with 67% and 65% respectively. Significantly, fewer respondents than the lowest performing cohor t cite user demand as a 
motivation with only 18% advising they had a foundation of demand at the outset. Similarly, cost saving is cited by only 15%, 
a considerable reduction when compared to organisations in the weaker ROI category.

The data in this graph reveals an interesting theme that may explain why, despite a weaker appetite for the tool, this cohor t 
has realised a greater return. Simply put, the motivations in this category are more focused. The majority of respondents 
have only cited two motivations on average compared to more in the less than 25% ROI cohor t. This focus has enabled the 
organisations to better qualify the results of an implementation against their initial motivations, guiding the process to meet 
their key objectives first.

 

A positive indicator of customer preference for self-service in this cohor t, 9% of organisations advise that their customers 
prefer to use the self-service solution over other suppor t channels. When considering the more focused motivations of this 
cohor t, par ticularly those seeking to improve customer experience and resource utilisation oppor tunities, it is encouraging 
to see a reasonable propor tion of the cohor t providing a self-service solution that customers want to use. 

Never theless, the clear majority of organisations suffer from the same perception imbalance seen in the lowest ROI cohor t. 
91% of respondents advise that customers prefer to by-pass the self-service por tal and use more direct communication 
channels.

Unsurprisingly, no respondents in this category advised they met all their motivations. However, due to the more focused 
objectives seen in this category, all respondents were able to meet some of their motivations; except 2% who advised they 
are too early in their implementation journey to have fully realised any.

The value of focused objectives that offer organisations the oppor tunity to prioritise motivations (which offer the most 
value) is key to unlocking the additional layer of ROI from a self-service implementation project.

Some of them have

Too early to tell
98%

2%

Users prefer to call  
the service desk

Motivations met

9%

91%
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Undoubtedly, due to the more focused motivations of this cohor t, the obstacles faced are also more focused. The perennial 
perception challenge service and suppor t organisations face is by far the most common obstacle for this cohor t with 71% 
of organisations citing end user preference for the human touch.

 

The most likely benefit to realise in this cohor t is 24 hour 7 days a week suppor t and an improved perception of the 
service desk. In many ways, both of these benefits sit within the initial motivation of improving the customer experience 
when using a self-service solution.

Significantly, fewer organisations have cited lower cost of suppor t in this cohor t. While this may appear counterintuitive  
for a cohor t that claims a stronger ROI, it makes tremendous sense. Cost was a motivation for a small propor tion of this 
cohor t who instead sought to realise ROI on other areas. When reflecting on the considerable cost motivation in the 
lowest ROI cohor t, and the subsequent challenges encountered, it is clear that many of the self-service implementations 
were driven by cost reduction and were unlikely to have invested considerably on resource and time. It is, therefore, not 
surprising to see reduced focus on obstacles related to usability and accessibility in a cohor t that places less focus on cost 
and more on improving customer experience.
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Cohort summary: Moving into stronger ROI categories

Many of the themes discussed in the first cohor t summary are relatively obvious. Of course, customers prefer to use a 
system that employs a common language and one built with accessibility and usability as a core focus. However, this cohor t 
reveals the next step to unlocking stronger ROI-focus.

Many of the respondents in this category had clearer motivations and objectives unlike the diffuse goals their counterpar ts 
had in the lower ROI groups. This focus has enabled organisations in this cohor t to move past initial and somewhat obvious 
motivations, like reducing cost, and instead focus on objectives that deliver more value. The validation of this success is the 
almost ubiquitous achievement of at least some of the initial motivations.
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Cohort Three: 50% to 70% of ROI achieved
The cohor t that comprises the middle ground of this analysis focuses on organisations that have achieved between 50% and 
70% return on investment. Organisations in this category are far more likely to have met many of the motivations they set 
out at the star t of their implementation journey. 

 

Interestingly, there are still a number of organisations in this category that have relatively young self-service solutions with 
over 31% citing the age of their solution between one and three years. The benefits and obstacles encountered by this 
group will shed more light upon the reasoning for this. However, it is entirely possible that newer, better-designed solutions 
are offering organisations the chance to realise return more readily. Coupled with an increasing demand for self-service 
solutions that mirror consumer technology experiences, it’s reasonable to suggest that organisations who have younger self-
service solutions are well represented in higher ROI cohor ts.

Never theless, the spread of ages of this category uncovers a theme discussed in the previous two cohor ts; organisations 
with established and aged solutions still find themselves in lower ROI cohor ts despite a longer period to realise a return.

46%

23%

8%

15%
8%
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3-4 Years

4-5 Years

over 5 years
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Cost motivates the respondents in this cohor t more than any other analysed in this research so far. However being 
singularly motivated by cost reduction can have a negative impact on the implementation of a new solution although, when 
coupled with other motives, it can provide a tangible baseline for the calculation of ROI.

The majority of respondents who cited cost saving as a motivation also advised improving service capability for end users 
was key, suppor ted by at least one other motivation, commonly, cost reduction alongside a less tangible form of return such 
as time efficiencies and resource utilisation oppor tunities.

Fur thermore, this cohor t can rely on greater initial demand when compared to the lower ROI groups with 32% of 
respondents advising user demand is a key motivation. The respondents in this cohor t introduce two new categories, most 
notably pressure from the business. As organisations strive for digital transformation, it falls on IT to make the most of the 
resources available to them. It is, therefore, not surprising to see pressure from the business sit with organisations realising 
more stable levels of ROI.

The second addition is an implementation motivated by software suppliers. Often, ITSM vendors provide the exper tise 
necessary to capitalise on new technologies. Given the considerable obstacles faced by service desk professionals, it is 
encouraging to note organisations are working with vendors to implement new software solutions including self-service.

It is encouraging to see some organisations in this cohor t meeting all their motivations with 14% of organisations advising 
this is the case. A fur ther 14% have advised it is currently too soon to make a clear calculation, undoubtedly due to the 
increased presence of relatively young tool implementations in this category.

 

Too early to say

Some of them

All of them

72%

14% 14%

Motivations met

Customers prefer to  
call the service desk
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Signifying the impact customer preference has on self-service ROI, this category has seen a fur ther increase of customers 
that prefer to use self-service over other communication channels.

 

On average, fewer obstacles have been encountered in this cohor t and the majority of organisations cited just one suppor t 
channel preference. This challenge clearly impacts on organisations across the various ROI cohor ts indicating that, although 
unarguably a challenge, it may not have a critical impact on the ROI organisations can achieve.

At this stage of ROI realisation, a clearer understanding of which obstacles inhibit success the most emerges. For example, 
the obstacles that are likely to impact ROI the most are far less common for this cohor t. On average self-service solutions 
are more efficient, accessible and usable ultimately leading to a greater propor tion of users preferring to use a self-service 
solution over users in the lower ROI cohor ts.

 

As would be expected, the organisations in this cohor t realised greater and more diverse benefits than those discussed 
previously. On average, organisations cited two or more benefits, many of which were in addition to the motivations set out 
at the star t of an implementation project.
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Never theless, there is a considerable gap between the number of organisations that set out to realise ROI through reduced 
cost and those that did so. Of the 92% of organisations who set out to reduce cost, only 62% were successful.

Positively, a greater percentage of respondents in this cohor t were able to recognise the benefits associated with the 
motivation to improve customer experience as a result of implementing a self-service solution. This included benefits 
such as being able to offer a 24 hour, 7 days a week suppor t channel, improved customer relationships and an all-round 
improved perception of the service desk.

Cohort Summary: Building a solution that customers prefer

Organisations in this cohor t have two clear outcomes that set them apar t from those who have achieved weaker ROI. Not 
only are they benefiting from a greater pool of customers who prefer to use the self-service solution, but they are also able 
to enjoy a number of associated benefits that come with it.

Most notably, evidence of tangible ROI is found in organisations who have not only achieved reduced costs, time and 
resource utilisation oppor tunities, but also improved perception of the service desk and IT suppor t. The root of this success 
rests in the obstacles these organisations tackled. User preference remains a key struggle, however, this is mitigated by users 
that have successfully engaged with the self-service solution and have continued to effectively engage. Unlike the previous 
cohor ts who experienced sporadic user adoption which subsequently petered out when users discovered usability and 
accessibility issues. 

In the face of similar obstacles, these organisations have fared considerably better. It is clear that to move to higher levels 
of ROI, organisations must not only encourage adoption of a self-service but also maintain adoption with an offering that 
absolutely meets the user’s needs. Transforming user perception, and disrupting the traditional suppor t structures in the 
process, is undoubtedly the next level once this trusted foundation has been crafted. The cultural acceptance of new service 
solutions is formed from a successful mix of these motivations as well as a focus on continually improving the design of a 
solution and ultimately the user’s experience. 
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Cohort Four: 70% to 99% of ROI achieved 
This cohor t comprises organisations that are approaching the realisation of 100% return on investment. Undoubtedly, for 
this cohor t, the value of self-service is recognised by service management practitioners and users alike, with many of the 
benefits achieved in line with the motivations set out at the star t of an implementation project.

 

An interesting continuation of a trend recognised by cohor t 3 data, the majority of self-service implementations in 
this cohor t are between 1 and 3 years old.  Potentially this fur ther suppor ts the theory that more recent self-service 
implementations are more likely to generate a return as the principles behind the tool have been better established. For 
example, newer toolsets may offer user centric interfaces and intuitive workflows that contribute to an improved user 
adoption and user preference. 

 

This cohor t is somewhat less cost focused than previous cohor ts. However, cost saving is still a high motivation. Consistent 
with previous themes related to achieving higher ROI, 29% of respondents advised that user demand was a key motivation. 

Recommendations from software providers have been cited by 14% of respondents, double that of the previous cohor t. 
We can observe that an organisation’s ability to realise ROI, and the involvement of vendor organisations, is in an increasing 
factor. For many service desks, the par tnership they have with their vendor par tner has been necessary for their success. A 
truly effective par tnership can enable organisations to implement tools and technologies that provide the best fit and best 
outcomes.

Age of portal

Motivations
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Once again, the higher ROI cohor ts reveal a significantly focused motivation from the outset. Respondents in this cohor t 
universally seek to continually improve their services and couple on average at least one other significant motivation. Most 
commonly time saving efficiencies, cost savings and improved resource utilisation oppor tunities. This focus has enabled these 
organisation to pick a specific tangible goal, cost reduction for example, to measure their success without losing sight of the 
overall goal of improving the user experience.

This blend of motivations has enabled this cohor t to achieve a stable and positive level of ROI.

 

Positively, albeit unsurprisingly, the majority of respondents in this group have been able to meet all of their motivations. This 
is undoubtedly a result of the greater focus on one overarching aim supported by a defined, controlled and measurable goal.

Despite this cohor t comprising organisations that have realised close to 100% ROI, there is a reduction of organisations 
whose customers prefer to use a self-service solution over other communication channels. Only 14% of organisations in this 
cohor t boast a self-service solution that is a preferential suppor t channel compared with 29% in the previous cohor t. This 
could suppor t the view that multichannel value has been realised through users selecting suppor t channels that suit their 
specific, one time needs; and users are comfor table with maximising their suppor t route options dependant on specific one 
time suppor t interaction needs. This could be described as the very essence of customer centricity. 

It is possible, therefore, to draw an inference over the relationship between user preference, user adoption and the 
achievement of ROI. Dependent on the organisation, the goal may be to satisfy a desire for customers to be able to secure 
services, depending on their circumstances, to enable an any time, any place, anywhere suppor t philosophy (a 24 hour, 7 
days a week suppor t benefit was noted in almost every cohor t). In this scenario, customers may not prefer self-service  
over other options if they are available, but instead utilise the self-service capability when they simply want to. Core 
motivations of pressure from the business, user demand and improved customer experience would all be satisfied in this 
customer-centric scenario which provides the user with the suppor t channel they want to use when they want it to use it.

Motivations Met

Customers prefer to  
call the service desk
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It is clear then that achieving ROI is not always linked to an organisation’s ability to force customers towards a self-service 
channel. Although user adoption is still a clear motivation for many, it is intrinsically linked with specific motivations in this 
cohor t.

 

Once again, the greatest challenge appears to be the user preference of human interaction suppor ted by other areas of 
the suppor t structure. While this obstacle may be a concern for those investing in self-service solutions, it has remained 
relatively consistent throughout the ROI cohor ts. It is, therefore, possible to ascer tain that this factor, though potentially 
limiting for organisations, does not appear to damage ROI significantly.

In previous cohor ts, this factor may have had a greater impact; as organisations sought to meet a raft of motivations the 
percentage of customers who preferred other channels would have made a greater impact. However, in cohor ts with more 
focused objectives, the motivations are geared towards providing a multi channel suppor t ecosystem where users can 
choose their channel of choice depending on the business context, user conditions and user preferences; rather than shifting 
customers over to self-service entirely.

Although not impacting organisations in this cohor t to the same extent, a considerable propor tion of respondents have 
cited usability and accessibility issues alongside concerns with the efficiency of the solution. These factors will undoubtedly 
limit the potential of the solution and are undoubtedly tied to user preferences. Addressing these obstacles will ensure the 
achievement of greater ROI as customers recognise the value and usefulness of the self-service solution.
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For the most par t, the benefits recognised by respondents in this category far outstrip their initial motivations. 85% of 
respondents enjoyed reduced call volumes despite considerably fewer citing this as an initial motivation. Indeed, the only 
major mismatch here is the amount of organisations that set out to reduce cost, less than half of which were successful.

It is clear at this stage that the true ROI of a self-service por tal sits outside of direct cost savings. Many of the organisations 
in this cohor t have recognised the value of improved customer relationships and service perception. This, coupled with 
some tangible savings of time, resource and reduced call volume, combines to build a valuable addition to the traditional 
suppor t structure. 

Cohort Summary: Return is not always tangible

Building up to the higher levels of return on investment has been a theme for organisations motivated by the tangible 
returns they can realise from a self-service solution. However, very few organisations who focused on these objectives have 
met them. Cost reduction, as an example, has been the central motivation for many organisations in the weaker  
ROI cohor ts. 

As the ROI has improved, the focus has become less on the tangible returns like cost savings and more on the intangible 
returns, most notably user experience. Not only have the motivations of organisations become more focused, they have also 
considered a broader range of benefits. For the most par t, organisations have moved forward with two clear motivations; 
one measurable, such as a reduction in call volume, and one intangible and focused on improving customer value.

In the previous cohor t, these motivations allowed organisations to measure ROI without losing focus on the broader 
objective. At this stage, the motivations have been used to direct the implementation and have not restricted the 
achievement of benefits.
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Cohort Five: Over 100% of ROI achieved 
The organisations captured in the final cohor t are those who have achieved 100% and over of their expected ROI.  
This cohor t, by definition, is likely to have overcome many of the obstacles faced by the others and have realised significantly  
increased benefits.

 

Positively for organisations with older self-service solutions, the largest group in this cohor t has self-service por tals older 
than five years. The second largest group at 29% represents self-service solutions that are between one and two years old, 
suppor ting the theme of newer tools on the market offering the quickest route to stronger return on investment.

 

Compellingly, this cohor t has the strongest user demand of any of the previous ones, emphasising the link between user 
demand, user adoption and ROI. While some organisations may be more culturally aligned to self-service offerings, creating 
user demand is a critical consideration at the discovery par t of any implimentation project. The benefit of a marketing 
strategy to suppor t user demand, user adoption and ROI should not be overlooked. Organisations seeking to reach the 
higher levels of return would do well to seriously consider these points as one of the most consistent trends through this 
analysis is that higher user demand leads to higher ROI.

Age of Portal

Motivations
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Fur thermore, there is greater emphasis on the two strategic motivations. The first is pressure from the business which 
is likely to bring with it the suppor t and resources needed to procure and implement a suitable self-service solution. 
The second is the crucial relationship with a vendor organisation which is cited in this char t as a recommendation from 
a software supplier. This recommendation is likely to not only bring the exper tise necessary to implement and develop a 
solution that meets the organisation’s needs but will also provide ongoing suppor t.

 

Unsurprisingly, the highest propor tion of organisations whose customers prefer to use a self-service suppor t channel 
sits within the highest ROI cohor t. While user preference to the tool has a weaker impact on ROI than first thought, it is 
never theless a key factor in assessing the return achieved. For organisations who are seeking to offer a process orientated 
solution, user preference may have a reduced influence. However, for organisations that are focused on tangible returns such 
as reduced cost and call volumes, this measure is a key indicator for success.

Never theless, it is telling that although all the organisations in this cohor t have achieved over 100% of ROI, only 33% have a 
self-service solution that customers prefer to use over other suppor t channel options.

Unsurprisingly, the large propor tion of respondents in this category have met all of their motivations, with almost half 
advising this was the case for them. Although the drive for focused motivations can be readily seen in this cohor t, alongside 
the higher-achieving organisations in preceding cohor ts, there is evidence in this segment of a more ambitious range of 
motivations being cited.

Motivations Met

Customers prefer not to  
call the service desk
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This may account for the 57% who have not met all their motivations but have still achieved over 100% ROI. For these 
organisations, the fact that some of their motivations had been met offered them the return they needed. Caution, however, 
needs to be exercised as this dynamic in weaker ROI categories has proved damaging.

The obstacles faced by these organisations cover a much smaller range than any previous cohor t. Once again, end user 
preference is the central challenge for these organisations with 71% advising this is the case for them. Meanwhile, 28% of 
organisations have cited accessibility issues while 14% believe their marketing approach was weaker than it needed to be.

The absence of customer experience related obstacles is telling. None of the organisations that reached the higher levels 
of ROI cited usability or efficiency challenges. In some cases, users in some organisations may have not fully understood 
the benefits self-service could bring to their service experience, or in some cases, not even realised the self-service option 
existed! Those who were aware were able to easily and quickly manage their self-service suppor t experience. So life-long 
user education and new user engagement is a also a point to consider.

Correspondingly, the benefits experienced by this cohor t were much greater and covered a much broader range than 
those in other cohor ts. The more ambitious motivations of this cohor t have been met with a greater return on the benefits 
achieved. For these organisations, the round-the-clock suppor t a self-service solution can bring was the most commonly 
cited benefit followed by a reduction in call volumes and a better user experience.

Throughout this analysis, it has become increasingly apparent that one of the key differentiators between organisations  
at either end of the ROI spectrum is the motivations they set out with matched the benefits achieved. Organisations which  
set out to improve customer experience and the perception of the service desk, suppor ted by user demand meet them.  
Along the journey, these motivations would also positively impact on some of the tangible motivations seen in the lower 
ROI cohor ts. While these tangible returns were sought by organisations in higher ROI groups, they were not the  
singular focus.
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Conclusion:  The Factors to Achieving Greater ROI
As this research has progressed, commonalities and differences between the five ROI cohor ts have become clearer.  
From these, it is possible to distil the key factors that lead to the achievement of greater ROI from self-service technologies.

Cost Reduction

Beginning with one of the most influential motivations across the industry, reducing cost can seem like a relatively attainable 
motivation. All cohor t groups have a healthy alignment between organisations seeking to reduce cost and the success 
in doing so. However, this has had little bearing on the ROI achieved. Cost reduction could be vewied as an aspirational 
outcome driven through less tangible value based motivations. Turning value based motivations into improved business 
effectiveness and wider efficiency outcomes can combine to organically deliver cost saving outcomes. That could even 
include wider intangible benefits that a customer-centric driven service creates, like the value of an organisation becoming 
a preferred employer or the value of motivated staff for example. Those in the lowest performing ROI cohor ts saw relative 
success when motivated by cost factors, mirrored by their counterpar ts in higher return areas. It is possible to establish the 
cause of this phenomenon by isolating cost as a singular driving factor. 

Return On Motivation

It becomes apparent that while recognising motivations to reduce cost, organisations in the lower ROI cohor ts fail to realise 
many of their other motivations. It seems reducing cost alone is not enough to realise business value from a self-service 
solution. In comparison, organisations in the higher ROI categories have achieved other motivations and in the process 
have reduced cost. Simply put, organisations that seek only to reduce cost struggle to realise any of the other less tangible 
benefits as their focus is placed only on this motivation. Meanwhile, other organisations which seek to achieve motivations 
supplemented by the reduction of cost realise greater value.  

“Other organisations which seek to achieve motivations 
supplemented by the reduction of cost realise greater value.” 

Focus On Specific Motivations

These factors alone do not lead to greater returns. A uniting factor for organisations in the more successful categories is 
a greater degree of focus on specific motivations, the ones that provide the most value to them. In essence, the concept 
of return on motivation. Indeed, for many, motivations included reduced cost but often this has been accompanied by 
a less tangible factor, such as improved customer service perception or improved user experience. Without this focus, 
organisations struggled. In the lower return areas, organisations were led by a greater number of motivations, diluting focus 
across a wider range of objectives. For many of these organisations, the diffusion of focus across multiple objectives led to 
the achievement of few or none of them.
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Focus On User Demand

For the delivery of a successful self-service solution, focusing on the right objectives is key to ensuring the delivery of 
the most value. Many of these motivations were driven directly by the IT service and suppor t section of an organisation. 
However, some motivations came from from other par ts of the organisation and were by far the most powerful. Of all the 
motivations analysed, the most consistent with the success of an organisation suppor ted, influenced and increased user 
demand. Organisations who fail to influence user demand for a self-service suppor t channel will not only struggle with 
initial adoption but are likely to continue to struggle into the future. Consistently, the highest performing organisations are 
suppor ted by strong user demand for self-service with the very highest also suppor ted by business pressure. Although 
pressure from the business and business stakeholders may seem challenging at first, if these groups are activley suppor ting 
the implementation of a self-service solution, major obstacles organisations face become easier to overcome.

“Of all the motivations analysed, the most consistent with 
the success of an organisation supported, influenced and 

increased user demand”
 
 
Design With The Customer At Heart 
 
Never theless, user demand does not always lead to success. Lower ROI groups did have a degree of user demand driving 
their motivations, albeit often to a lesser extent. The lack of success in these organisations is clear when establishing the 
obstacles they face. For these organisations, user demand may lead to initial adoption. However, challenges with accessibility, 
design, usability and efficiency of a solution has shown to reduce this advantage before real ROI can be achieved. Without 
doubt, the most successful organisations were those who benefited from a self-service solution designed with the customer 
at the hear t of the service and realised higher customer preference rates. For higher levels of ROI, organisations must 
design self-service solutions in par tnership with those who will be using them. Developing simple work-flows that are 
intuitive, customer-centric and suppor ted by a common language and common goals is key.

 
Provide Support Channels That Improve Customer Experience

Never theless, some obstacles are insurmountable. All ROI cohor ts in this repor t suffered from a common obstacle; 
customers preferring the human touch. For some organisations, undoubtedly due to their motivation only to reduce cost 
and workloads, this obstacle proved damaging. However, for others, no major impact is seen. The reason for this is clear 
for organisations that are motivated by a genuine desire to provide suppor t channels that improve the user experience, 
thus preference is key. Their self-service solution is merely another oppor tunity for customers to interact with the suppor t 
ecosystem. If users prefer to use other suppor t channels ensure they are catered for. For other organisations, whose 
measure of success focuses only on the achievement of limiting motivations, their success is seen to be hampered by 
cultural customer preference which inhibits their ability to realise return.
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Points to consider as a result of this report:

    • Cost reduction can be realised through high user demand and user acceptance

    • User demand is influenced through business relationship management, marketing, promotion and continual user education

    • User acceptance is realised through ease of use and utility

    • Ease of use is realised through user design and a user centric experience, rather than complex process orientated   
       workflows developed in isolation

    • The human touch in a customer-centric service experience is still incredibly impor tant

    • Creating focussed motivations with the support of cross functional engagement that includes the user base is a good thing

    • The most commonly cited benefits of self-service are a round-the-clock suppor t channel, reduction in call volumes and         
       an improved user experience

    • Organisations that set out to improve customer experience and the perception of the service desk, suppor ted by user      
       demand, meet them

There is a final consideration related to the user age demographic of an organisation and, as a demographic changes over 
time, the preferred suppor t channels may also change. 

    • Multichannel suppor t offers a superior interaction choice for users. 

    • Understanding that user preferences may change as a user demographic changes over time is a factor to consider as  
       technologies and service evolve.
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