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1 About this document 
We have a lifetime of experience in service business development. Our philosophy is that service 

business development works the same way in every industry – it is always about changing the 

behaviour of many people in many places. We spent our early careers working as line managers in 

companies where top management’s ambition was to develop the best services in the market 

(Ericsson, Securitas, Siemens, Oracle, HP). For the last nine years, we have helped manufacturing, 

installation, integration and service companies to grow their businesses by developing their service. 

We are doers. We create results, not PowerPoint presentations. 

In this document we have gathered information based on our experience that shows why proactive 

service delivery is such a good idea and how to achieve it, together with the expected results. The 

positive effect of introducing and enhancing proactive behaviour is clear in connection with technical 

services (repair and maintenance), but also in other service areas managed by specialists, such as 

facility management, construction services, waste handling and many others. This document deals 

specifically with technical services, but the lessons can be applied equally to other service areas too. 

This document has been written for local, regional and global service managers and service sales 

managers and business owners with a service delivery organization. It explains the opportunities 

and method for further developing your business by leveraging your service delivery organization. 

Our experience is limited to business-to-business services, as are the contents of this document. 

However, we know that most of the experience shared here also applies to the consumer service 

business.  

2 What are reactive and proactive service? 
Traditional service delivery is reactive: all service delivery employees work according to pre-defined 

processes and instructions to ensure high quality and an efficient service delivery. Proactive service 

delivery builds on reactive delivery’s foundation, but goes one step further. It involves service delivery 

employees identifying improvement opportunities for customers based on your technician’s 

knowledge of the customer and their expertise in the specific area. These improvement opportunities 

are presented to your customers as recommendations, increasing the value of the service you deliver. 

Not surprisingly, customers very often follow these recommendations.  

 

In Proactive service delivery you leverage more on the existing experience and knowledge of your 

service delivery people. 
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3 Executive summary 
Every company with a customer service operation is sitting on a gold mine because most of them can 

become more proactive. Proactive service delivery involves a service expert adding proactive 

recommendations to the service delivery, thereby creating greater customer value.  

The following are some examples of proactive service delivery:  

1. A workshop technician informs a customer: “If you upgrade the engine software to 2.3, you 

will reduce your fuel consumption.”  

2. A window cleaner informs a customer: “There are two windows with cracks in their seals.”  

3. A hired receptionist informs a customer: “If you install a camera in your rear car park, you can 

reduce the number of burglaries.” 

The service delivery employees’ proactive approach appeals to the customer and earns them their 

confidence. The service provider is going the extra mile to look out for the customer’s interests. 

The positive effect of introducing proactive behaviour across your entire service organization is 

tremendous. When your service delivery expert identifies opportunities for improvement and 

presents these to the customer as recommendations, the results are as follows: 

• increased customer satisfaction, since customers both enjoy and expect proactive advice from 

experts; 

• increased satisfaction among your service employees – they like happy customers; 

• large new revenue streams. Just one proactive service delivery expert can bring in anywhere 

from tens of thousands to several hundred thousand euros per year through additional 

sales, depending on your share of materials in the recommended improvement and materials 

prices. This is the only go-to-market channel for some of your small offerings, and if your 

service delivery employees are not proactive, your customers will buy from other sources, 

resulting in a lost revenue for you; 

• increased competitiveness. Customers often choose the most proactive service. 

Even without active encouragement to adopt proactive service delivery, in most service organizations 

approximately ten per cent of employees are working proactively. The challenge is getting 90-100 per 

cent of your employees to take a proactive approach. 

Changing service delivery behaviour is difficult and attempts to do so run a high risk of failure. We 

have consolidated experience from many behavioural-change initiatives in both large and small-scale 

service organizations and have converted this experience into methods and models that benefit our 

customers. We also supply the additional resources needed (change agents), together with experience 

from similar projects, to ensure your project is a success. 

Using our approach, improving service delivery proactivity doesn’t require investments or new hires 

and needs only very limited resources from our customers. It is “simply” a matter of changing your 

service delivery organization’s behaviour. 
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Our view is that what is needed is neither cultural change nor to develop your service delivery 

employees’ competence to sell, but rather an “upgrade” to your service delivery by adding proactivity. 

What’s more, it is measured as such, down to each individual in your service delivery organization. 

Once we have defined your new approach based on our experience and the existing experience within 

your organization and implemented it permanently, delivering significantly more revenue, we will 

hand over to you a fully measurable and manageable process. This arrangement can be risk-free for 

your business too, since we are happy to work under a performance agreement (i.e., no additional 

revenue for you, no pay for us). 

Balder Consulting provides the resources and experience you need to help you successfully take a 

big step to comprehensive proactive service delivery. More than that, we can help you achieve 

proactive service quickly, with a very limited risk of failure and with very little disruption to your 

organization. 

4 The high-level opportunity 
If you support, promote, drive and coach proactive behaviour. If you measure and improve on the 

number of leads being generated and on how often add-on sales are made when service is delivered. 

If you are happy with your results, then yes; your service delivery is probably proactive. In most large 

service organizations, 10-20 per cent of service employees work proactively without any kind of 

support simply because they want to please their customers. 

Our method involves defining the desired proactive approach (design), verifying it in one or a few 

service units (pilot) and then changing the behaviour of all service delivery employees in all service 

units (implementation). The opportunity for growth is based on getting the majority to do what the 

minority is already doing – being proactive – and to make this delivery practice standard in every 

service job they perform. 

 

5 Expected results when you become more proactive 
A tremendous force is unleashed when many of your service delivery employees add proactive 

customer care to their deliveries. Below are the expected results, as based on our experience from 

many past projects. 
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5.1 Customers like proactive services 

Think about your own experience of really good service. What is it that makes you consider a service 

to be exceptionally good? Is it that it is delivered on time? Is it that it is delivered according to your 

expectations? Or is it the feeling that the service provider really cares about you? 

We have conducted many customer interviews in different industries and it is clear that customers 

value proactive behaviour and many times even demand it. We have seen a couple of examples where 

large, important customers have cancelled their service contracts because their service provider was 

not proactive enough. 

5.2 Service delivery employees like happy customers 

In companies that measure customer and employees’ satisfaction, it is clearly seen that when 

customers are happy, service delivery employees are also happy. In other words, there is a strong 

correlation between customer satisfaction and service delivery employees’ satisfaction. 

When first implementing proactive service delivery in your business, some service delivery employees 

will initially have a negative view of the change, since it forces them to leave their comfort zone. Still, 

once the new approach has taken root, our experience is that more and more employees become very 

positive about it because they see that customers appreciate it.  

In addition, service technicians also feel that they deliver more value, feel more empowered and 

realize that their expertise is highly valued, further increasing your service delivery employees’ 

satisfaction. 

5.3 Proactive service delivery grows your business 

No matter whether your service employees are providing technical services or softer services, the 

result of their providing of improvement recommendations to your customers is business growth. This 

is because customers view service delivery employees as trusted experts and tend to listen to and 

follow their recommendations. 

A proactive service delivery employee can generate additional revenue in the range of tens of 

thousands to several hundred thousand euros per year in additional sales, depending on your share 

of material content in the new business generated, materials prices, laws and regulations and other 

factors.  

It is very important to emphasize that, for some of your small offerings, service delivery is your only 

channel to the market. You can’t sell these using professional salespeople, since doing so eats up your 

margin. So, if this service sales channel is not activated, you will simply miss out on revenue 

opportunities. 

5.4 Proactive service delivery increases competitiveness 

As a service provider operating in an open market you likely have competitors. Your ability to compete 

with these competitors is very closely linked to how proactive your service delivery is. If two different 

service providers offer about the same price and the same quality of delivery, the customer will 

choose the most proactive provider. 
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Proactive behaviour can, in itself, be the argument for service providers trying to win a contract when 

customers are attempting to perform services using their own employees: “If you buy our services, we 

will not only ensure that your solution is available, but as an integrated part of our service delivery, we 

will also give you access to our experts’ advice, which is based on extensive experience gathered from 

working with all our customers.” 

6 Your proactive service business potential 
Up to this point, we have discussed the advantages of improving your proactive service delivery. So, 

then: What is the specific, potential financial reward for your business? We have included a small 

exercise below that will help you get closer to the answer. 

You will need to provide estimates for the following: 

Number of service jobs: The number of service jobs performed by your service organization.  

Percentage, “add-on sales”: For every 100 jobs performed, in how many can your service employees 

deliver a customer recommendation for a smaller add-on? (Comment: Ordinarily, this figure is quite 

high – 30-100 per cent.) 

Percentage, “add-on sales” hit rate: How often will the customer follow the add-on sales 

recommendation? (Comment: This figure is also often quite high – 70-90 per cent.) 

Average, “add-on sales value”: What is the average value of an add-on sales deal? 

Percentage, “lead generation”: For every 100 jobs performed, in how many can service employees 

generate a lead for your sales organization? (Comment: Often a much lower figure than for add-on 

sales.) 

Percentage, “lead generation” hit rate: How often will the customer follow the “lead-generated” 

recommendation? (Comment: Not all leads become proposals. On the other hand, proposals based on 

qualified leads have a higher hit rate than “ordinary” proposals and usually have a faster turnaround 

time too.) 

Average, “lead generation” value: What is the average value of a “lead generation” deal? (Comment: 

Much higher than that of add-on sales.) 
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Your proactive service delivery potential can then be calculated as: 

Add-on sales:  Total jobs * % add-on recommendations * % hit rate * average value = add-on sales 

potential 

Lead-generation sales: Total jobs * % leads * % lead hit rate * average lead sales value = lead sales 

potential 

First, add the two figures. Then subtract the estimated financial effect of your current proactive 

service delivery (baseline) to reveal the realistic financial potential when you improve your proactive 

service delivery. 

7 Counter-argument: service delivery employees should not sell 
Our definition of sales: sales starts when a potential customer is hesitating or says no. Selling involves 

using different methods to convince the customer to buy, such as reasoning, reducing price, etc. One 

of the great misunderstandings about what proactive service delivery involves is that it is the same 

thing as sales. In fact, service delivery employees should not sell. They should deliver 

recommendations on improvements. If the customer says that they don’t want to follow the 

recommendation, the service delivery employee should not try to convince them to do so. 

Your service delivery employee should deliver an honest recommendation on how to improve the 

customer’s situation based on their own experience and knowledge. The method used to present 

recommendations should be the same regardless of whether the service delivery employee is working 

under a full-service contract, where all improvements are paid for by the service provider, or working 

directly for the customer, where improvements are paid for by the customer. 

You should not give customers recommendations as a way to earn more money, but rather as a way 

to make them happier with your service. This is what proactive service delivery means. 
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8 What do the best companies do? 
The best service providers design, implement and improve best practices, guiding and supporting all 

their service units in an optimal way. The general principle to follow is that if you are providing the 

same service in different locations, there is always a best way to do so – a best practice. Instead of 

each service unit inventing their own way of doing things, you have a best practice guideline in place 

to support them. First-class service companies use best practice guidelines to guide and support not 

only their service delivery, but also their management of employees, resources, competencies, 

knowledge, spare parts, vendors, partners, and sales, which is Balder Consulting’s focus area. 

When introducing proactive behaviour into your service delivery process, you must include a function 

to manage the recommendations offered, since customers will very often want to follow your advice. 

Typically, this kind of advice falls into one of two categories: 

1. minor matters that service delivery employees can handle directly with customers (we call these 

“add-on sales”); 

2. larger opportunities that require the involvement of professional salespeople (we call these “lead 

generation”). 

So, the best companies design and implement best practices for add-on sales and lead generation. 

9 When is a proactive approach valid? 
Is proactive service delivery more appropriate in some delivery scenarios than others? Let us look at 

some examples:  

9.1 Workshop 

Technicians in a workshop, who provide service to many customers, can improve the value they 

deliver by identifying genuine possible improvements to the equipment they are servicing. Depending 

on the process, their improvement recommendations can either be communicated directly to the 

customer, or indirectly by another means. Proactive behaviour is a great way to improve workshop 

services.  

Example: Your car is undergoing maintenance. The technician calls you to inform you that your brake 

pads won’t last until the next round of scheduled maintenance. You want to receive that call because 

the information is valuable to you. You don’t want to have to make an emergency stop on the 

motorway a week later, or worse. 

9.2 On site 

On-site service employees, who serve just one customer, can also identify opportunities for 

improvement.  

Example: A receptionist hired from a security company can recommend improvements to the 

technical security solution used at their worksite: “If we had a camera overlooking the rear car park, 

we could prevent….” The customer will be even more pleased with the receptionist’s work because of 

their proactive approach to providing service. 
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Even when the service provider has signed a full-service contract or a managed services contract in 

which more or less all “add-on sales” is included, it is our experience that they still need input from all 

the experts delivering services to ensure a high-value service delivery. From a customer loyalty 

standpoint, it is important that all service delivery employees proactively provide recommendations 

for improvements and that customers are regularly informed about these.  

9.3 Visiting 

Travelling service employees, who serve many customers, can also identify improvement 

opportunities.  

Example: An electrician visits a customer to install a new device. While on site, the electrician 

discovers that a small part of the installation is unsafe according to regulations and informs the 

customer. A potentially serious incident is prevented, leaving the customer very pleased. 

Conclusion: In our experience, proactive service delivery is always positive in all service delivery 

scenarios, both for the customer and for the service provider. 

10 How to prioritize proactivity vs other opportunities 
In working to achieve operational excellence, there are always many opportunities to develop your 

service delivery. You can improve your service delivery process, for example. Employees, resources, 

competencies, knowledge, spares, vendors, partners, etc., can all be managed better and your service 

delivery employees can also become more proactive. The question is, in which order of priority should 

you address these factors? 

 

 

There is, of course, no one-size-fits-all answer to that question. A general observation that we have 

made is that many companies focus on making various improvements to their reactive service 

delivery, even when there is a much stronger business case for addressing the opportunities offered 

by proactive service delivery. 

Some organizations mistakenly believe that they need to have “completed” the development of their 

reactive service delivery before addressing the proactive side. We believe that there will always be 

opportunities to improve the reactive side of service delivery and that it is important to analyze the 
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opportunities to improve both reactive and proactive service delivery when drafting an action plan 

(your service delivery development road map). In our experience, you can very often start developing 

your proactive service delivery earlier in the overall evolution and thereby generate much more 

value (both customer satisfaction and revenue). 

Example: We had a customer who had service delivery units in many countries and who decided to 

address proactivity in their service delivery, even though their reactive service delivery capability was 

rather underdeveloped. The service delivery processes used in each country were not harmonized and 

used different support tools (service management systems). We helped them design add-on sales and 

lead-generation best practices and to implement these in their service organizations across all 

countries. Management was very pleased with the result and when we handed over the project six 

months later, the consolidated “add-on sales” and lead-generation run-rate had tripled.  

This was our first implementation of proactive service delivery in an immature operation and our 

conclusion was that a proactive service organization compensates for underdeveloped reactive service 

delivery and still provides happier customers as well as significant additional revenue. It delivers much 

more value (both external and internal) and faster. 

Conclusion: Companies need more concrete guidance as to if and when they should introduce 

proactive service delivery. 

11 Proactive service delivery is part of operational excellence 
Traditionally, this kind of proactive service behaviour is not viewed as part of operational excellence, 

which typically targets service delivery efficiency and quality. Our view is that proactive behaviour is 

not simply a result of company culture, but rather a very important part of service delivery. Your 

customers are buying expensive expertise in order to get something done. They expect your expert to 

give them advice while performing the service. Customers have told us many times during interviews: 

“I shouldn’t have to tell the service provider what to do. They are the experts, they should tell me 

what to do.”  

One emerging trend is that companies are now including proactive service delivery in operational 

excellence, as part of their service delivery process and as an item in their service delivery 

performance management (i.e., what is measured, followed-up on and improved). 

12 Balder Consulting’s best practice for proactive service delivery  
We have consolidated our experience from a number of proactive service delivery initiatives in 

different industries and this foundation now serves as our “baseline” when supporting customers in 

the area. 

When your service delivery employee provides services either on site, in a workshop or during a site 

visit, they should “turn on their radar” and formulate recommendations that will support the 

customer based on their pre-existing knowledge of the customer and expertise. In other words, you 

won’t be starting from zero in formulating your recommendations. 

Our proactive service delivery best practice guidelines guide and support you in the following: 
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• how to identify improvement opportunities  

• how to communicate and register recommendations 

• how to close small deals (add-on sales instructions, pre-defined price lists, etc.) 

• how to deliver leads to your sales organization (lead-generation instructions, etc.) 

• how professional salespeople should deal with incoming leads (lead-sales instructions, etc.) 

• the boundary between add-on sales and the lead-generation area – sales object-wise 

• how to measure and reward proactive service delivery behaviours and results 

• how your market message, sales message and contract texts should scope proactive 

behaviour 

• upgrading role descriptions to reflect proactive-behaviour responsibilities 

• how to rapidly, successfully and permanently implement these changes with as little 

disruption to your delivery organization as possible. 

Your proactive service delivery best practice will often contain different support measures for 

different service delivery scenarios (e.g., on site, workshop, visiting services). 

13 Implementation complexity 
Designing or improving your proactive service delivery best practice is not the real challenge in making 

progress in this area, however. Instead, it is the successful promotion of behavioural change in your 

service organization that will make the difference. 

There is always resistance to change when implementing best practices in a service organization 

consisting of many service units of different sizes, maturities and cultures. On top of that, when 

moving into the proactive area, a service delivery organization is forced to operate outside of its 

comfort zone, which creates even stronger resistance.  

Finally, this change is not a “forced” change that an employee is obliged to follow no matter what. A 

service employee is free to choose whether to give a recommendation, or not, in any given situation. 

Your employees must find their own motivation for changing their behaviour. This is the most 

challenging change of all and needs to be approached in the right way if you are to succeed.  

14 How to implement successfully 
We have been working with service business development all our professional lives and one of the 

most important lessons we have learnt is: “If you can’t change the behaviour of your employees, you 

can’t develop your service business.” 

We have helped drive change in both smaller and larger service organizations through many different 

initiatives (our flagship initiative involved 20,000 people) and have developed, verified and improved 
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our implementation methodology over the years to ensure fast, risk-free behavioural change in 

service organizations of all sizes. 

Our implementation strategy is based on doing the following: 

• ensuring top and middle management’s commitment to the initiative – expected results and 

implementation strategy 

• establishing a project tasked with achieving the desired change to reach the expected results 

• assigning this project responsibility for designing, assessing, verifying and implementing best 

practices 

• staffing the project steering group, working groups and assessment team with front-line and 

key stakeholders 

• implementing best practices in all service units in parallel, based on their own plan 

• aligning with other change initiatives to make things easy for the front line 

• promoting the change in service units with the help of team managers 

• measuring and reporting on the progress of behavioural change and its results based on 

standardized reporting, down to the level of the individual service delivery employee.  

We have used this methodology many times – scaled up to suit large projects (several thousand 

people) and scaled down to suit projects involving less than 100 people. 

We know that it works and that this is the best way to drive change in a service organization. 

15 Resources required 
You always need more full-time resources than are available in your line organization when 

changing employees’ behaviour. While the project approach gives you the opportunity to add 

additional resources from within your organization, the problem is that no one is free to focus on the 

assignment. Everybody in your line organization already has a job to do. 

So, then, once a couple of full-time change agents have been assigned to the project (preferably from 

Balder Consulting), how many resources will the organization need to supply to make the project a 

success? The answer? A very small number compared to the enormous positive results that the 

change will create. 

At most, a handful of front-line employees will need to participate in from one to a couple of best 

practice design workshops (depending on the number of delivery scenarios) to create the new way of 

working. Then, experienced, trustworthy people will need to assess and quality-assure the new way of 

working. Finally, every service team manager will require one hour of training. Implementation can 

start with them communicating and coaching their teams as part of their existing interaction with 

their employees. Note that the coaching is vitally important. Compared to an IT change project, for 

example, the resources needed are minimal. 
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Our finding: There is no additional time needed by proactive service delivery employees compared 

to reactive. We have not been able to determine that proactive service delivery experts are less 

efficient than non-proactive experts. 

16 Many have tried, few have succeeded 
Many companies have developed ambitions concerning proactive sales delivery, but have either 

approached things in the wrong way or haven’t allocated enough resources to drive the change. 

Consequently, the results have not satisfied their expectations. Initiatives have either been cancelled 

before all units have achieved change, or the change’s rate of penetration has been too low, resulting 

in a very long project and poor financial result. Some of the failures that we have seen over the years 

have been due to the following mistakes: 

• the initiative is set up with a “train-all-service-employees-to-sell” approach 

• either top or middle management did not support the change 

• drastic delays in implementation due to taking the wrong approach (a tiger team instead of 

local, parallel drive) 

• too much focus on designing best practices and too little on implementation 

• proactivity is seen as a cultural change and is not measured 

• the proactive initiative is not aligned with other change initiatives 

• too few change-agent resources allocated  

• the change is managed within the line organization (instead of as a separate project). 

17 Why Balder Consulting? 
Perhaps you’re thinking: “Why do we need Balder Consulting to drive this change? The change is easy 

to understand, and we already have employees performing proactive services in the organization. All 

we need to do is to document what they’re already doing and then ask the organization to implement 

it.” 

In our experience, organizations often greatly underestimate the number of resources needed to 

achieve change. What’s more, the resources that are available within the line organization to support 

this type of change are usually also very limited. Someone must be available to define top 

management’s expectations; design best practices through planning, running and documenting 

workshops; define, create and execute team managers’ training; coach lagging units; and generate 

weekly benchmarking and performance reports. By our estimation, it takes 1-2 full-time resources six 

months to successfully design and permanently implement proactive service delivery in a service 

organization of 300-500 employees. How much spare capacity do you have among your employees to 

drive this level of change? 
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We don’t claim that our potential customers can never succeed on their own – it is more a question of 

how long success will take and what the comparable risk of failure will be. Our customers enjoy results 

much faster and this speedier ROI typically equates to very much more than the cost of our service. 

 

18 The next step 
If you want to explore proactive service delivery further, we recommend conducting a pre-study that 

will take 2-6 weeks, depending on the size of your service organization. This pre-study will deliver: 

• what your customers want 

• a high-level proactive service delivery solution 

• business potential, if proactive service delivery is fully addressed 

• our recommendations as to how the project will address the potential 

• a recommended alignment with other initiatives. 

After the pre-study, we can deliver our proposal for the design and implementation of your project. 

The cost of our services can be tied to measurable performance indicators. 
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