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DHC Customer Service Benchmarking Study

INTRODUCTION
About the Study:
The Dechert-Hampe & Company (DHC)
Customer Service Benchmarking Study grew out
of the need to provide consumer products
companies with an in-depth view of current
practices in order management, customer service
metrics and organization. Our research showed
that only limited information was available to
companies on those critical subjects. Surveys
and research abound in the areas of call center
management,
catalogue
operations,
and
consumer help lines.
However, consumer
packaged goods (CPG) companies do not always
have adequate research available to benchmark
themselves against similar companies in
customer service or order management.

additional companies in CPG, logistics,
transportation, and manufacturing were
targeted in this version and had 32
respondents. I
3. Industry Interviews: DHC supplemented
the survey with interviews of leaders in
order management and customer service
at CPG companies.
4. Secondary Research: DHC conducted an
in-depth review of existing research on
Customer Service organizations to
further supplement our survey findings.
A summary of results are presented here and
provide
insight
into
customer
service
organizations, metrics, and methods that CPG
companies employ in their customer service
operations and management of orders.

Four primary vehicles were used to complete
this Study:
1. Primary Survey: DHC developed an indepth survey of 30+ detailed questions
on order management, customer service,
and metrics. This survey was targeted at
CPG
companies
and
had
21
respondents.

Profile of Responding Companies:
Respondents to the primary survey
represented a broad cross-section of CPG
categories (Fig 1). These CPG companies
service all major channels including grocery,
drug, mass, club and convenience. Over 50
companies or divisions, representing over $200
billion in sales, took part in the surveys or
interviews that comprise the DHC Customer
Service Benchmarking Study.

2. Secondary Survey: DHC also developed
an abridged 10-question version of the
survey to supplement the primary survey.

Figure 1: Type of Business / Profile of Primary Survey Companies
12% Gen Merch

47% Food

41% HBC

N=17*

2
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*Note: Not all respondents
indicated their “type of business”.
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EXECUTIVE SUMMARY
The customer service function varies greatly
across today’s consumer packaged goods (CPG)
landscape with respect to organizational approach,
performance
measurement,
and
process
ownership.
There are several constants that influence
customer service operations including market
demands for shorter lead times, complete and ontime
delivery,
and
improved
efficiencies.
Therefore, today’s CPG companies are faced with
a myriad of metrics. But, there is a scarcity of
good data available to customer service leaders on
key topics like order management, the value of
specific metrics, the most common metrics in use,
and organizational alignment options / trade offs.
In order to address some of the issues facing
customer service organizations, Dechert-Hampe &
Company (DHC) developed the Customer Service
Benchmarking Study.
Over 50 companies
participated in the surveys and interviews that are
part of this Study. It was designed to provide an
in-depth view of current practices in order
management, customer service metrics, and
organizational approaches.

Key Findings
The Study revealed key insights into customer
service metrics and the processes that food, HBC,
and general merchandise manufacturers use. A
summary of the highlights from the body of this
report includes:
1. CPG companies track, on average, 13 of the
24 metrics included in the survey. Nearly 60%
of the 44 companies in the survey track at least 12
separate metrics.
2. On-time is the single most critical metric.
This metric is tracked by 97%+ of the responding
companies.
It is the most valued metric of
customers, and 67% of companies track on-time in
more than one way.
3. The most popular metric among CPG
companies is on-time and complete (OTC).
Several of these demanding “process” or
“integrated” metrics, such as OTC or shipments
without damages or returns, were tracked by nearly
all respondents and are highly valued.
3
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4. CPG companies set very high targets for
key metrics.
The average target across all
metrics was 94.6%. Invoice accuracy topped the
list with an average target of 97.4%.
5. While some metrics are highly valued, they
are not widely used.
For example, invoice
accuracy was second only to OTC in value but
was tracked by only 50% of the participating
companies.
6. Cycle time targets are approaching the
physical limits of pick, pack, and transit time.
Over 35% of reporting companies have order
cycle time targets of 3 days or less. Performance
against cycle time targets was either excellent or
good as reported by 76% of the respondents.
7. Many CPG organizations use CPFR as the
replenishment process for large customers.
This process accounts for the planning and
ordering of nearly 12% of the manufacturer’s total
sales dollars but it is only being used with 8% of
the customers.
This indicates that CPG
companies have reserved it for their largest
customers.
8. The customer service group, most often,
reports through the sales organization. Over
44% of companies indicated that customer
service reported into sales.
Other significant
reporting alignments for customer service
included supply chain (25%) and COO/staff
(21%), which are also strong “customer
advocate” groups.
9. No single methodology is used to allocate
Customer Service Representatives (CSR)
resources. Over 70% of the respondents use
multiple approaches to distribute workload and
align CSRs with the market. Of the over 540
CSRs tracked in the survey, 44% are customer
dedicated.
Sales geography and channel
alignment are also used in most companies.
10. Deductions management is most often
(41%) the responsibility of the finance group.
However, deduction management is also a
primary function for many customer service
organizations. The survey showed that a typical
CSR spends 8% of their time handling
deductions.
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RESPONDENT PROFILE
The total head count within each respondent’s
area of responsibility varied greatly. Figure 4
shows that 50% of the survey participants had
total head counts in the 11-30 range. Please note
that total headcount includes CSRs plus other
customer service personnel (administrative,
analyst, supervisor). Director level respondents,
on the other hand, reported an average head
count of 36.4 in their area of responsibility (with,
on average, 5 direct reports).

The vast majority (66%) of the survey
respondents held director level or senior
management positions in their companies
(Figure 2). Nearly 50% of the respondents were
directors while over 44% of the respondents to
the primary survey had both a “customer
service” and “director” reference in their title.

Figure 2: Respondents’ Positions

Figure 4: Department Head Count

50%
N=43

Respondents represented a wide variety of
functional areas with 38% of respondents
working directly in the customer service arena
(Figure 3). The supply chain respondents (23%)
include representatives from transportation,
logistics, and distribution.

N=16

Figure 5 shows that 50% of the survey
respondents reported having more than 11
Customer Service Representatives (CSR) in their
organization. CSR headcount is, as expected,
primarily a function of the number of orders
received by a company.

Figure 3: Organizational Alignment

Figure 5: Average CSR Head Count

N=47

N=16

4
4

DHC Customer Service Benchmarking Study

ORDER MANAGEMENT
The companies in the survey process, on
average, nearly 2000 orders per month (Fig 8)
with 54% processing in excess of 2000 orders
per month.

The primary area of responsibility of the
average respondent was order management.
Nearly 90% of respondents have responsibility
for various aspects of order management,
including Collaborative Forecasting (CPFR) and
Vendor Managed Inventory (VMI) (Figure 6). A
large number of respondents are also
responsible for invoicing (50%) and handling
deductions (44%).

Figure 8: Volume of Orders

Figure 6: Primary Responsibilities

N=11

The typical CPG customer service
representative spends 78% of their time in
areas of customer interface. Consistent with
the findings regarding responsibilities, the
typical CSR spends 42% of their work time on
processing/expediting orders (Figure 9). An
additional 36% of their time is dedicated to
handling customer issues / complaints.

N=18

Respondents were asked to identify the
process owner in their company from a list of 17
distinct processes that cut across all facets of
customer service, order management, and supply
chain management.
Customer Service was
designated as the process owner for three key
direct customer contact processes in 54-64% of
companies (Figure 7).

Figure 9: CSR Work Time Profile

Figure 7: Customer Service Responsibilities

N=36

N=45
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ELECTRONIC ORDER MANAGEMENT IN CPG
Figure 10a: Percent of Customers

Today’s CPG companies are receiving the
majority of orders electronically.
Figures
10a-10c show this from three different
perspectives.
Figure 10a shows that 68% of CPG
customers
are
providing
their
orders
electronically, which accounts for 74% (10b) of
the orders received and represents over 76%
(10c) of total sales dollars.
EDI (40%) constitutes the primary means by
which orders are submitted to CPG companies.
However, the percent of sales for EDI orders is
less than 35%. This is offset by the volume of
CPFR and VMI orders. Because CPFR and VMI
are typically limited to the largest customers and
hence largest orders, these types of orders
comprise a much higher percent of sales than
percent of orders.

N=32

Figure 10b: Percent of Orders

CPFR is a process which is being used by a
growing number of CPG companies. While less
than 8% of customers place CPFR orders,
these customers drive nearly 12% of sales
dollars:
"
7.6% of customers
"
8.1% of orders
"
11.6% of sales dollars
This 12% of sales dollars via CPFR is significant
and growing. It requires investment by CPG
companies in both systems support and analytic
resources in order to support the process.

N=31

Figure 10c: Percent of Sales

A similar relationship of customers to orders
to sales volume exists in the VMI/CRP order
process type, where 11 % of the customers
represent 16% of thw sales volume..

“We expect progress in CPFR… from
bulletin board to systems that refine the
quality of quantitative numbers”

N=27

VP Logistics
Company

6
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CPG Food
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KEY METRICS IN CUSTOMER SERVICE
The Study asked about five variations of ontime measurement commonly in use, four
functional and one process on-time metric. As
indicated in Figure 12, 97.7% of the survey
companies measure on-time in at least one way.

One of the primary objectives of the DHC
Customer Service Benchmarking Study was to
provide insight on:
1. The most commonly used metrics
2. The metrics perceived as most valuable
3. The relative performance vs targets

The single most popular metric among the
CPG companies, with 93% of companies
tracking, is the process metric on-time &
complete (OTC). Another 86% of companies
reported tracking the leading functional metric,
on-time to requested ship date.

The Study determined which metrics are
most important by analyzing the various metrics
tracked, use of those metrics, their value, and
relative performance against targets. DHC
measured the percent of companies that track
each metric, enabling us to determine the most
commonly used metrics.

Damages and returns, the second process
metric in the top third list, was also tracked by
86% of companies. Other “time” metrics of note
in the top third, tracked by most companies,
included both order lead time and order cycle
time.

DHC identified twenty-four metrics that are
commonly used by CPG companies. These
metrics covered the gamut of the customer
service function and related processes.
DHC
identified both functional metrics that measure a
single component (e.g. fill rates, on-time, instock, etc) as well as process metrics that cover
multiple components (e.g. on-time & complete,
perfect orders).

In addition to OTC, companies use a variety
of other “on-time” measures. Nearly 70% of the
companies track on-time in three or more ways.
This is another indication of the importance of
the on-time metric to the survey respondents.

Figure 11 is a list of the most commonly used
customer service metrics based on the percent
of companies that track the metric. The survey
clearly shows that on-time is the most important
metric to CPG companies. The number one and
two metrics, based on the percent of companies
that track, are both on-time metrics.

Finally, figure 12 shows that nearly 28% of
the companies surveyed track the on-time
metric in every means covered within the survey
(five). We believe this is a strong indication of
the corrective action and activity level
associated with misses taken by companies
against the on-time measures.

Figure 12: On-Time Tracking

Figure 11: Overall Metric Tracking Rate

N=44

N=43
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KEY METRICS IN CUSTOMER SERVICE
The percent of companies
tracking a metrics is not the only
way that DHC used to assess the
relative
worth
of
individual
customer service metrics. In the
survey, DHC also asked the
participants to rank the “overall
value” of the metric to the
organization.
Specifically, participants were
asked to rank metrics based on
their value to the organization. A
value scale of 1-5 was used;
1. Least valuable
2. Somewhat valuable
3. Valuable
4. Very valuable
5. Most valuable
Table 1 is a summary of the
twenty-four metrics examined in
the survey, sorted by the average
value rating given by the
respondents.
Generally,
the
metrics that are most often tracked
are also the metrics with the
highest value

Table 1: Metrics Tracked & Value
Percent
Companies
Tracked

Value

On-Time & Complete (OTC)

93%

3.9

On-Time Delivery [req appt - RAD]

56%

3.8

Invoice Accuracy

49%

3.8

On-Time Delivery [cust date]

60%

3.7

On-Time Shipment [req ship date]

86%

3.6

Damages/Returns

86%

3.5

Orders Shipped Complete

72%

3.5

OOS – Distribution Center

63%

3.5

Manufacturing Compliance to
Schedule

61%

3.5

Customer In-Stock Position

42%

3.5

Perfect Orders

34%

3.5

Order Lead Time

74%

3.4

Customer Inquiry Response Time

40%

3.4

Number of Backorders

80%

3.3

Order Entry Errors

48%

3.3

Case Fill Rate

41%

3.3

Order Cycle Time

67%

3.2

On-Time Pickup of Order

41%

3.2

Line Item Fill Rate

56%

3.1

CSR Time on Non-Order Activity

12%

2.6

Order Volume Variability

44%

2.5

Sales Volume Handled per CSR

42%

2.5

Orders per Day per CSR

42%

2.5

Cost to Process an Order

30%

2.5

Metric

Note: “N” for each metric appears in Appendix 1
Process Metrics
8
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Functional Metrics
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KEY METRICS IN CUSTOMER SERVICE
Table 3 details the five metrics that fall into this
category. Invoice accuracy was second only to
the OTC metric in value but is tracked by only
50% of the companies.
Perfect order, an
“integrated” or “process” metric, is only tracked by
34% of the companies in the survey, but is highly
valued by the companies that track it. This metric
has both OTC and invoice accuracy as
components (along with damage free) and is a
very demanding metric. High performance against
perfect order is an indication of best-in-class
customer service.

On-time measurements are tracked by a high
percentage of companies and typically have a
high value attached to them. Table 2 shows each
of the “on-time metrics” and the average value
associated with each. Over 97% of the
companies track some type of on-time measure
and assighn a high value to these measures (on
average over 3.6). On-time delivery to customer
date scored 3.8 on the value scale which was
second only to the OTC (3.9) metric.

Table 2: On-Time Measurements
Customer Service
Metrics

% That
Track

Avg
Value
(1-5)*

Table 3: High Value / Low Percent Tracked
Value

Companies
that
Track

Invoice Accuracy

3.8

49%

Customer In-Stock
Position

3.5

42%

Customer Inquiry
Response Time

3.4

40%

Case Fill Rate

3.3

41%

Perfect Orders

3.5

34%

Metric
OTC (on-time &
complete)

93 %

On-Time Delivery
to Customer Date

56 %

On-Time Delivery
to Requested
Appointment (RAD)

60 %

3.9

3.8

3.7

On-Time Shipment
to Requested Ship
Date

86 %

3.6

On-Time Pickup of
Order

41 %

3.2

* 1=least valuable

Ultimately, in-stock on the retail shelf is a key
measure because it addresses the number one
goal of supply chain / customer service activities
– product availability for consumers. One expert
said “knowing what inventory looks like at the
trade level” was the key factor that contributes to
best-in-class product availability performance.

5=most valuable

N=43

The average “value” across the twenty-four
metrics measured was 3.24 – between “valuable”
and “very valuable” on the five point scale.
Several metrics measured higher than average on
the value scale but under the average on the
“companies that track” scale, suggesting these
particular metrics have a high value to those that
do track them.

While survey results indicate that under 50%
of CPG companies are tracking customer instock positions, independent research shows
measurement of customer in-stock position as an
emerging key metric for leading companies.

9
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KEY METRICS IN CUSTOMER SERVICE
Over 42% of the respondents to the survey track
customer in-stock positions. The in-stock metric
had a value rating of 3.5, placing it in the top half
of all metrics on the value dimension.
Several metrics in the survey are “process
metrics” or so called integrated metrics. Process
metrics are those that cross multiple functional
areas. These are important to note because of
their rankings against the dimensions measured.
These process metrics include:
Metric

% that
Track

Value

On-time and complete

93 %

3.9

Perfect order

34 %

3.5

Damages and returns

86 %

3.5

These metrics are demanding because of their
functional nature and the requirement for multiple
functional components to perform at a high level to
achieve a good overall performance. Perfect order
is the most demanding metric in use measuring
supply chain performance. It is the combination of
four functional metrics (on-time, complete,
accurate invoice, and damage free). Even 90%
performance against each individual component of
“perfect order” yields less than a 66% perfect order
performance. In general, only best-in-class (BIC)
companies track this metric. High performance
against integrated metrics indicates that multiple
points along the supply chain are functioning at a
high level.
Secondary research and expert interviews
reinforce both the demands and the reward of
high performance levels against these metrics.
One expert, when asked what separates BIC
companies from their competitors, stated that
“goals that are process oriented get everyone to
focus on the end-to-end process (product
availability) not just their function”.

10
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“Goals that are process oriented get
everyone to focus on the end-to-end
process, not just their function”
Director – Customer Service
CPG Food Company

What separates the best-in-class
companies; “Those tracking perfect
order + cycle time, inventory value,
and store level service at retail [instock position].
Delivery is not
enough for best-in-class.”
Director – Customer Service
CPG Food Company
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TARGETS & PERFORMANCE
Table 4: Metric Targets & Relative Performance

sort

Metric

Target

Performance
2
vs. Target

Invoice Accuracy

97.4 %

3.44

% of Sales without
Damages or Returns

96.6 %

3.33

Orders entered Error Free

94.7 %

3.30

Orders with No Backorder

92.5 %

3.27

On-Time Delivery
Pick Up of Order

95.7 %

3.27

Line Fill Rate

93.8 %

3.21

Orders without
Damages or Returns

95.4 %

3.18

On-Time Delivery to
Appointment (RAD)

94.7 %

3.14

On-Time Delivery –
Customer Date

92.4 %

3.06

On-Time Shipment
(requested date)

95.6 %

3.04

Case Fill Rate

96.1 %

3.00

CSR Time Spent on
Order Management

74.9 %

3.00

In-Stock Level at DC

95.9 %

3.00

Orders Shipped - On-Time
& Complete (OTC)

92.8 %

2.94

Orders Shipped Complete

93.6 %

2.93

Customer In-Stock Position

93.1 %

2.91

Perfect Orders

94.1 %

2.87

Manufacturing Compliance
to Schedule
1
2

1

94.6 %

2.67

Target: N between 12-37; see Appendix 2 for details
Performance: N between 9-34; see Appendix 2 for details
11
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The CPG companies surveyed set
very aggressive targets for all the metrics
they track. Of the 18 metrics that are
measured as a percent (with 100% being
perfect), the average target across all
these metrics was 93.6%. Excluding the
“CSR time on order management” metric
(74.9%), the average target was 94.6%.
The participating companies were
also asked to rate their qualitative
performance
against
their
target
(Performance vs. Target column in Table
4). The qualitative scale was:
4 – Excellent
3 – Good
2 – Fair
1 – Poor
The average qualitative performance
against these 18 metrics was 3.1 (good).
As seen in Table 4, invoice accuracy
and percent of sales without damages or
returns had both the highest target
values and the best performance levels.
These are two of the four components of
a perfect order. The perfect order metric
had a target of 94.1% but had the second
lowest performance level at 2.87. It
should also be noted that only 34% of
responding
companies
track
this
challenging metric.
Another component of the perfect
order metric is the on-time factor. This
survey has already established that the
on-time metric is both the most common
and rated as the most valuable metric
across CPG companies. On average,
the five on-time metrics have a target of
94.2% with a rating of 3.09 (good) on the
qualitative performance scale.
The final perfect order component,
orders shipped complete, had an
average target of 93.6% with a 2.93
rating on the qualitative performance
scale.

DHC Customer Service Benchmarking Study

TARGETS & PERFORMANCE
Targets for order cycle time (defined as
receipt of order through delivery) were also very
aggressive, with over 35% of the CPG
companies reporting cycle time targets of under
3 days (Figure 14a). Cycle time targets are
approaching the physical limits of pick, pack,
and shipping time.

Figure 15a: Order Lead Time - Target

Figure 14a: Cycle Time Targets

N=31

Cycle time is tracked by 67% of
companies while order lead time is tracked by
74%. Order lead time, defined as the time from
receipt of order to requested ship date, is a
subset of cycle time. Here, over 50% of the
companies (Figure 15a) reported an order lead
time of 3 days or less. In addition, over 77%
reported order lead times under 6 days.
Whereas nearly 24% reported order cycle times
in the 7-9 day range, less than 7% indicated
that range for their order lead times.

N=34

Performance against the cycle time targets
(Figure 14b) reflects that fully 76% of the
companies believe they are operating at a good
to excellent level. This is one more indication of
the overall importance of the “time” factor in
CPG supply chains.

As seen in Figure 15b, performance against
the order lead time tracks similarly to that of
cycle time with 78% of companies reporting
performance in the good to excellent range
against this metric.

Figure 14b: Cycle Time Performance

N=34

Figure 15b: Order Lead Time Performance

DK=Don’t Know

N=31

12
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USE OF METRICS
The survey clearly shows that CPG companies
use many metrics to track their performance and
shape their respective activities. But, there is also
a school of thought that too many metrics may
cause an organization to lose focus on their
primary objective, improving overall customer
satisfaction.

For the purposes of associate evaluation, the
key metrics are order entry error rate and
customer inquiry response time. Additionally,
because one-half of the company’s surveyed
invoicing as a responsibility of their customer
service organization, invoice accuracy is another
key metric used for associate evaluation.

To investigate the issue of having too many
measures, the DHC survey included questions of
how customer service organizations use the
metrics they track. The respondents were asked
to indicate the most important metrics used for
particular purposes.

Figure 16b: Importance to Customers

The respondents were asked to rank their top 5
metrics based on their importance to the following
five factors:
• Identification of Operational Issues
• Associate Evaluation
• Management Reporting
• Overall Value to Your Company
• Overall Importance to Your Customer

N=39

Figure 16a: Metrics to Evaluate Associates

Figure 16b clearly shows why the on-time
metrics are the most important metrics for
customer service organizations. Fully 87% of
the reporting companies said that on-time
delivery is the most important metric to their
customers. It is mentioned as the key metric for
customers by nearly 40 points over any other
metric.
The importance of on-time shipments is
further supported by the fact that the second
most important metric to customers, in the
opinion of the respondents, is OTC. Customers
are also interested in the response time to their
inquiries, receiving perfect orders and ensuring
that there are no out-of-stocks at their
distribution centers.

N=26

Figure 16a shows the most important metrics
that companies typically use to evaluate their
customer service associates. CSR evaluation is
the only instance where on-time delivery is not the
number one, most important, metric.

13
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USE OF METRICS
Figure 16c: Importance to My Company

Again, the importance of on-time shipments
is further supported by the fact that both OTC
and on-time delivery ranked in the top metrics
that were “important to my company”, important
for “identification of operational issues”, and
important
for
“management
reporting”
purposes.
Three additional metrics are listed as a top
metric for more than one purpose. Damages/
Returns is listed as a key metric for company
Importance and identifying operational issues.
Number of backorders and cycle time are both
listed as top metrics for identifying operational
issues and management reporting (Figures 16c
to 16e).

N=39

Figure 16d: Identification of Operational Issues

Many companies are also interested in
understanding the cost to process an order,
with 33% of responding ranking it as a top
metric for management reporting purposes.
The “cost to process an order” metric had
the lowest overall value (Table 1) score (2.5).
However,
as
Figure
16e
indicates,
management apparently does not agree with
this low estimate of value because the “cost to
process an order” metric was a top five metric
for management reporting purposes.

N=40

Order cycle time is a top five metric when
companies consider their operational issues
(Figure 16d) and management reporting (Figure
16e).

Figure 16e: Management Reporting Purposes

N=40
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ORGANIZATIONAL ALIGNMENT
Most customer service organizations report to
sales (44% of responding companies – Figure
17a). However, an additional 47% of customer
service organizations report to supply chain or
senior staff level positions (reporting to COO),
both of which could also be considered “customer
advocate” roles. This means that over 90% of
customer service organizations are managed by
groups with a keen interest in meeting customer
needs
and
providing
strong
customer
satisfaction.

Figure 17b: Reporting & Company Size

Figure 17a: Reporting Relationship

N=26

Over 70% of companies have at least some
of their CSR resource dedicated to specific
customers (Figure 18). In this type of alignment,
order processing, inquires, and expediting for a
specific customer would typically be handled by
the same CSR.

N=43

While the majority of CPG companies have
customer dedicated CSRs, other non-customer
centric approaches are also used including
channel specific and sales territory / geography
CSR alignment.

There appears to be a relationship between
company size and where customer service
reports. Four of the five largest companies (>$5
billion) have customer service reporting to sales
(Figure 17b).
This may indicate that larger
companies have sufficient sales infrastructure to
manage customer service where smaller
companies do not want to burden the sales
organization with this additional management and
business process responsibility.

Figure 18: CSR Alignment Used

In addition, over 50% of the companies under
$5 billion in sales reported a non-sales
organizational alignment for their customer
service groups.
For the $1-5 billion (sales)
companies, every organizational alignment for
customer service was reported and the most
prevalent was supply chain.

N=14

The organizational approaches for aligning
CSRs with customers also varies widely between
CPG companies. .

*Please Note: the percentages do not add to
100% since most companies use multiple
approaches to assigning CSRs.

15
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ORGANIZATIONAL ALIGNMENT
Figure 19: CSR Alignment Approach

Figure 19 shows that most companies
(71%) reported utilizing more than one
approach for aligning CSRs with customers.
Interestingly, of the companies using the
single approach to their CSR alignment,
nearly three quarters chose the customer
dedicated method.
Of the over 540 CSR’s covered in the
survey, 44% were aligned against specific
customers (Figure 20). An additional 45% are
organized to support either a specific sales
territory / geography or specific classes of
trade.

N=14

The 12% “other” shown in Figure 20
includes CSR’s that are aligned with a
specific division, customer segments or
international. Customer segmented CSRs
would be responsible for a group of
customers that meet a specific segmentation
criteria. This could include new customers,
target customers, or some volumetric
segmentation (ABC) of customers.

Figure 20: CSR Alignment

N=547*

*Note: there were 30 companies representing
547 CSR’s
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PROCESS OWNERSHIP
Table 5: Selection Matrix

Participating companies were asked to
identify the process owner for 16 key processes
that impact customer service or supply chain
execution. These processes, and the 11 choices
for process owners, are noted in the selection
matrix of Table 5. Respondents were required to
select only one process owner.
In this way,
Dechert-Hampe was able to understand how
these consumer products companies managed
these key processes and where process
ownership was assigned.
Full detailed results of process ownership
across all the named processes in Table 5 are
shown in Appendix 3. Key findings on process
ownership include the following:

Figure 21: Process Ownership

Process or Activity
Bundles List (16)

Ownership Choices (11)

Order Management

Customer Service

Customer Complaints

Operations

Customer Inquires

Sales

Invoicing

Finance

Merchandizing

Administration

Promotion Analysis

Supply Chain

Customer Service DB

Distribution

Warehousing

Warehousing

3 PL – 3rd Party Logistics

Info Technology

Credit / Collection

Other

Customer Master
Maintenance

Transportation

Returns
Deductions

N=16

Pricing Administration

The results show that 10 of the 16
processes had a single department with “clear
process ownership” (Figure 21), which was
generally defined as a single department being
named by more than 50% of the survey
respondents. The remaining 6 processes were
either split between two primary owners or no
clear ownership was evident.

Price File Maintenance
Product Master File
processes with a high impact on the customer
base, are not managed by customer service in
most companies. As we will see later, the
management of these processes varies widely
across participating companies.

As previously shown in Figure 7, the
customer service organization was named as
the predominant owner of the three key order
management processes, including order
management (64%), customer inquiries (64%),
and customer complaints (54%).

It is worth noting that the customer service
department was named as the process owner by
at least 27% of the respondents in three
additional activities; deductions (27%), returns
(35%), and customer master file maintenance
(32%).

We were surprised to learn that customer
master file maintenance and returns, two
SPACE
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PROCESS OWNERSHIP - CONSENSUS
In this survey, processes were selected that
would generally have some level of customer
service ownership. However, in the case of
three
“operations”
type
processes
(warehousing, third party logistics (3PL),
transportation) customer service ownership was
almost non-existent.

A number of activities were consistently
aligned with specific departments by a majority
of the responding companies. These examples
are presented in Figures 22a – 22d.
Many databases are required to support the
customer service function. The vast majority
(80%) of companies use a central IT
organization to support their database
requirements (Figure 22a).

Survey results indicate that there are
operational processes that are often managed
by different “logistics-oriented” departments.
Some of these differences may be related to
what a particular function is called within a
particular company. (Figure 22d).

Figure 22a: Central IT Responsibility

N=44

Over 80% of the respondents report three
activities (warehousing, transportation, 3PL) as
being owned “operations” type departments.

The finance department typically has
process ownership for two key financiallyoriented processes: credit & collection and
invoicing (Figure 22b).
Customer service
organizations had primary responsibility for
invoicing in only 16% of the companies.

Not surprisingly, but confirmed in the survey,
the management of 3PL, warehouse operations,
and transportation processes are handled by
either the distribution, operations, supply chain,
or transportation groups within the majority of
CPG companies surveyed (80%+).

Figure 22b: Finance Responsibilities

Figure 22d: Operational Processes
N=44

The sales organization is generally
responsible for merchandising and promotional
analysis (Figure 22c). Many companies appear
to use either marketing or third party support
groups for their promotional analysis based on
the fact that only 48% of the survey companies
place this responsibility into sales.

Figure 22c: Sales Responsibilities
N=45

As we have seen, the vast majority of the
processes examined in
the survey had a
predominate process owner across most CPG
companies. There were however, some
processes (6 of the 16) where ownership varies
widely across companies.

N=44
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PROCESS OWNERSHIP - DIVIDED
Figure 23b: Customer Master Ownership

Returns are managed by a variety of
departments (Figure 23a), with 35% of
respondents identifying customer service as the
key process owner.
An additional 35% of
respondents identified the operations or supply
chain groups as the process owner for returns.
This presents a challenge at some companies
since the responsibility for returns is split
between the department that would receive
communication from the customers on the need
for a return (Customer Service) and the
departments that would eventually process those
returns.

N=45

While the customer master file is managed
by a variety of departments, customer service
was the department most often mentioned as
the process owner. The customer service
group was named twice as often as any other
department for this process, but only 32% of
companies manage the customer master file
within the customer service group. In Figure
23b, we see that respondents also selected 5
other departments as process owners of the
customer master.

Figure 23a: Returns Process Ownership

We believe it is because of the diversity of
uses and the integration of the customer
master across many processes that ownership
is so varied across our CPG sample.

N=43

The returns process was the most diverse
from an ownership perspective in the DHC
Customer Service Study. It was the only
process surveyed where every possible process
owner was noted by at least one of the
participating companies. In Figure 23a, there
are six separate departments included in the “all
other” category (18%).

Pricing administration and price file
maintenance are closely related and both
processes have a significant impact on the
order entry and customer service function in
CPG companies.
The sales department was twice as likely
as any other department to be named the
owner of pricing administration (Figure 23c).
In a smaller number of cases, customer
service was named as the pricing process
owner (14%), as was the pricing department.

The customer master file is the repository for
all key customer information that is used
throughout the organization. Typically housed
within the company’s ERP system, the customer
master would include information such as; ship
to, bill to, corporate hierarchy, contacts, etc.
The customer master typically ties to the order
management, shipping, and invoicing systems.
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PROCESS OWNERSHIP - DIVIDED
Figure 23c: Pricing Administration

In addition to pricing administration,
participating companies were asked to identify the
process owner for “price file maintenance”.
Process ownership generally aligned with pricing
administration. Maintenance of the pricing file was
one of the most divided examples of process
ownership in the survey (Figure 23d).
Another divided example of process ownership
in the survey was the product master. The product
master file is the key link between systems and
processes of the typical consumer products
company. All attributes and descriptions of the
products sold by the company reside in the product
master file.

N=43

Figure 23d: Price File Maintenance

Survey results indicate that at least nine
separate departments were noted as process
owners for the product master. The most frequent
process owner was the operations group (Figure
23e). The logistics-oriented groups typically have
primary responsibility for the product master file
because operations and supply chain are named
as process owners 41% of the time.

N=43

Figure 23e: Product Master

Like the product master, ownership of
deductions management was divided among
respondents but, in this case, across a smaller
number of departments as only four process
owners were typically named.
Survey results
indicate that in 41% of the companies surveyed,
finance owns the deductions management process
(Figure 23f).

N=44

In 27% of the companies, the customer service
group was named the primary process owner.
“Other” was named by 7% of the respondents and,
most likely, represented companies with brokered
sales organizations where the broker has the
primary responsibility for deductions.

Figure 23f: Deductions Mngt

Not surprisingly, since managing deductions
involves “real green money”, the leading process
ownership group is the finance group. Although
many CPG companies choose a different
organizational approach, finance remains the most
likely department responsible for the deductions
management process.

N=44
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CONCLUSIONS
The customer service function varies greatly across today’s consumer packaged goods landscape
with respect to organizational approach, measurement, and process ownership.
There are several key findings in this Study that provide insight into the variability. Companies
track, on average, 13 customer service metrics. On-time metrics (5) are the most important with
OTC the single most common metrics. CPG companies set high targets for performance against
their key metrics. Some metrics not as widely used are highly valued by the companies using them.
Order cycle times are approaching the physical limits of pick, pack, and transit time. CPFR is an
important process for the largest customers of the survey companies. While more customer service
organizations report to sales than any other alignment, this reporting relationship does not exist with
the majority of the companies in the survey. Typically, CPG companies use more than one method to
align their customer service representative to their customer base. Customer service organization
typically own many of the customer facing processes within their organizations, deductions
management not among them.

RECOMMENDATIONS
The Customer Service organization is a critical link between a company and its customer base.
Providing high levels of customer service will help increase overall customer satisfaction and can
help drive increased profits to your bottom line. This Study was designed to help companies
understand what Customer Service metrics are most commonly used and to help companies set
appropriate goals, measure performance against industry standards, and improve customer
satisfaction.
To further leverage the findings and information of the Dechert-Hampe & Co. Customer Service
Benchmarking Study, we recommend the following:
• Ensure that you are utilizing a series of customer service metrics that will enable you to
measure and judge customer service success or failure.
• Utilize both functional (single component) and process (multiple component) metrics to
track and measure results.
• Establish targets that will ensure that you provide world class customer service and that
help you move towards, or remain at, Best In Class levels.
• Create and/or maintain a Scorecard to continuality evaluate your progress in delivering
high levels of customer service.
• Use the scorecard results to guide corrective actions that will lead to continuous
improvement of customer service.
• Work with your customer base to understand what metrics are important to their
business and integrate the customer view into your customer service operation.
• Ensure that your organization alignment and business processes foster collaboration
across the departments that impact customer service (Sales, Transportation, Supply
Chain, Finance).
• Ensure that each department's functional metrics effectively contribute to and support
the inter-departmental / company wide process metrics.
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Appendix 1
Number of respondents (N)** from survey for “track” and “value” dimensions.

Percent
Companies
Tracked

N
for
Tracked

Value*

N
for
Value

On-Time & Complete (OTC)

93%

45

3.9

37

On-Time Shipment (Requested Date)

86%

44

3.6

35

Damages/Returns

86%

45

3.5

38

Number of Backorders

80%

46

3.3

40

Order Lead Time

74%

45

3.4

40

Orders Shipped Complete

72%

41

3.5

41

Order Cycle Time

67%

46

3.2

45

OOS – Distribution Center

63%

44

3.5

31

Manufacturing Compliance to Schedule

61%

44

3.5

31

On-Time Delivery (req appt - RAD)

60%

45

3.7

32

On-Time Delivery (customer date)

56%

46

3.8

31

Line Item Fill Rate

56%

44

3.1

29

Invoice Accuracy

49%

45

3.8

31

Order Entry Errors

48%

46

3.3

30

Order Volume Variability

44%

45

2.5

30

Customer In-Stock Position

42%

46

3.5

25

Sales Volume Handled per CSR

42%

44

2.5

28

Orders per Day per CSR

42%

44

2.5

26

Case Fill Rate

41%

45

3.3

23

On-Time Pickup of Order

41%

44

3.2

23

Customer Inquiry Response Time

40%

45

3.4

27

Perfect Orders

34%

44

3.5

26

Cost to Process an Order

30%

46

2.5

24

CSR Time on Non-Order Activity

12%

45

2.6

22

Metric

*1- Least Valuable, 2- Somewhat Valuable, 3-Valuable, 4-Very Valuable, 5-Most Valuable
**Note: “N” varies because not all companies provided their value rating.
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Appendix 2

APPENDICES

Sort

Number of respondents (N)** from
survey for target and performance.
Metrics (Measured as Percent)

Target

N

Performance*

Invoice Accuracy

97%

20

3.44

18

% of Sales w/o Damages or Returns

97%

12

3.33

9

Orders entered without an Error

95%

21

3.30

20

Percent of Orders with No Backorder

93%

13

3.27

11

On-Time Pick Up of Order

96%

16

3.27

15

Line Fill Rate

94%

20

3.21

19

% Orders w/o any Damages or Returns

94%

18

3.18

17

On-Time Delivery (RAD)

95%

25

3.14

22

On-Time Delivery – Customer Date

92%

20

3.06

18

On-Time Shipment (Requested Date)

96%

34

3.04

26

Case Fill Rate

96%

17

3.00

16

CSR Time Spent on Order Management

75%

12

3.00

9

In-Stock Level at DC

96%

16

3.00

15

Orders Shipped On-Time & Complete

93%

37

2.94

34

Orders Shipped Complete

94%

31

2.93

28

Customer In-Stock Position

93%

12

2.91

11

Perfect Orders

94%

18

2.87

15

Manufacturing Compliance to Schedule

95%

17

2.67

15

Metrics (Time Measurement)

Target

N

Customer Inquiry Response Time

2.7 hours

23

3.73

9

Order Cycle Time

5.8 days

30

3.20

32

Order Lead Time

4.0 days

32

3.09

31

Performance*

Order Volume Variability

NA

NA

Orders per Day per CSR

NA

NA

Cost to Process an Order

NA

NA

*Performance Scale:

4 – Excellent

3 – Good

2 – Fair

1 – Poor

**Note: “N” varies because not all companies provided their performance ratings.
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Appendix 3
Process Responsibility
For each process, the percentage of companies that named the department as
process lead. Highlighted box is department with most mentions as process
lead.
Cust
Serv

Admin
istration

Customer
Inquiries

64%

9%

Order
Management

64%

7%

Customer
Complaints

54%

4%

Cust Master
Maintenance

32%

10%

15%

Deductions

27%

11%

41%

Returns

35%

5%

Price File
Maintenance

14%

2%

Invoicing

16%

9%

Pricing
Administration

14%

9%

14%

Credit &
Collections

14%

14%

64%

Finished Prod
Master Maint.

5%

10%

CS-IT Systems /
Database

7%

5%

Transportation

2%

4%

16%

Promotion
Analysis

5%

2%

Merchandising

2%

4%

Responsibility

Distrib
ution

Finance

IT

Operati
ons

Sales

Supply
Chain

Transport
ation

20%
2%

2%

2%

2%

2%

25%

Warehousing

2%

4%

22%

4%

7%

11%

17%

2%

10%

15%

2%

7%

7%

12%

2%

23%

2%

21%

10%

14%

21%

5%

2%

2%

7%

35%

7%

57%

5%

Third Party
Logistics

2%

13%

8%

7%

2%

2%

2%

25
25

2%

2%

5%

23%

80%

2%

2%

27%

20%

3%

18%

31%

7%

48%

7%

4%

60%

4%

27%

2%

25%

11%

29%

2%

38%

Note: Rows do not add to 100% because “other” is not detailed

12%

