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8 Metrics Every Customer Service and Support Leader Should Care About

As business models and priorities evolve, and with
ever-increasing pressure on service and support
. .. . along with related tools, peer best practices
functions to reap the cost-efficiency and CX benefits and analyst insights.
Al offers, service and support leaders know they
must reevaluate their metrics to better communicate
functional value.

( ﬂ Become a Gartner client to unlock the
complete version of this report,

We recommend that leaders develop a hierarchy of metrics to demonstrate the
contribution of service and support to broader enterprise goals. Start by articulating
the function’s business objectives and how they support enterprise goals, then build

a cascade of metrics that demonstrate and drive service and support success against
these objectives. While we recommend every leader undertake their own metrics
reevaluation to take their brand positioning, channel portfolio, organizational structure,
current maturity, etc., into account, eight metrics should feature in most organizations’
metrics hierarchies (see Figure 1). This is because they support the two most common
functional objectives of service and support leaders: driving growth through loyalty/
disloyalty mitigation and reducing cost to serve.

Often, however, these measures are either not measured at all, misprioritized in leaders’
metrics hierarchies or calculated inaccurately, diminishing their power and the associated
CXand cost improvement opportunities. This insights report sets out how these eight
metrics should be used within a service and support metrics hierarchy, the common
challenges that prevent them from reaching maximum utility and follow-on deep-dive
insights on each measure.
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Figure 1: Eight metrics customer service and support leaders should care about

Strategic and operational metrics that support common business objectives

Service and support
business objectives

Strategic metrics to
show progress

Operational metrics for joint
management accountability

Source: Gartner

Growth through loyalty Cost reduction

Customer effort Cost per resolution
score (CES) e

Customer Mean time
satisfaction to resolution
((&7:%D) (MTTR)
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Strategic measures are the highest-level metrics in the service and
support organization. They play a critical role in demonstrating direct
achievement of the function’s objectives to senior management and
the board of directors. Leaders must present only one or —at most —
two measures per objective.



@ Strategic Measures

Customer effort score

60 The most crucial task for service organizations is to defend loyalty by
meeting customer expectations for low-effort experiences.! Seventy-
o one percent of customers with a low-effort service experience are
likely to remain loyal, compared to only 13% of customers with a high-
effort experience.? Low-effort service is a prerequisite for any additional, value-
enhancing activities the function may undertake. Yet lower-effort experiences are
increasingly challenging to deliver due to more complex customer requests and
siloed customer journeys.

While leaders increasingly recognize the need to deliver low-effort experiences to
defend loyalty, only 32% of service and support functions assess their performance
using the CES.2 Capture CES as a strategic metric, derived from both VoC survey
questions (capturing customer perceptions of whether the organization did
everything possible to deliver a low-effort experience) and indirect and inferred
analytics tools (capturing customer verbatim, sentiment and activity).

! Research Foundations: Inside the Low-Effort Service Organization.
2 2025 Gartner State of the Customer Survey.
3 2024 Gartner Technology Trends in Service Survey.
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Figure 2: CES questions

To what extent do you agree
or disagree with the following
statement?

[The company] made it easy for me
to handle my [issue].

o Strongly disagree

o Disagree

o Somewhat disagree

o Neitheragree nor disagree

O Somewhat agree

O Agree

o Strongly agree

Source: Gartner
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Figure 3: Example of a follow-up
question with multiple
choice options

We are disappointed to hear that
you didn’t have an easy experience.
What was the reason for your score?

(Select all that apply)

o | had to repeat myself
o |hadto be transferred
o | had to make multiple contacts

o0 lunsuccessfully tried to find the
answer online

o Other:

Source: Gartner
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@ Strategic Measures

Value enhancement score

\/ With growth under pressure, enterprise leaders are looking to
NQ' service and support to drive larger contributions to enterprise and
g ™ customervalue beyond resolving issues. Yet many teams focus solely
- on resolution, missing the opportunity to help customers realize
more value from their purchase. Furthermore, demonstrating service and support
contribution to financial or renewal outcomes can be challenging.

Where this is the case, leaders should leverage the VES, which assesses whether

a service and support interaction has enabled customers to achieve more with
their product/service and increased their confidence in their decision to purchase.
Compared with CSAT, CES and Net Promoter Score (NPS), this strategic metric is
the most predictively accurate measure of the function’s contribution to customer
retention, wallet share and positive word of mouth.
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Figure 4: Loyalty through customer service-predictive accuracy

of key CX metrics
Predictive accuracy of key CX metrics: NPS, CSAT, CES and VES

High @ Job 1: Deliver low-
effort issue resolution
. Value (measure with customer
enhancement effort score)
score

® Job 2: Supplement issue
resolution with a value
enhancement strategy to
CES
boost customer loyalty
(measure success with
value enhancement score)

Predictive
accuracy
(retention)* AT Predictive accuracy
‘ cS (Positive WOM)*
@ s
O High
O Medium
Low
Low High O Low
Predictive accuracy
(increasing wallet share)*
n=2196

Source: Gartner Loyalty Through Customer Service and Support Survey
*Scale uses log odds as predictive accuracy.
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@ Strategic Measures

Cost perresolution

“ While more popular cost per contact or case
o I measures help understand the total costs of
specific interactions or assisted service cases,
they fail to account for the cost of multichannel service and
support journeys — and, in the case of cost per contact, repeat
contacts — which are common. They can also incentivize short-
term cost reduction efforts that erode CX.

Leaders should incorporate these measures into a more holistic,
strategic cost per resolution measure that considers the cost

to serve end-to-end customer journeys across channels and
interactions. Doing so helps leaders prioritize cost-efficiencies

through improved understanding of the cost drivers as well as the

channels used, contacts required to resolve, and total fixed and
variable costs for customer service and support.

8 Metrics Every Customer Service and Support Leader Should Care About

Figure 5: Calculate the cost per resolution for a multichannel journey

Add the cost per contact per channel, multiplied by the number of times it is used.

Visits website — Connects with Calls — Doesn’t
o . Calls back .
Can’t find Y live chat — ' havenecessary /N . Obtains
. (>) . ()) . . (>) with necessary .
appropriate ~f Directedtocall Yy informationon ‘= information resolution
FAQ for this issue hand
| | |
1 1 1 Cost per
$1.84 ©) $15.49 ®) $14.61 > resolution:
$46.55
| ] ]
Average cost per contact represents just
one-quarter of the actual cost to resolve
this customer’s issue.
n=2,196

Source: 2020 Gartner Loyalty Through Customer Service and Support Survey
*Scale uses log odds as predictive accuracy.
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Leaders should frame operational measures as the key
performance drivers that the service and support management
team can take action to improve, which subsequently drive
success in the strategic measures above.



@ Operational Measures

Customer satisfaction

Although customer satisfaction is the most widely
used measure by service and support organizations
today,?® it is often misused and fails to drive CX
improvement. The typical “How satisfied were
you with the service experience?” question framing lacks
actionability. While frequently presented as the function’s “hero
metric” or the ultimate demonstration of its contribution to
loyalty, it is less predictive than the CES or VES.

Instead of positioning CSAT as their hero metric, leaders should
consider it an operational metric. Increase its actionability by
designing detailed satisfaction questions to measure specific
aspects of customers’ experience (e.g., speed of resolution,
agent communication skills or understanding of needs) that

support the strategic measures above.

3 2024 Gartner Technology Trends in Service Survey.
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Table 1: Examples of CSAT survey questions

Less effective
CSAT questions

Examples of more effective CSAT questions

“How satisfied were
you with the agent you
spoke with?”

“How satisfied were
you with the service
experience?”

“How satisfied were you
with our self-service
website?”

Source: Gartner
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Agent satisfaction
“Based on your interaction with the
agent, how satisfied were you with
the following?”

e Willingness to help

« Taking ownership of resolving

your issue
» Setting clear expectations

Resolution satisfaction
“How satisfied were you with the time
it took to resolve your issue?”

Self-service satisfaction
“What is your satisfaction with
the following regarding our
self-service portal?”
e Time it took to find what you were
looking for
* Ability to resolve yourissue/
answer question
e Clarity of the website content

Al tool satisfaction
“How satisfied are you with the help
you received from our chatbot or
Al-powered support?”
¢ Time it took to find what you were
looking for
¢ Ability to resolve your issue/
answer question
« Ability to reach a human agent

Onboarding satisfaction

“How satisfied are you with the support
and guidance you received during
your onboarding?”
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@ Operational Measures

First contact resolution

The most important thing customers want out

of a service interaction is resolution on their

first contact with service and support, but only

30% of customers report achieving first contact
resolution.?* Many leaders express disbelief at this figure; this is
often because leaders calculate channel-specific views of first
contact resolution (i.e., first “call” or first “chat” resolution, or
FCR) with heavy reliance on agent reporting of case closure.

Instead, leaders must reposition first contact resolution to
consider the customers’ broader multichannel journey across
both self- and assisted-service and increase their measurement
accuracy by multisourcing their data from sources like surveys,
repeat contact tracking, conversation analytics and customer
journey analytics.

2 2025 Gartner State of the Customer Survey.
4 2024 Gartner Managing Customer Service Journeys Survey.
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Figure 6: FCR measurement maturity

Customer

survey
Customer

AND
Customer survey

survey AND
OR Rep-reported

Rep-reported

Channel-specific

One-sided

Source: Gartner
QA = quality assurance, STA = speech and text analytics

Customer
survey

Customer
survey AND

AND STA-derived
STA-derived AND

QA-reported OR Repeat contact

trackin
Repeat contact 9

tracking

Measurement

Perspective

Customer
survey

AND
STA-derived
(0]

Customer
journey
analytics

Full journey

Well-rounded

Note: Exact combinations of measurement sources may vary, but increased maturity comes through the addition and combination of additional

data sources.
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Mean time to resolution Figure 7: Go beyond channel-specific AHT, to measure MTTR

[llustrative time spent on customer service journey

Although assisted-service interactions — commonly

measured with average handle time (AHT) — often _

make up a significant portion of a customer’s time to Uiilosiis a 15

resolve a service issue, customers also spend time
interacting in self-service channels, transferring between self- CrEtinis eenen . 7
and assisted-service channels, and following up where necessary
to resolve a complex problem. Live chat queue - 9
Leaders should consider this broader time spend — a significant Live chat interaction - 13
contribution to perceptions of effort —when seeking to improve . .

. . . . Idle time — waiting for
customer experiences with service. Focusing management 8
. . . customer engagement

on reducing the mean time to resolution across channels can
drive investments in channel guidance and capabilities, more Phone queue - 15

digestible knowledge articles and seamless handoffs between

channels and agents. Phone talk time - 17

0] 45 90

Time spent (in minutes)

Source: Gartner

Gartner for Customer Service & Support Leaders Follow Us on LinkedIn Become a Client n


https://www.gartner.com/en/customer-service-support/products/gartner-for-customer-service?utm_campaign=RM_GB_2026_GCSSL_NPP_IA1_CSSMETRICS
https://www.linkedin.com/showcase/gartner-for-customer-service-support/?utm_campaign=RM_GB_2026_GCSSL_NPP_IA1_CSSMETRICS
https://www.gartner.com/en/become-a-client?utm_campaign=RM_GB_2026_GCSSL_NPP_IA1_CSSMETRICS
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Self-service adoption Figure 8: Measuring self-service success

m The ROI of self-service is driven by two main factors:
the number of customers who attempt to solve

U their issue in these channels and the effectiveness Total inbound volume i::.j:j:ﬂiszecj
of the capabilities offered. Self-service adoption s,

therefore, an important measure to account for, as it considers

whether customer engagement is sustained over time or whether

a single bad attempt to use self-service puts customers off

continued use of these tools.

Volume that can or
could be self-served

Addressable in self-service

Track self-service adoption — the percentage of customers who
consistently attempt to use self-service over time for various l
issues — not just one-off attempts to use self-service or the
resulting containment or deflection.

Customers who attempt to
self-serve an issue
Adoption

Customers who consistently
attempt to use self-service to
resolve issues over time.

[

Customers who resolve their issue in
self-service. Split into four measures:

e Partial containment * Implicit deflection
 Explicit deflection e Containment

Source: Gartner
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Self-service containment and deflection Figure 9: Measuring self-service success

Illustrative

Containment (more commonly measured in B2C
and the public sector) and deflection (common
e iN B2B) are often calculated as the percent of S
total inbound volume resolved in self-service, ) . .
. ] . . ’ Self-service unsuitable or unavailable
overlooking that not all issues are suitable for digital resolution. 80,000

Total inbound volume - 300k

Instead, measure containment/deflection as a share of
addressable issues, and distinguish between partial containment T IR S,
(where a purposeful handoff to assisted takes place); explicit 70,000

deflection (customers abandon escalation after finding Contact 150,000
an answer); implicit deflection (customers resolve without volume
escalating); and broader containment (regardless of whether the

customer intended to reach out for assisted service or raise a

ticket). This approach reveals where self-service truly adds value

and where improvements are needed.

Total addressable opportunity - 220k
(73% of total inbound volume)

Self-service attempts - 150k

(50% of total inbound volume
or 68% of total addressable
opportunity)

Self-service containment - 40k

(13% of total inbound volume or 18%
of total addressable opportunity)

Source: Gartner
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Actionable, objective insights

Position your organization for success. Explore these additional complimentary
customer service and support resources and tools.
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Access actionable recommendations to Explore the top 20 Al use cases reshaping Uncover the latest customer service and Getinsights, guidance and tools
lead your organization through the human- customer service — ranked by value support insights and solutions with experts, to enable faster, smarter decisions
Al workforce evolution. and feasibility. peers and solution providers. and stronger performance on your

mission-critical priorities.

Already a client? Get access to even more resources in your client portal. Log In /1


https://www.gartner.com/en/customer-service-support/trends/state-of-the-human-ai-workforce-in-customer-service?utm_campaign=RM_GB_2026_GCSSL_NPP_IA1_CSMETRICS
https://www.gartner.com/en/customer-service-support/products/gartner-for-customer-service?utm_campaign=RM_GB_2026_GCSSL_NPP_IA1_CSMETRICS
https://www.gartner.com/en/conferences/na/customer-service-support-us?utm_campaign=RM_GB_2026_GCSSL_NPP_IA1_CSMETRICS
https://www.gartner.com/en/webinar/830503/1839157-assess-ai-use-cases-to-maximize-impact-in-customer-service?utm_campaign=RM_GB_2026_GCSSL_NPP_IA1_CSMETRICS
http://gartner.com/account/signin

Connect with us

Get actionable, objective business and technology insights
that drive smarter decisions and stronger performance on
your mission-critical priorities.

U.S.: 18553225484
International: +44 (0) 3330 6296 946

Become a Client

© 2026 Gartner, Inc. and/or its affiliates. All rights reserved. Gartner is a registered trademark of Gartner, Inc. and its affiliates. This publication may not be reproduced or distributed in any form
without Gartner’s prior written permission. It consists of the opinions of Gartner’s business and technology insights organization, which should not be construed as statements of fact. While

the information contained in this publication has been obtained from sources believed to be reliable, Gartner disclaims all warranties as to the accuracy, completeness, or adequacy of such
information. Although Gartner publications may address legal and financial issues, Gartner does not provide legal or investment advice and its research should not be construed or used as such.
Your access and use of this publication are governed by the . Gartner prides itself on its reputation for independence and objectivity. Its research is produced independently
by its business and technology insights organization without input or influence from any third party. For further information, see Gartner
insights may not be used as input into or for the training or development of generative artificial intelligence, machine learning, algorithms, software, or related technologies. 4919300

Learn more about Gartner for Customer
Service & Support Leaders

Stay connected to the latest insights

Attend a Gartner conference

Gartner


https://www.gartner.com/technology/about/policies/usage_policy.jsp
https://www.gartner.com/technology/about/ombudsman/omb_guide2.jsp
https://www.gartner.com/en/customer-service-support/products/gartner-for-customer-service?utm_campaign=RM_GB_2026_GCSSL_NPP_IA1_CSSMETRICS
https://www.linkedin.com/showcase/gartner-for-customer-service-support/?utm_campaign=RM_GB_2026_GCSSL_NPP_IA1_CSSMETRICS
https://x.com/Gartner_inc
https://www.youtube.com/channel/UCSNX50LYGXWV_e5UWZGPGbw
https://www.gartner.com/en/conferences/na/customer-service-support-us?utm_campaign=RM_GB_2026_GCSSL_NPP_IA1_CSSMETRICS
https://www.gartner.com/en/become-a-client?utm_campaign=RM_GB_2026_GCSSL_NPP_IA1_CSSMETRICS

