
The new business construction organization, often a neglected function within utilities, has finally come to 
the forefront for many CEOs.  

As rate caps lift and the wave of rate increases propagates, the value proposition for regulated energy 
service is coming under greater scrutiny. Amplifying this problem are rising customer expectations, driven 
by customers’ experiences with other service providers (e.g., cable, water, appliance), and other factors—
which are combining to create a perfect storm situation (Exhibit 1). A number of utilities are experiencing 
a significant decay in customer satisfaction scores and an increase in elevated complaint calls.

Three steps to improve customer satisfaction
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Reinventing the New Business 
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Addressing this customer satisfaction decay requires a significant improvement in the overall customer 
experience—not just tweaks to the organization. The best firms redefine their customer experience 
“vision” and then translate this vision to improve each customer touch point.

Our experience indicates that even top-performing distribution companies have significant opportunities 
to improve customer satisfaction scores by 10 to 30 percent, while stabilizing operating costs. 

Exhibit 1  Sources of customer satisfaction decay

Lack of management attention

•  Historically, new business is a lower priority function— 
usually falls behind other infrastructure work 

• Often a rotational assignmentDegradation of service levels

•  Aging workforce issues have left some design 
staffs, construction crews short skilled

•  Most common customer issues:

–Dissatisfi ed with time to complete job

– Missed promise dates or not 
completed within time frame

– Dissatisfi ed with fi eld or 
offi ce representatives

–Poor communication

– Employees not as “customer 
oriented” as other industries  

Rising customer expectations

•  Other service providers “raising the bar,” e.g., 
cable providers installing service on Sundays 
and meeting 2 hour service windows

•  Residential urban areas and homebuilder 
segments hardest hit

 
Rate increases/other negative press

•  Rate cap removals

•  Extended outages

•  Tree trimming disputes

Customer
Satisfaction
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Step 1: Redefi ne the Customer Experience “Vision”
The key is a holistic approach to reinventing the overall new business organization, beginning with rede-
fining the customer experience “vision.” The new business vision drives employee decisions and focuses all 
employees on creating an environment that meets customers’ needs. It becomes the basic guidepost for all 
new business actions and provides a high level of consistency across regions (Exhibit 2).

This new vision must then be incorporated into the new business organization at every customer touch point 
to deliver the desired customer experience. Each touch point is an element of the overall experience and 
builds to establish a positive or negative perception on the part of the customer (Exhibit 3). Customer satis-
faction scores overall can degrade due to just one negative individual experience in the call-to-install process.

Exhibit 2   Examples of customer experience vision that drive employee behaviors

Step 2: Translate the Vision into Each Customer 
Touch Point

Exhibit 3  Traditional utility touch points that create the customer experience 

“Quality Service/Convenience/Value”

“We deliver on our promises”
“7 days–call to install”

“Speed-Simplicity-Satisfaction”

Identifi es the focus of 
required training

Sets employees expectations
Simplifi es performance 

management

Ties multiple 
regions/districts together

Provides clear direction Sets a common company culture

Customer

Utility

Time

Customer 
contacts call 

center

Customer calls again 
looking for an 

appointment time

Technician inspects job 
site; appears very 
knowledgeable

No call back

Appointment time 
promised

Status call, placed 
on hold

Crew misses appointment, 
appears two days later

Call promptly 
answered

Overall 
negative 

experience

Elevated 
complaint filed

Installation time 
promised

Negative 
experience

Positive 
experience



Step 3: Rebuild the New Business Construction 
Operating Model

To support the vision and new customer touch points, a fresh look should be taken at the new business 
operating model, to ensure that the organization can deliver the consistent execution required. The new 
business leadership team should address all elements of the model, including changes to strategy, process, 
organization and systems (Exhibit 5). 

Touch point

1. Instructional Information

2. Service Request 

9. Survey

Strategy: 

What scope of services will we now offer? How will we price the services? Where do we focus resources, e.g., 
on what core activities? What should we consider outsourcing/insourcing?
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Fundamentally rethinking the practices that will deliver the desired customer experience—rather than 
performing incremental process changes—will determine if your company moves the customer 
satisfaction “dial” or not (Exhibit 4). 

Exhibit 4  Translating the new business vision to determine “desired state” standards 

Exhibit 5  Rebuilding the operating model—representative changes for the new business organization 

Current practices

•  Customer dials 1-800 #; an instructional booklet is then 
mailed to them

•  Little to no cost information available

•  Expectations of customer not clearly specifi ed

•  Customer dials 1-800 # and outlines required service to CS rep

•  Most customer questions (e.g., cost) must be referred 
to a designer

•  Customer is told that a designer will follow up with them 
within 24 hrs to proceed with request and schedule meeting

•  50% of customers receive customer comment card by mail 
(often considerably after service installation) and less than 
20% of those complete

•  Comment card does not list the employee that helped 
install the service

Desired state

•  Instructional information, cost guidelines, and customer 
expectations easily accessible in a variety of forms, including:
–Web (both “how-to” papers and video)
–IVR
–Hardware stores
–Permit offi ce

• Customer can request service using either phone or web

•  Customer can get common questions answered 
immediately, e.g., real time quotes for common jobs

• Meeting with designer is scheduled as request is made

•  All customers given opportunity to provide feedback 
very shortly after service is completed
–E.g., emailed web survey

Liven & 
Close Out

Meter 
install

ConstructionSchedulingDesignInitiation

Organization: 

Who performs the work? How do we best organize and align people, capabilities, and resources?

Systems: 

What technology, systems, and tools are required? What information is made accessible, to who, how?

Culture: 

How do we build a culture of success? 

Process:  

Given our new “vision,” how do we execute our core activities? What controls should we put in place?



4

Reinventing operating model elements to match customer needs requires both addressing existing per-
formance issues and “starting with a blank sheet of paper”—as a successful improvement effort will likely 
require changes from both a top-down and bottom-up perspective. Care also must be taken to adequately 
socialize any new operating model design throughout the organization. Exhibit 6 provides an example of 
an operating model that was the starting point for one client’s new business transformation efforts. In this 
step, it is important to evaluate the process end-to-end to ensure that all components are integrated. Invest 
time “walking” the new process, including analyzing new technologies that could be employed to enable 
processes (e.g., web-based customer contact, mobile data for field use).

Exhibit 6   The operating model should support the “desired state” standards

Finally, as with any significant change to an organization, it is essential to communicate regularly and 
openly with involved employees—in this case, call center representatives, designers, foremen, and field 
crews will be affected. New business leadership must guide the change agenda to embed the new “vision” 
and operating model.

Liven & 
Close Out

Meter 
install

ConstructionSchedulingDesignInitiation

Large jobs

Mid-sized jobs

Simple jobs

Customer touch points

Information technology (applications/data/hardware/operating system)

Performance management (metrics/incentives/corrections)

Human resources (jobs/skills/organization/governance)

New service delivery strategy

Customer 
segmentation

Core process

Enablers



Summary
Many new business construction organizations are trying to cope with decaying customer satisfaction 
scores. More progressive companies are taking action to rethink their value propositions to customers—
establishing new customer experiences that provide significantly better value.

Forward-thinking executives can meet the challenge of improving customer satisfaction by rethinking their 
customer service vision, rebuilding each customer touch point, and finally designing and implementing a 
new operating model “engine” that can deliver consistent, superior service.  

Opportunities for Managers

  Are your customer satisfaction survey scores declining? Are they where you want them to be? 

  Where are the potential opportunities for performance improvement within the 
“call-to-install” process? 

  Do you understand the root causes of your customer satisfaction performance gap?

  Do you have a customer experience vision? Have you embedded the mantra into your 
customer touch points?

  Have you operationalized your new customer touch points? Are you carefully tracking results? 
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To read Reinventing the New Business Construction 
Organization (Part 2), please click here

http://www.oliverwyman.com/ow/pdf_files/MTE_UE-NewBusOrg-II.pdf
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