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Abstract: 

 

This study is carried out in an E-Commerce Costumer Support services Context. The main objective is 

the investigation of the main guidelines to implement a costumer support service focused in creating 

value for the costumer and by doing so obtain his loyalty.  

A literature review on value creation in the Virtual Market and E-commerce Contact Centers is made. 

This literature review is made in order to identify relevant aspects for the improvement of an E-

commerce costumer support operation focused in the main objective. The identified relevant aspects 

are adapted and applied to a case study based on Fnac.pt´ s Contact Center, Fnac´ s Portuguese E-

commerce platform. The proposed framework to attain the main objective consists in building a value 

definition which represents the value sought by customers when contacting a Contact Center and 

designing strategic and operational guidelines focused on value creation. Quantitative and qualitative 

methods are used during this process. 

Finally, the “Value Definition, Mission + Vision, Value Drivers, Strategy, Operations, KPIs” chain, as 

a way to attain loyalty, re-purchase intention and brand image, is presented as a possible answer to the 

research question. The author also presents research limitations and suggests future developments. 
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INTRODUCTION 

 

In a virtual transactions context, 

characterized by the absence of a physical 

platform and an apparent absence of a human 

component (Hassanein and Head, 2005/2006), it 

becomes necessary, to an E-Commerce 

platform, to fill this absence in order to increase 

costumer loyalty (Gefen and Straub, 2003). This 

article focuses on exploring the potential of a 

customer support service (Contact Center) 

focused as an element of value creation for 

costumers and subsequent loyalty. 

This article begins with a literature 

review, written in order to explore value 

creation models in the Virtual Market (Rayport 

and Sviokla, 1994) (Amit and Zott, 2001) (Lu 

and Lin, 2002), explore the social influence of a 

customer support service from an E-Commerce 

platform in the “quality, value, satisfaction, 

loyalty” chain (Park et al. 2009) and identify 

best practices performed in the industry. 

The analysis of the literature review 

conducts to the formation of a research 

question: “Which are the main steps to follow in 

order to improve a customer support operation 

focused on the creation of value to the client and 

contribute to its loyalty to the company?” 

After that the conceptual framework 

and the methodology adopted to answer the 

research question are presented. Both are 

implemented to form a value definition and 

form strategic and operational guidelines for a 

Contact Center that answer the research 

question. Fnac.pt Contact Center is used as a 

case study during all the process. 

After this the conceptual framework 

and methodology adopted to answer the 

research question are presented. Both are 

implemented to create a value definition, create 

strategic guidelines and create operational 

guidelines that answer the research question. 

Fnac.pt Contact Center is used as a case study 

during all the process. 

Finally, a possible final answer is 

presented through the synthesis of the 

realizations made during the article. After this, 

research limitations and future research 

suggestions are presented.  

 

 

 



LITERATURE REVIEW 

 

E-commerce can be defined as the part 

of an E-Business focused in the sale of goods 

and services (Guseva, 2009) An E-Business is a 

business conducted through a virtual market 

characterized by transactions done in open 

networks based on the structure of the Internet 

(Amit and  Zott, 2001). 

 

E-Businesses evolved from an initial 

state of integrating the web in its operations to 

the appearance of complex that give extreme 

relevance to flexibility and adaptability allowing 

the appearance of complex and dynamic Value 

Chains (Sbodova, 2008). Companies started to 

act in two markets: the marketplace (the 

physical market) and the marketspace (the 

virtual market), the second being formed by 

information and flows that constitute the base of 

new value chains (Rayport and Sviokla, 1995). 

 

In the marketspace context, Rayport 

and Sviokla (1995) proposed the disaggregation 

of the traditional value proposal formed by 

content, context and infrastructure, in order to 

allow new ways of creating value, reduce costs 

and creating new relations. Lu and Lin (2002) 

tested the qualitative value creation model 

obtaining results that prove the influence of the 

customer´s beliefs in content context and 

infrastructure in his attitude and loyalty towards 

a company. Amit and Zott (2001) made a 

contribute for the theme of value creation in E-

Businesses by identifying value sources like 

efficiency, complementarities, lock-in and 

novelty. 

 

With the growth of E-Commerce, the 

relevance of customer relations, in the context 

of a virtual value chain, grew (Rayport and 

Sviokla, 1995). This conducted E-Businesses to 

create E-Contact Centers in order to grow the 

access to customers (Scholler and Larkin, 2001, 

in Park et al., 2009). The potential of an E-

Contact Center as a customer value creator lays 

in the fact of fixing E-Commerce´s biggest 

problem: the lack of human presence, which is 

associated with to a high level of perceived 

customer value and satisfaction (Sergeant and 

Frenkel, 2000). 

 

Park et al. (2009) proposed a model 

that intends to analyse the impact of social 

elements, given by E-Contact Centers, in 

customer loyalty. The results proposed the 

strategic importance of the “service quality – 

satisfaction - loyalty chain” and proved the 

importance of the “value – satisfaction – 

loyalty” chain. 

Anton et. Al (2002) studied the impact 

of a Contact Center in a company’s image 

through a survey. The results show that a 

positive Contact Center experience conducts to 

customer loyalty and positive image of the 

brand and that first contact resolution conducts 

to the augmentation of re-purchase intention.  

In a strategic level, Contact Centers 

have changed from a paradigm of “entries 

management and productivity goals 

achievement” to a aparadigm of “customer 

transactions in order to create value to both 

parts” (Ramaswami, 2005). Service Quality 

gained relevance to the company and the 

customers (Guseva, 2009). Customer experience 

is the differentiator and, by being so, customers 

engage in positive or negative word of mouth 

basing on the experience obtained in a contact 

(APQC, 2007).  

NetBank Inc. (APQC (a), 2007) revised 

its Contact Centers Value, Mission and Vision 

statements and built a new strategic alignment 

focused on value creation for customers. Cisco 

Linksys LLC started to view its contact centers 

as key contributors to customer loyalty and 

created strategic objectives focused on quality 

ad productivity improvements (APQC (c), 

2007). Mellon investor Services LLC, rebuilt its 

customer support strategy from a service model 

to a caring model (APQC (b), 2007). The three 

companies also realized the value created 

through proactive service. 

In the operational level, companies 

tend to focus in improving their qualitative 

metrics instead of quantitative metrics (Tierney, 

2008). Companies studied by the APQC (2007) 

created metrics focused on measuring value 

creation in their interactions by creating first 

contact resolution metrics, agent peak 

performance indexes and Contact Center return 

on investment indicators. 

 

 

PROBLEM CONTEXTUALIZATION 

 

Literature review leads to the 

conclusion that, despite the studies that where 

made, there isn’t a map that  sums up the main 

strategic steps to take in order to be performed 

by a company in order to improve a customer 

support operation in terms of value creation for 

customers. Having this into account a research 

question is created: 

“Which are the main steps to follow in 

order to improve a customer support operation 

focused on the creation of value to the client and 

contribute to its loyalty to the company?” 

 

 

 



CONCEPTUAL FRAMEWORK AND 

METHODOLOGY 

 

The proposed framework to answer the 

research question consists in studying the value 

sought by customers when interacting with a 

Contact Center, studying strategic guidelines 

focused on value creation and finally studying 

operational guidelines also focused on value 

creation. 

 

In the study of the value sought by 

customers, the selected methodology consists in 

validating the influence of the beliefs identified 

by Rayport and Sviokla (1994) through 

confrontation with a question from a survey that 

measures what customers value in the 

interaction with a Contact Center. 

 

In the strategic level of the proposed 

framework Mission and Vision statements are 

created to selected case study. The selected 

methodology consists in using the guidelines 

given by Kaplan and Norton (2004) to design 

statements focused on value creation basing on 

the value definition constructed and basing in 

findings made in the literature review. Finally 

strategic guidelines are presented basing in the 

literature review and structured a way similar to 

the Balance Scorecard Approach (Kaplan and 

Norton, 1996). 

 

In the operational level, the identified 

strategic guidelines are integrated in the 

operations of the selected case study. Having 

into account the created guidelines, processes 

are mapped and designed and Key Performance 

Indicators are created. The mapping and design 

of processes is made, through a common 

flowchart approach. 

 

CASE STUDY CONTEXTUALIZATION 

 

Fnac.pt  Contact Center is selected as a 

case study. 

Fnac is a major retailer in specialized 

commercialization of cultural and leisure 

products (books, music, videogames, movies 

and technological products). The Company is 

seen as a reference in its business. 

Fnac has an E-Commerce platform 

designated as Fnac.pt. This platform is seen as 

an independent operation from the rest of the 

company and its business has been registering 

growth since the beginning in 2006. This 

growth can be explained in part by E-

commerce´s growing relevance and, in the other 

part, due to Fnac´s efforts in growing online 

sales. 

Fnac.pt´s Contact Center is a part of the 

whole operation and reports to the online 

operations coordination. The Contact Center is 

formed by a small number of operators, an 

assistant and a coordinator. The Contact Center 

is a small operation and is characterized by a 

lack of formalized processes, by the slow 

rotation of its staff, by a good team spirit, by a 

good sense of mission and by a good work 

ambience. 

One of Fnac.pt’s main objectives for 

the next years is to boost sale growth. Assuming 

that the number of interactions with the Contact 

Center will grow exponentially, if the objective 

is attained, one can conclude that the actual 

structure of the Contact Center won’t support 

this growth. This could possibly cause relevant 

drops in terms of service quality and customer 

satisfaction. Fnac.pt managers are alert to this 

situation and intend to grow the Contact Center 

operation 

This context makes Fnac.pt Contact 

Center an adequate case study to work upon in 

order to answer the research question. 

 

APPLICATION OF THE FRAMEWORK 

TO THE CASE STUDY 

 

Value Definition 

 

In order to construct a value definition 

that represents the value sought by customers 

when contacting a Contact Center, Lu´s and 

Lin´s model (2002) is applied to a Contact 

Center. 

The following assumptions where 

made for a Contact Center: 

 

 The service offered to a customer is 

considered content; 

 The means (e-mail and phone)  

available to a customer to make contact are seen 

as Context 

 The technical structure (Human and 

electronic) that allow a customer to access and 

interact with a Contact Center is seen as 

infrastructure. 

 

Having into account the assumptions 

the three beliefs where located in the process of 

contacting a Contact Center. 

 

Possibly the Infrastructure belief is 

present along all the process because if a 

Contact Center’s Infrastructure doesn´t 

guarantee a good access and a good interaction 

it will cause a negative effect on a customer’s 

belief. 

 



Possibly the Context belief is present 

after a customer selects the mean by which he 

wants to interact. Despite this the Context belief 

won’t be considered due to the fact of service 

consistency and quality being desired in every 

mean. Context belief shall be used in the design 

of strategic guidelines due to the potential of 

each mean providing different additional value 

creation opportunities. 

 

Possibly Content Belief is present in 

the moment of interaction and must be the point 

where all the operation must converge to deliver 

the maximum value to a customer. 

 

In order to evaluate the presence of 

Content Belief and Infrastructure belief a 

question from a survey is used. This question 

belongs to a survey done to 210 participants and 

consists in asking them which aspects they 

value most in a Contact Center, in a scale from 

one to five, one relating to “Unimportant” and. 

Five relating to “Very Important”. The aspects 

were chosen basing in the aspects valued by 

Fnac.pt. The following average classifications 

where obtained: 

  

 Waiting time = 4,52 

 Sympathy, communication skills and 

proactivity = 4,15 

 Capacity of the agent to clarify the 

customer = 4,72 

 Resolution of the Problem = 4,87 

 

The item “Resolution of the Problem” 

obtained the highest score. In this item Content 

belief and Infrastructure belief are present. The 

first is present because the resolution of the 

problem constitutes the fundamental part of the 

delivered service. The second is present 

because, during an interaction, a technical 

failure may compromise the interaction. 

The item: “Capacity to clarify the 

customer” obtained the second highest score. In 

this item Content Belief is present because if an 

agent doesn’t know how to communicate the 

answer to a customer’s problem in a clear and 

simple way it may affect the customer’s content 

belief. 

The item: “waiting time” obtained the 

third highest score. In this item Infrastructure 

belief is present because high waiting times may 

cause a customer to think negatively about the 

operation. 

The item: “Sympathy, communication 

skills and proactivity” obtained the lowest score. 

In this item Content belief is present because an 

agent who corresponds to this item will 

positively contribute to content belief generating 

value through a positive posture. 

 

The findings made in the previous 

narrative contribute to the construction of a 

value definition for a Contact Center through 

the understanding of the expectations and 

beliefs sought by of a customer when contacting 

this type of operation. The value definition must 

encompass the previous findings: 

 

“In order of importance, a customer 

desires an answer that solves his problem, 

delivered in a clear way in an interaction 

characterized by sympathy and communicability 

provided by a proactive agent.” 

 

Strategic Guidelines 

 

In order to identify guidelines, the 

author opted to create Mission and Vision 

statements to Fnac.pt’ Contact Center. These 

statements are defined following the guidelines 

given by Robert S. Kaplan and David P. Norton 

(2004) and having in account the findings made 

in the literature review. 

 

Mission Statement: “The Contact Center Exists 

to provide a customer support service to Fnac.pt 

clients that equals and exceeds their 

expectations, through an extremely positive 

experience in every used mean, making a 

contribute to improve the image of the Fnac 

Brand” 

 

Vision Statement: “We will be an excellence 

model that puts the customer always in first 

place. Capacitated with a client oriented posture 

and motivation, Fnac.pt Contact Center agents 

will be known for creating value through the 

delivery of a quality service in every interaction 

and in every context” 

 

An analysis of the literature review reveals 

value drivers for the creation of value to 

customers. 

 

a) A Contact Centers´s strategy must be 

focused on boosting the operation as 

the only point of human to human 

interaction in the E-Commerce; 

b) A Contact Center’s strategy must be 

focused in equalising and exceeding 

customer’s expectations in order to 

loyalty and augment re-purchase 

intention; 

c) A Contact Center’s strategy must be 

focused in creating a positive 

experience to customers in order to 

improve brand image and differentiate 

from competition. 

 



The value driver presented in “a)” 

refers to service quality. As presented in the 

literature review, improvements in quality shall 

involve improvements in the human resources, 

in technology selection an in organizational 

aspects. 

 

In terms of human resources, has it is 

done by the companies studied by the APQC 

(2007) and presented by DeNucci (2011) 

improvement measures focused on augmenting 

service quality should focus mainly on the 

recruitment, training and continuous 

improvement of the work team.  

 

This may be done through the 

recruitment of the right people that are oriented 

to helping a customer, through the formation 

and training of new agents giving relevance to 

transmitting the mission and vision of the 

company, through cultivating the human 

characteristics of the Fnac.pt Contact Center and 

finally through the creation of Indicators 

focused on measuring the agent’s capacity for 

creating value to customers and the agents 

degree of satisfaction with his job. 

 

In terms of technology selection, 

technology must guarantee the agents an easy 

access to information, guarantee good real-time 

information management allowing an effective 

management of incoming call/e-mail volume, 

time per call and type of call.  

 

In terms of organizational structure the 

literature review points out the improvement of 

the communication between departments and 

the empowerment of the Contact Center as a 

strategic contributor to the marketing and sales 

departments as way to improve service quality. 

Communication shall be done in both ways due 

to the quantity of valuable information about the 

customer produced by the Contact Center. 

 

Rayport and Sviokla’s framework 

(1995) gives guidelines on how information 

from the Contact Center must be dealt with and 

delivered to other departments: “accumulate 

information, organize, select, synthesize and 

distribute” 

The value driver presented in “b)” 

refers to exceeding customer’s expectations. 

This can be done though the creation of 

additional value. At this point the opportunities 

of value creation generated by different contexts 

must be explored. In example, when contacting 

with a customer by e-mail, the message sent by 

the agent with the solution to the customer’s 

problem could be accompanied with a banner 

(at the end of the message) proposing articles of 

interest to the customer. The sources of value 

identified by Amit and Zott (2001) can also be 

explored as additional value creators. 

Specifically, complementarities can be used as 

they are used by PT, a Portuguese 

telecommunications company that provides its 

Contact Center clients with additional support 

provided through a partnership made with 

PCmedic. 

 

First Contact Resolution is indicated by 

Anton et al. (2002) as a main driver in 

exceeding customer expectation. This indicates 

that the Contact Center should cultivate first 

contact resolution in its agents and create First 

Contact Resolution metrics. 

 

The value driver identified in “c)” 

should be seen as a result of the previous value 

drivers because a customer’s positive 

experience will be made of equalling and 

exceeding customer’s expectations. 

 

 

  

Operational Guidelines 

 

This section consists in the mapping 

and design of the processes executed by agents 

when answering customer’s needs followed by 

the presentation of Key Performance Indicators 

designed to improve the “service quality”  and 

“exceeding expectations” value drivers. 

 

Having into account the strategic 

guidelines defined and the focus on value 

creation for the customer, the processes 

mapping must be done considering the client. 

Through consulting monthly call registries and 

email message registries it was possible to 

devise what type of calls and e-mails are 

received by the Contact Center. Each of these 

types constitutes a process. Categories where 

made to group processes related with the same 

theme. 

 

The design of each process was made 

through the observation of the operations, 

discussion of the conclusions on each process 

with the team in order to define how the 

processes should be done and finally the 

drawing. For the drawing the following criteria 

was defined: 

 

a) Processes must be designed 

starting from the point where 

a client makes contact – 

Customer oriented processes; 



b) Each process must be 

designed in a simple way – 

Ease of use 

c) Processes must be 

standardized in order to avoid 

errors; 

d) Processes must be designed in 

a way that facilitates the 

implementation in an 

operations manual or training 

manual. 

 

Each process is designed as a 

flowchart.  

 

Fnac.pt Contact Center doesn’t have 

indicators focused on quality. The only metrics 

that are measured are metrics related with 

quantity. Key Performance Indicators must be 

created in order to answer the research question. 

Like it was done by the companies studied by 

the APQC (2007) an indicators focused on 

measuring customer satisfaction and agent 

satisfaction were created. 

 

The first suggested indicator is named 

“Individual Quality Index” (IQI)  and consists in 

a metric focused on measuring the capacity of 

each agent to create customer satisfaction. In the 

end of each contact the agent must ask the 

customer to evaluate his degree of satisfaction 

with a call in a scale from one to five. IQI will 

be used to calculate another proposed indicator: 

“Global Quality Index” (GQI) This indicator 

must be calculated monthly and consists in the 

sum of the average IQI (IQIavg) of each agent 

divided by the number of agents (Nagents) 

 

Another suggested indicator is the 

“Agent Satisfaction Index” (ASI) the indicator 

consists in the process of a agent evaluating is 

degree of satisfaction with his workplace. The 

measure is made monthly and consists in a scale 

from one to five. This indicator is relevant to 

study if agents are enjoying their work and, by 

doing so, being positive in interactions with 

customers. 

 

Finally a First Contact Resolution Rate 

is presented. This indicator implies the measure 

of solved questions and first contact solved 

questions and is obtained by dividing the first 

contact solved questions by the total solved 

questions. 

 

 

 

 

 

 

 

FINAL RESULTS 

 

 

The integration of the findings made in 

each section of the proposed framework, 

developed along this narrative, finally conduct 

to a possible answer to the research question. 

 

The main steps for the improvement of 

a customer support operation,, focused on 

creating value for customers and consequently 

obtain their loyalty should include the following 

steps: 

 

1) Understand which are the customer 

expectations that form his value definition and 

construct the definition; 

 

2) Rewrite/Write the Mission and Vision 

statements for a customer support service 

focused on value creation; 

 

3) Deliver a quality customer support service by 

constructing an operation composed by agents 

oriented to value creation and by cultivating a 

Human Factor on the team; 

 

4) Deliver a quality customer service by 

constructing a technological platform focused 

on providing work conditions that allow an 

agent to fully apply its capacities; 

 

5) Contribute to the global quality of the 

Business by implementing bilateral 

communication with other departments in order 

to improve all the operations involved with E-

Commerce; 

 

6) Exceed customer expectations and boost re-

purchase intention by creating additional value 

in each context, by exploring complementarities 

and by investing in First Contact Resolution; 

 

7) Improve the positive experience of a 

customer as a way to obtain Brand Recognition; 

 

8) Redesign / Design processes in order to make 

them more guided to the agent; 

 

9) Create KPIs that measure in an effective way 

value creation in a customer support service 

through delivery of a quality service and 

through exceeding expectations. 

 

 

 

 

 



CONCLUSIONS, LIMITATIONS AND 

FUTURE RESEARCH SUGGESTIONS 

 

Having into regard the use of multiple 

sources for the completion of this article, the 

created connections may be superficial and 

too linked to the author's perspective. The 

comprehensive aspect of this article, 

characterized by an attempt to sum up 

improvement guidelines in both strategic and 

operational levels, may conduce to some 

superficiality. 

 

Despite the presented limitations, the 

article delivers what is proposed and presents 

the main guidelines to the improvement of a 

customer support operation focused on value 

creation for the customer and consequent 

loyalty building. This article should be seen as a 

beginning and not as an end, because it provides 

several questions that could be studied in detail 

in order to contribute to developments on this 

theme. The main future developments should be 

focused on: 

 

- Studying in detail the suitability of the value 

creation models to a Contact Center context; 

 

- Develop the study of Contact Center metrics, 

specifically the study of First Contact 

Resolution metrics; 

 

- Develop the study on the value opportunities 

provided by different contact contexts. 
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