
This whitepaper shows how organizations 

can transform operational support from 

reactive, transactional roles into proactive 

business accelerators. In today’s environment, 

where agility, efficiency, and impact drive 

success, operational support functions can no 

longer stay static. Once seen as back-end units 

delivering outputs, they are now expected to enable 

business outcomes. By adopting intelligent automation, 

real-time performance routing, and outcome-focused 

delivery, companies can unlock greater value in cost, speed, and 

service. 
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Strategic Misalignment & Poor Data 
Accessibility

Structural Silos & Process Complexity

Traditional support functions remain structured as 
pyramidal, hierarchical units, disconnected from 
core business strategy and lacking real-time 
visibility into organizational priorities. Process 
redundancy and manual bottlenecks persist, often 
prompting business teams to bypass official 
channels via shadow processes, undermining 
efficiency and oversight.

The Current 
State of 
Operational 
Support

In today’s enterprises, back-end 

support functions such as IT, 
HR, finance, 
procurement, and 
telecom operations often 

operate in functional silos, 
focused mostly on manual, cost-
driven processes. These units 
frequently struggle with 
bureaucracy, fragmented data, 
and outdated systems, resulting 
in slow, inconsistent service 
delivery and an inability to 
effectively support changing 
business needs. 

Despite holding valuable data, support teams often 
fail to integrate insights due to inaccessible 
formats, weak governance, and limited 
analytics capabilities, reducing their strategic 
relevance. Without a seat at the table, they are 
relegated to delivering outputs reports, tickets, 
invoices rather than outcomes that drive revenue, 
customer satisfaction, or innovation. These 
structural and operational shortcomings, process 
complexity, poor data leverage, and misaligned 
incentives combine to keep support functions 
anchored in reactive, output-driven roles rather 
than enabling true business acceleration.
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As businesses face relentless market pressures, operational support functions must evolve 
beyond reactive cost centers. The traditional model, which focused on minimizing costs 
through transactional, back-office activities, is no longer sufficient. Today’s drive for 
agility, innovation, and customer-centricity demands that these functions become 
enablers of strategic growth. Support teams that once managed tickets and invoices must 
now contribute to profit-generating initiatives, directly linking their efforts to business 
outcomes.

Why Operational Support Must 
Evolve: Shifting from Cost to 
Strategy

The wider executive agenda is now 
anchored on driving value, not just 
reducing spend. Operational teams must 
align with this agenda by working cross-
functionally, understanding business 
objectives, and delivering initiatives that 
drive growth. For instance, transforming 
processes through cloud migration freed up 
funds and time for innovation, turning 
support operations into strategic partners. 
Moreover, introducing lean, intrapreneurial 
mindsets and fostering a profit-centric 
culture among support employees are 
necessary to find new value streams rather 
than simply cutting costs.

Market & Technology 
Drivers Fueling the Shift

Shifting Support to Strategy

Four key dynamics are reshaping support 
functions:

1. Digital transformation and cloud 
adoption empower support teams to do 
far more than maintain systems; they can 
improve speed, scale, and adaptability.

2. AI/ML and automation platforms (like 
RPA and GenAI) enable routine tasks to 
be automated, freeing professionals to 
focus on strategic initiatives, resulting in 
faster delivery and higher-quality 
outcomes.

3. Customer-centric expectations elevate 
the role of support functions, requiring 
alignment with end-user needs and 
outcome-based KPIs, not just SLA 
compliance.

4. Cost transformation programs recognize 
support teams as central to achieving 
both efficiency gains and revenue
opportunities, turning reactive services 
into value levers.
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Driving Outcomes

Support functions are shifting from traditional service 
metrics to actively driving business success. Instead of 
just completing tasks, they now align with strategic 
goals like revenue growth, customer retention, and 
scalability.

From SLAs to Business KPIs: 
SLAs set service limits but miss the bigger picture. 
Business KPIs show real impact over 68% of firms 
now use them. While SLAs track efficiency, KPIs 
track outcomes like higher NPS, lower churn, and 
better first-contact resolution, tying support 
directly to business results.1

Alignment with Customer Success 
and Business Goals: 
Support must align with Customer Success and 
strategy to drive adoption and growth. Strong 
sales-CS alignment can boost retention by 36% 
and expansion by 42%. Working together, 
support and CS reduce churn, speed onboarding, 
and find cross-sell opportunities, shifting support 
to a value driver.2

KPIs for Real Support Effectiveness:
Tracking outcome metrics shows true support 
impact. Key KPIs include CLV, cost per resolution 
vs. retention, and Time-to-Value. Social Value UK 
suggests frameworks like Theory of Change or 
SROI for non-financial value. Embedding 
measurement ties support to strategy, focusing on
value delivered over tasks completed.
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A robust implementation framework is essential to 
transform strategy into operational success. It 
includes a sequential roadmap, aligned governance, 
and proactive change management anchored in 
stakeholder engagement.

Implementation 
Framework

1. Transformation Roadmap:

• Assess: Begin with a capability-
based assessment, identifying 
which processes and functions 
offer the greatest strategic uplift.

• Design: Map strategic priorities to 
a target operating model (TOM). 
This should define how people, 
processes, and technology interact. 
Align it with your business 
architecture.

• Enable: Pilot in key business units 
using agile delivery. Implement 
configuration, build deployment 
automation pipelines, and govern 
changes to ensure controls and 
auditability.

• Optimize: Continuously monitor 
performance, and iterate. Refresh 
the target operating model every 
2–3 years to match evolving 
strategy and market dynamics.

2. Operating Models & 
Governance:

An effective operating model 
determines decision authority, 
accountability, and information 
flows:

• Use frameworks (e.g., MIT CISR, 
Strategy& Canvas) to align 
process standardization, 
integration, people, and tech 
with strategic priorities.

• Establish a governance 
operating model to define 
roles, committees, risk 
escalation paths, and oversight 
routines, ensuring consistency.

• Integrate governance into IT 
change and configuration 
management, allowing 
deployment velocity with 
operational resilience, for 
example, adopting AWS-style 
build/deploy pipelines.

3. Change Management & 
Stakeholder Alignment:

Transformations rarely succeed 
without deliberate change 
management and alignment:

• Begin strategic planning with 
stakeholder identification and 
analysis, mapping influence, 
interests, and engagement 
needs.

• Apply structured change 
methodologies to engage 
stakeholders from the outset, 
employ communication forums, 
and build consensus around 
shared objectives.

• Use McKinsey 7S or similar 
frameworks to align leadership 
style, culture, skills, and 
systems, building an 
environment where the new 
operating model thrives.
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Scenario Illustration

Real-World Application of 
the Evolved Model

A regional medical courier company 
adopted an AI-driven Intelligent
Dispatch System to dynamically assign 
delivery tasks. The system combined 
driver location, route data, and 
specimen priority to dispatch the 
optimal driver in real time. The switch 
yielded almost instantaneous 
assignment, fewer delivery errors, and 
more efficient capacity utilization, 
significantly enhancing reliability in 
mission-critical healthcare logistics.

Key Challenges, Solutions, 
and Outcomes

Facing slow responses, errors, and low 
throughput, the courier service 
automated dispatch with a real-time 
algorithm matching drivers to tasks by 
priority and location.

• Results: 80% faster dispatch

• Higher delivery accuracy

• Better driver use, more deliveries 
per shift

Similar results appear in retail, finance, 
and healthcare, freeing people for 
strategic work.

Industry Adaptability

Smart routing and real-time allocation 
work across industries. In warehousing, 
AI aids pickers for faster, accurate 
fulfilment. In banking, RPA with AI cuts 
85% of manual reconciliation. Insurers 
like Aon and QBE use automation to cut

process times by up to 80%,

boosting accuracy, satisfaction, and ROI. 
The outcome-driven support models 
translate seamlessly into business 
acceleration.3
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Integrating intelligent automation, real-time routing, and human augmentation unlocks 
greater efficiency, agility, and business value. Start by assessing your current 
support capabilities and gaps. Design a clear roadmap prioritizing automation and data-
driven decisions. Implement new models, track outcomes with business KPIs, and 
refine continuously. Stay customer-centric, adaptable, and collaborative. Foster a 
culture of innovation and align teams under a shared vision. Let technology enable 
smarter decisions and scalable operations. With the right principles like customer 
focus, agility, continuous improvement, and collaboration company’s operational 
support can evolve into a true business accelerator.

Conclusion
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To know more about this paper, contact hello@dnagrowth.com

About DNA 
Growth:
DNA Growth is an emerging business planning, financial 
analysis, and accounting solutions firm dedicated to serving 
the global market with deep domain expertise and strategic 
insights. Its 120+ team members are from diverse 
professional and educational backgrounds (Deloitte, PwC, EY, 
Thomson Reuters, S&P Global, PNB, etc.) focused on powering 
client growth via innovative solutions. It is proud to be part of 
Stanford Seed 2023 cohort.

Contact us 
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