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Introduction
Delivering excellence in customer service in the digital age is now the no. 1 priority and often the
number 1 concern for most organisations. The landscape has changed dramatically and the
pressure is on to ensure the right strategy, process and technology infrastructure is in place so
that customer service excellence initiatives also deliver operational excellence.
This white paper will outline the challenges of designing and deploying a successful Customer
Relationship Management (CRM) operation, the right approach to solution design and explores
the role of technology in CRM.
The technology landscape…
Before we start, the CRM technology market place is awash with products, services and
applications – some new, some rehashed to keep them exciting – ALL claiming to be the complete
or part of the CRM answer…
There are the contact centre applications such as IVR (interactive voice recognition),
ACD(Automatic call distribution), CTI (Computer telephony integration), routing tools,
Management Information, analytics, WFM (workforce management), the list goes on…transaction
management applications, customer data management applications and that’s before we start to
determine the best deployment methods. You can buy or rent these applications, manage them on
your own premises or in the cloud.
The four pillars of CRM success
With so much choice in the market, I’m on a crusade to advocate the following points:
1. Start off with designing an operation encompassing solution – don’t get sucked into the
‘technology can solve the CRM’ conundrum.
2. When it comes to technology, understand it, embrace it and ‘sweat’ it – there are too many
bought and paid for technologies that are massively underutilised.
3. Call in the experts – whether that’s internal or external – DIY maybe cost effective in the
short run but can cost you in the long run through bad service delivery and unhappy
customers.
4. Keep reviewing your own CRM vision and challenging it.
Setting the vision and aligning the team…
Firstly, CRM can only be successfully rolled out if you involve all of your business functions;
marketing, sales and customer service. At this stage it’s worth mentioning the need for complete
alignment and clarity of the end vision so that all stakeholders can work in unity towards a
common objective. Only when there is alignment and clarity, the stakeholders will execute the
strategy successfully. The strategy for CRM must be driven from your top-line business goals and
how you want to treat your customers. This is more and more true in these days where customer
advocacy is difficult to achieve, even more difficult to maintain and loyalty is being questioned.
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Technology is only part of the solution
Ever since I’ve been working in customer service, in operations and latterly in consulting, I’ve
come up against the same set of challenges when designing and choosing a CRM solution.
I often hear:
“We want to crack CRM, we want a 360 degree view of our customers, what technology can you
build for us?”
My response usually is – none at all. Stop telling yourselves that true CRM can be achieved by
installing technology. It can’t.
Also, it can’t be achieved solely by your contact centre due to the technology gaps and
frustrations. Don’t get me wrong, you can’t achieve successful CRM without supporting
technologies but the technology and the suppliers and the supporters MUST be told what to
deliver by those in the know – you and the customers.
Customer Relationship Management must, must, MUST be acknowledged as a strategic intent for
your business and customers, then and only then can you focus on what matters.
There is another issue with most current technology landscape. Often current technology has a lot
of functionality that you don’t get to play with. Let me give you an example:
A key piece of the CRM landscape is your contact centre and a key technology for your contact
centre is the ACD with its’ typically highly intelligent routing engine. I have yet to come across any
routing engine being truly sweated – i.e. the functionality being fully utilised. In the case of a lot of
organisations I have worked with, their IT guys haven’t always shared the possibilities with
operations (I have to assume that they don’t want you to break it…after all, they have to fix it) but
this leads to expensive, under-utilised technology that could add significant value to the customer.
I’m not suggesting that you need to side-line your IT support. The IT team can and should be a
vital part of the decision making and responsible for maintaining whatever is deployed however,
they can only help and support if they truly understand what it is that you need technology to
enable – going back to my earlier point – alignment and clarity of end vision is important.
Approach to solution design
There are no out of the box solutions for enabling successful CRM therefore you need a set of
technologies to be designed to glue together. Ultimately you need the set of technologies to be
developed beyond their out of the box capabilities and all of this needs to be done with your
customer at the centre of the process…a customer that you understand.
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Picking this process apart further, let’s look at what has to done and by whom, to deliver true
CRM.

Steps

Roles & Challenges

1. You need to decide what your
This is the MOST IMPORTANT element in CRM
organisation needs to do in your market solution design, failure at this point means you may as
to differentiate your service offer and
well not bother with the rest…This is not designed to be
what benefits this will bring (CRM 101)
preachy but…Who is best placed to do this? In my view
this should be done by the business. External
consultants can help with guidance and tools but you
should know your customer, market and business
better than anyone else.
2. Some imagining needed next – if I had
one customer, one advisor with all the
knowledge, how would I turn that
customer into an advocate? Once
established, how do I industrialise this?

As above, you should do this – with help if required.

1. How do you best organise operation This is a huge set of challenges and will most likely take
you the longest – show me a Customer Service
and optimise your people?
Manager who has no staffing issues and I’ll show you
Remember, the advisor community
one who’s won the lottery and retired…you can access
still represents more than 70% of a
professional help with this and/or develop the people
typical operation.
planning side of the operation yourself.
3. How do I simplify my processes,
align them to the customer and
ensure that everyone follows them?

Another set of significant challenges. In my view, if a
process can be tested and proved to work for all the
stakeholders and cannot be further streamlined, then it
works so long as it delivers to the business goals. If not,
start again. As above, process streamlining can be
managed in-house with or without external support.

Note, we haven’t got to any technology yet….
4. Are there any regulatory constraints
that need to be factored in?

Relatively black or white, if you operate in a regulated
market…adhere to regulations.

5. Now, gather and document all the
customer focussed requirements.

This could be gathered and collated in a target
operating model framework which will contain your
people planning, customer focussed processes and
enabling technology neatly. Again, can be developed
in-house with or without external support.
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6. Examine and understand all of your
existing systems that are used as part
of the of the customer experience.

Typically, operations will need intelligence from IT to
support this element. Plotting integration points and
solutions require a thorough understanding of the
existing IT landscape.

Steps

Roles & Challenges

7. Design a solution including the enabling 8, & 9. Typically this is where the technology procuring
technology suite.
decisions come in (unless you have a talented and
flexible in-house development team). Ensure that the
suppliers understand the vision clearly.
8. Deploy the solution.

9. Test, test and test some more.
Invest in sufficient customer
research to ensure your service
goals are truly delivered.
10. From now on it’s all about

continuous improvement. Keep
reviewing and always ask for
feedback from the customer.

Ensure your testing is internal and external
including your customers.

Summary
If your CRM solution fails in any of the stakeholders’ eyes, you won’t be alone according to the
market analysts. During the last decade, it is reported that every year, typically 50%+ of CRM
deployments fail in the eyes of the customer 1.
That said, I think I’d rather advocate trying to get it right rather than rely on being one of many who
fail…
Also, consider this…if you get it right, you could be operating a successful CRM strategy in a
market where more than half of your competitors have burned time, energy, money and more
importantly – customer patience on a system that hasn’t delivered.
Finally, after reading this, please spend a little time thinking about your operation. Is it in shape to
deliver the best experience every time, all the time, to all of your stakeholders? If it isn’t, consider
researching what is possible and feel free to call us in – can’t hurt.
Author: Martin Taylor – Contact centre specialist

1

Analysts including Gartner, Forrester Research and Butler Group
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To discover more about makepositive
and how we can help you achieve your
goals…
call: +44 (0)20 7960 4197
or visit: makepositive.com

