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Delivering a successful
project depends upon building a
successful team, the most impor-
tant component of which is the
core team. The core team usually
consists of 8-12 employees for
whom the CRM project is a full-
time job. Though supplemented by
additional internal and external re-
sources, the core team is the group
that will live through the project
and provide the resources that will
be able to execute the methods,
processes and technologies that
will be the project’s results.

Building the Core Team

The make-up of the core team is
critical. The team’s membership
needs to provide three key charac-
teristics — organizational breadth,
functional breadth, and resilience.
The need for organizational breadth
is perhaps the most obvious need.
While a CRM project must take care
not to spread its efforts too thin,
the project has to be more than
a simple sales force automation
(SFA) implementation or a cus-
tomer value segmentation exercise.
Organization breadth gives the
team the knowledge and the rela-
tionships needed to bridge the
marketing, sales and service silos.

Functional breadth provides the
subject matter expertise to design
and implement the new CRM strat-
egies, processes and technologies.

Mark Peacock

What skills are required?

Four key requirements are
needed to build profitable cus-
tomer relationships (see figure on

page 11).

Designing customer strategies
— Building strategies to attract,
win and grow customers.

Building enabling technologies
— Developing and implementing
the technology platforms for
delivering compelling customer
experiences.

Developing customer experi-
ences — Designing meaningful
customer experiences that pro-
vide coherent interactions across
multiple customer touch points.

Measuring the results — Devel-
oping and executing measure-
ment processes to track the busi-
ness value and provide insight to
drive continuous improvement.

Matrixed against these require-
ments are the skills required for
implementations in the customer-
facing organization — marketing,
sales, and customer service. It is
rare for any company to be able to
field an internal team with exper-
tise in all of these skill areas.
Partnering with external experts is
a common solution to this prob-
lem. External partners can provide
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key skills not resident within the
core team, or the expertise needed
to coach and develop less-experi-
enced internal resources.

The third of the key characteris-
tics, resilience, is the least obvious
needed by the core team. Yet, for
many CRM projects, especially
those trying to drive significant
change in a resistant organization,
the ability to keep moving forward
after an intense pilot or Phase 1
implementation is the most difficult
challenge. Here, too, external part-
ners can provide the core team
with help. Partners can provide
supplemental resources, the “fresh
troops” needed to push a difficult
implementation “over the top.”
Partners should also provide an
experienced perspective — the abil-
ity to identify “land mines” and
providing techniques for avoiding
them; and, most importantly, the
foresight to look ahead to the
next phase.

Building the Extended Team

The requirement for functional
breadth is the first thing that drives
the core team to reach out for ex-
ternal help. The need for addition-
al resources to meet peak project
staffing levels, especially in phases
heavy with technology implemen-
tation, is often the second reason
that an external firm is engaged.
Once the decision to supplement



the core team is taken, the ques-
tion of sourcing arises — which is
better, a large multi-disciplinary
firm or a series of smaller, focused,
best-of-breed consultancies?

Unfortunately, the best answer
is: both. Though many say they
can, no single firm can provide
deep expertise across all the
dimensions of customer relation-
ships — marketing, sales, service,
branding, segmentation, strategy,
technology, metrics. However, very
few core teams have the capability
to play general contractor, to
develop a single-project methodol-
ogy and then integrate into it a
half-dozen best-of-breed firms.

The importance of an

integrated network
A common compromise is to
break up the effort into a series of
functional sub-phases, retaining
firms with the necessary expertise
to assist with specific sub-phases,
and then having the core team
maintain overall alignment and
integration among the sub-phases.

Unfortunately, most core teams
do not possess the project manage-
ment skills necessary to coordinate,
on the fly, the smooth integration
of multiple sub-phases. The usual
result of this approach is a series of
separate initiatives, made generally
aware of one another via monthly
executive steering committee meet-
ings, which are then more or less
bashed together by a separate “inte-
gration” initiative at the last minute.

There is beginning to emerge,
however, a different model. This
new model can be called an inte-
gration network, a pre-established
partnership of best-of-breed firms
that integrates the delivery of its
individual offerings through a sin-
gle project methodology, and pro-

STRATEGY

Develop customer strategies aligned to
the needs and behaviors of targeted

customer segments.

e Customer Analytics and Segmentation
e Value Proposition and Go to Market

Strategy

e Brand Promise

TECHNOLOGY

Build the technology
foundation for
delivering a seamless,
personalized view
of the customer. i
¢ Application
development and 1
integration
e Infrastructure

Development
e Data Architecture

MEASUREMENT

EXPERIENCE

Design, execute and
integrate market-leading
customer interaction
programs, campaigns
’ and processes across
¢ channels to deliver the
experience.
. * Marketing communi-
-/_1 cations, Programs
and Processes
e User Interface
Development
e Sales, Service, and
fulfillment Processes

Build and execute measurement
approaches to address the dynamic
nature of customer relationships.

® Customer Relationship Equity
e Operations and Performance

¢ Financial

The 4 key requirements needed to architect profitable customer relationships.

vides a single project team through
pre-set rules of engagement. This is
very different from the standard
practice of a large integration firm
subcontracting a piece of the pro-
ject to a small specialty firm. Rather
than the traditional one-off prime
contractor/subcontractor relation-
ship, the members of the integra-
tion network come together as a
practiced team — a team of highly
talented specialists that, having
worked together before, knows
each member’s strengths and
weaknesses, and has a clear game
plan, the single integrated project
methodology. The core team gains
the benefit of deep functional

expertise without having to pay the
integration costs.

Conclusion

CRM requires working together
both internally as an organization,
and externally with partners. A
prerequisite for successful CRM
design and implementation is
senior management’s support.
This, together with the right core
team, ensures company-wide
support for CRM initiatives across
different units. Where the best
solutions require working with
outside companies to implement
solutions, close integration helps
ensure a successful outcome. F&4



Mike Moran

One Web Image

Creating a uniform look and feel - one company, one Web image.

It wasn’t that long ago. Re-
member when you first brought up
your company’s Web site? It had a
nice picture of corporate headquar-
ters and your logo on the home
page. Then you realized you should
put product brochures up there.
And it started to get a little more
serious. Now you had a central
team that worked with the product
groups to put up all the pages. And
the site looked good. Pages all
looked the same. It was easy to na-
vigate. Then, everything changed.
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Suddenly everyone wanted
their product on the site. Your cen-
tral team couldn’t keep up with
new products. Then everyone start-
ed to use these easy authoring tools
— HotMetal to ColdFusion — with
every temperature in between. In
the race to get a broad presence,
you decided to decentralize the
Web site. “Let the lines of business
put up their own pages. They are
closer to the products and they can
manage their own launches.” And
you thought that was good.
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Importance of a consistent
user experience

And it was, for a while. But as
time has gone by, you're starting to
notice that three of the product
groups have their own e-com-
merce facilities. Every part of the
site has a different look and feel.
And you’re hearing complaints
from customers that it's hard to
find things. Just to be sure, you run
some usability tests, confirming
that your visitors are confused.
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The art of consistency:
One company, one Web image.

IBM faced just this problem a
few years ago. Each product group
did their own thing across a multi-
million-page site. It was expensive
and inconsistent and it wasn’t
working. To move to the next level
as an e-business required a consis-
tent user experience across the site.

Customer’s viewpoint -

What would you do?

First, it was important to look at
the situation from the customer’s
viewpoint. Customers were coming
to the Web site, but they also inter-
acted with IBM through other
channels. Research showed that
customers who used the Web also
contacted IBM frequently by
phone. So, cross-promotion looked
like a natural. Display the phone
number on the Web site and play
the Web address during the on-
hold phone message. Could more
be done? Last year, the Call-Me
button was introduced, so that
Web visitors needing help can get a
call from IBM within five minutes.

Integrating the Web and phone
channels make a more unified cus-
tomer experience.

Produche & serems

But how would you unify the
Web experience itself? Every prod-
uct group had its own Web site and
each looked like a separate com-
pany. It wasn't realistic to go back
to a centralized model, but clearly
some kind of central control was
needed. In 1997, IBM established
a central organization to manage
the top-level pages of the site and
established a governance model
to set and enforce company-wide
standards.

Single look and feel

IBM established a single look-
and-feel across the site in 1999.
Trying to get each product group
to rework the pages and promote
them all the same day was a bit like
herding cats, but the results were
dramatic. Over the years, user
research has continued to inform
changes to our site-wide naviga-
tion template and standards, which
IBM updates twice a year.

Today, IBM is focusing on initia-
tives that improve visitor experi-
ences through improved content.
A major area needing standard-
ization was the landing experience,
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the first page a visitor sees when
coming to the site from a banner
ad or other promotion. Studies

CRM is NOT primarily about technology.

Buying and integrating a best-of-breed

system will not necessarily lead to best-of-
breed CRM practices and programs. Success-
ful CRM involves strategy, tactics, processes,
and skills, and is powered by technology. It is
necessary to have the business clarity and
focus, not just the technology, to support your
CRM objectives and facilitate reaching the
business goals of your company.

You should start by identifying your most
valuable customers. CRM requires priority and
focus. The biggest gains usually come from
learning more about your best customers’
behavior, expectations, attitudes and inter-
ests. It is only through a deeper level of under-
standing that companies are able to create
and sustain real value for their best customers.

were convincing us of the need to
make that first page look visually
similar to the ad that drove the vis-
itor to the site, whether a click from
a banner, a television spot, or a
print ad, to provide continuity
and reassurance to continue. At
IBM, we expect the adoption of
these standards to markedly im-
prove the conversion rate of visi-
tors who click through banners to
come to the site. (See next page.)
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NEW BANDWIDTH NEW SERVERS

NEW WIRELESS —
NEW STANDARDS

NEW DEMANDS
NEW EXPECTATIONS
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Another company-wide push is | * Monitor compliance. (above) and the related Web page (below).

improving content quality. IBM’s Continuously improve.
WebMiner service is used on
ibm.com to identify pages with
broken links, missing titles and
descriptions, and other problems.
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Kevin Horne

contribute to a

How does
business model? First, it is impor-
tant to ensure that the definition of
“business model” is agreed upon.

If you limited your perspective to
the last five years, you might think
that a good definition of “business
model” is “how a company brings
in revenue.” However, it's impor-
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tant to widen the scope to define a
business model as the way, or
ways, in which a company makes
profitable revenue. While the early
casualties in the Internet economy
were certainly the companies that
couldn’t eke out much in commerce
sales or advertising revenues, the
death spiral eventually caught up
with those entities that couldn’t
survive the “burn rate” —i. e., their
sales just couldn’t outpace their
expenses. And many of the (cur-
rent) survivors are clearly trying to
work their way out of the woods.
Think Amazon — here is a company
with revenues closing in on an annu-
al run rate of $ 3 BILLION, but it has
yet to turn a profit!

More revenue doesn’t
necessarily lead to profit.



So, where does CRM fitin? Inter-
estingly enough, the Internet and
CRM, if managed properly, could
be a perfect match! Web-based
companies have several advantages
over traditional businesses, which
could provide significant competi-
tive leverage, such as:

real-time customer information
and transaction data,

direct customer “dialog” oppor-
tunities, and

low-cost channel operations.

But, for a variety of reasons,
these apparent advantages were
underleveraged. Many blame it on
bad “business models.” However,
digging a little deeper reveals that
these models lacked a CRM strate-
gy. One which might have averted
some of the pain suffered in the last
few quarters.

Let us focus this discussion on
the last item mentioned above -
the low-cost channel opportunity.
On the face of it, it is fairly obvious
that the Web can reduce “touch”
costs, as well as potentially elimi-
nate costly activities such as phone
calls and mailings. What may not

Where the customer is: American Express employs all available
channels to deliver what customers want.

be so clear, however, is the impor-
tance of the “touch” to the cus-
tomer — when, where and what the
preferred points of access are.
Treating every customer the same,
with limited choice of access, is an
unwise CRM approach.

Our client work in this arena
derives in large part from our chan-
nel strategy practice. Here we
deploy a “Routes To Market” offer-
ing that determines optimal chan-
nel investments and projects out-
comes in terms of customer behav-
ior (inquiries, purchases, etc.). Our
experience shows that, while the
exact answer may vary by industry
and geography, there is typically a
single best route to market, but
that it rarely uses a single channel.
Instead, the optimum route to mar-
ket will cross several channels.

The impact of the multi-channel
route to market is significant on the
CRM strategy. Many dot-com com-
panies quickly learned that even
though the Web was the core of
their business, customers desired
offline alternatives for activities
such as shopping and customer
service. Treating these customer-
access channels as an adjunct to

the core CRM strategy was devas-
tating. Customers couldn't believe
that a company’s call center had no
information on their purchase his-
tory, or that they couldn’t return
products to a store. Or that the
customer service representatives
treated them poorly (in many
cases, these reps were poorly
trained, third-party staff).

And we’ve now become privy to
the outcome of all of this — many
companies’ sales stagnated, and
profits became impossible to
achieve for most. There have been
more than a few ex-CEO’s who
have suggested, in so many words,
“...if we had just concentrated on
our most loyal customers. . .”

Let’s come back to the poster
child of the Internet, Amazon, a
company very much focused on
loyal customers. It's interesting to
note that on many lists of CRM
best practices, Amazon often shows
up. Most often, these citations are
for its ability to “suggest” other
products in which a customer
might be interested, based on an
aggregation and analysis of profile



American Express knows that extraordinary
service isn't always inexpensive but, for the
customer, a need met is always memorable.

information, transaction history,
and similar consumer browsing/
purchasing patterns. But this is a
fairly pinpointed and technologi-
cally-driven initiative, not a holistic
CRM strategy. It's difficult to say
what it has yielded Amazon at a
business model level. But at least
one analyst recognizes a higher-
order problem — Prudential Secur-
ities analyst Mark Rowen reported
that Amazon added about 3 million
new customers in its most recent
fiscal quarter, yet “lost” about 2.3
million from its total base of more
than 32 million (“lost customer” is
defined as one who has not made a
purchase with Amazon in the past
12 months). When you imagine the
investments required to operate a
business with such a high level of
customer acquisition and churn, it’s
not hard to believe that profitabili-
ty remains elusive.

"We believe there is a
clear negative correlation
between Amazon’s
improving operating
margins and its loss of

active customers.”

Mark Rowen, Prudential Securities

The answers are not easy. But a
simple first step is recognizing the
following — companies with a CRM
strategy recognizing customers’
preferences in a multi-channel uni-
verse are more likely to succeed.

Simply stated: No CRM strate-
gy = no profitable customers = no
business!




Gina Coniglio/Aurelio Saiz/Eric Bader

Where There’s a Need

There’s a Way.

Expanding the ability to deliver value through
interactive and customer-centered thinking

As is true in traditional
advertising, digital
marketing has the

ability to sell products

and services.
Through interactive,
marketers can convey
a brand promise,
support awareness
and create added
emotional bonds with

customers.

Via the other side of interactive,
application development, mar-
keters can also tap the ability to
couple a powerful addition to a
brand promise: Brand experiences.

We're talking about the kinds of
online brand experiences that serve
the needs and wants of a brand'’s
customers in ways that comple-
ment and reinforce the positive
moments they encounter in using
the same product or service in their
offline lives.

A key to leveraging this poten-
tial is a shift in outlook, one that
says that, in addition to selling
products and services, and along
with building awareness, digital
marketers can actually shape and
even invent meaningful products
and services.

Creating products
and services, not only
selling them.

A bit of definition: When we cre-
ate Web sites, , or ban-
ners, we are also creating products
and services. They happen to be
software products and services,
and are delivered on many plat-
forms — the Web, , wireless
devices are just a few. What most
defines them as products and ser-
vices is a simple fact: People use
and interact with them.

These “tools” serve as experien-
tial connections between customer
and brand. While the experiences
can reinforce all-important brand
messages, when done well, they
become the brand in action.



It’s evident that when we create
good online tools, we help the cus-
tomer initiate and maintain a rela-
tionship with a brand. However,
start thinking of tools as products,
and suddenly the potential of Web
sites and banners expands; view
them as services, and the potential
becomes dramatic. Services, after
all, represent the most natural value
businesses can deliver to customers
via the Web.

Applying an
understanding of
fundamental

customer needs.

To complete this thought shift,
there’s one all-important criterion:
Understanding customer needs
and how they relate to your
business. Here lies the core of
customer-centric thinking. Let’s
examine an example.

Virgin Atlantic Airlines, widely
recognized in the industry for
being highly customer-centric in
their operations, is an excellent
example of customer-centric think-
ing and innovation. In particular,
their value proposition for upper-
class customers is hard to beat.

Moments of Truth:
Turning challenges
into solutions.

What Virgin does well is under-
stand the challenges facing their
customers; what they do brilliantly
is translate those challenges into
services, products and enhance-

Moment of Truth | Solution

Getting to the Airport Car, Motorcycle or Train

<
<<

Y

e Stressful
e Complicated
— Parking — Luggage

e Transport handled
e Driver handles luggage

Check-In Auto Check-In and Tracking

-

Y

e Long, frustrating lines
e Unnecessary
(only necessary to
the airline)

e Drive-through Check-In
e Airline knows where you are

Comfort Until Flight Clubhouse

<

Y

e Want/need to work
e Want/need to relax

e Net access, fax, library

e Salon, messages, beauty

® Sound room, driving range,
skiing machine

In-Flight Comfort Unique Travelling Environment

<
-

L
>

¢ Planes are uncomfortable
by nature

* Long-time spent in a seat

e Boredom

e Seats
— Full-sleepers — Mood lighting
— Gradual dawn

e Bar

e You decide meals

Arrival Valeting

¢ 18 showers

e Makeup and shave

¢ Heated floors

e Clothes pressed

e Hot and Cold Breakfast

Y

e Smelly
e Un-showered
¢ Clothes a mess

Getting to Destination 48] Chauffeured Delivery to

| Destination
e Traffic
e Unfamiliar place

<
-

4] e Comfortable ride
door-to-door
e Knowledgeable local driver

Figure 1: Virgin upper class customer experience: surpassing expectations.



Issues

Application Process

Y

* Lengthy, over 10 pages

* Month-long approval wait

e Thin customer service support
at peak hours

Using the Card

Y

e Limited acceptance at merchant
establishments

e Credit limit and account info hard
to determine

e Uncertainty about which card to
use at P.O.P.

Your Bill

e Rigid billing cycle may not fit small
business cash flow

e Hard to get billing data into business
owner’s accounting software

e Limited account info available to owners

Capital Expenditures

Y

e Small Business cash flow uneven;
hard to get loan approval

e Long waits for loan approval/
rejection notice

e Small business can’t offer as many
services as larger competitors

Taxes

Y

e Complicated record keeping
required

e Rules specific for small business,
expertise required

Payroll

Y

e Cash flow unpredictable, but
payroll a constant

e Payroll a constant issue, even
for profitable small businesses
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Solution

Fast and Simple Application

e Simple App (easy to use, 5 pages maximum)
e Instant approval
® On Your Terms, i.e., 24/7/365 availability
* Application venue of choice

(Web, phone, etc.)

Flexible and Informed Payment System

<

e Payment solution: Buyer uses card,
company sends check to Seller

e Preferred plan for small business
customers at select merchants

e Status check: view account any time

e Education on where and when
to use the card

Management Tool

<

e Flex Cycles for billing — customer chooses
e Billing data made compatible with

order and banking software
e Full account info, plus “limit”

notice and due date reminders

Growth Tool

<

e CapEx Options: advice on realistic terms.
e Instant Approval with alternatives,
product variations
e Community Connection:
merchant partnerships to fill service gaps

Headache-free Reporting

<
<

¢ No-Sweat Proxy Service —
data direct to your accountant
e Tax Data Reminders for
customer and accountant
e Online and Tele-help tax info service

Worry-Tree System

.y

e No surprises in account status check:
notifications and alternatives offered
e Loyalty-based alternatives:
e.g., bridge loans to meet payroll

Figure 2: Moments of Truth analysis: Identifying common problems faced by small business owners who were customers and prospects of a
major financial services company and converting these issues into actionable, customer-centric solutions.



ments. Figure 1 on page 55 illus-
trates the common challenges, or

, for almost any
business traveler going from home
to a final destination on a typical
trip, and the associated solutions
and services that Virgin Atlantic
offers in response.

“Once you become
customer-centric,
it isn’t hard to envision
how to create services
in interactive media” |

Getting to the airport is difficult,
so Virgin Atlantic will come pick
you up, even by motorcycle, if
that’s your preference. Checking in
for your flight is a pain, and it real-
ly only benefits the airlines, not the
traveler. Virgin Atlantic solves it by
keeping your driver in touch with
the gate during your ride to the air-
port. By the time you arrive, you
are already checked in (by your
driver via phone) and as he drives
up, someone is waiting to check
your bags on the spot. Each
Moment of Truth is addressed in
a customer-centric fashion.

Many of the Virgin Atlantic solu-
tions require a decision on their
part to do business in a certain way.
But one can begin to see how, once
there is a commitment to doing cus-
tomer-centric business, it isn’t tough
to envision how to enhance and
create services in interactive media.

From Airlines to
Financial Services

Recently, Ogilvylnteractive in
New York employed a similar ap-
proach to defining an offerings plan
for the small-business services unit
of a major financial services compa-
ny. The objective of the research
was to uncover the critical Moments

of Truth — and to thereby identify
potential service enhancements
and new service opportunities.

To discover relevant Moments
of Truth (see Figure 2), we started
with actual customers, interviewing
small business owners who were
customers of the brand. We uncov-
ered six Moments of Truth.

In turn, we were able to identify
several key conditions ripe for new
solutions. Here are a few high-
lights. For example, we learned the
application process was too long,
up to 15 pages too long. Worse,
applicants waited weeks to find out
if they were accepted. This is not
an optimal situation for a small
business with a deal on the table.

“Start thinking of tools ‘\
as products, and suddenly the |
potential of Web sites |
and banners expands;
view them as services and ‘
the potential \

becomes dramatic” |
-

We also learned that small busi-
ness owners work exceptionally
long hours, and usually do their
administrative work after hours, at
home. Exactly the hours when
the financial services company
provides its least robust telephone
customer service (an example with
evident implications for online
services opportunities).

When their own customers
don’t pay on time, small business
owners frequently face cash flow
pressures. Financing for capital
expenditures, paying their taxes,
and meeting their payroll on time
were all Moments of Truth con-
tributing to the problem. While the
financial services company in this
example wasn’t to blame for the
cash flow problems, they weren't

appreciating the service opportuni-
ties these problems presented.

When you’ve found
ways which match the
needs: your reward.

These are just a few highlights,
but you get the picture. By uncov-
ering these needs, actionable solu-
tions were identified, yielding
numerous recommendations for
efficient service improvements.
These insights will result in better
customer experiences and ,
and ultimately deliver measurably
improved ROI.

Hopefully, we’ve illustrated the
importance of customer needs and
Moments of Truth. And how, by
thinking in terms of making prod-
ucts and services — not simply tools
— one can deliver greater value to a
brand’s customers. We encourage
thinking in these terms. Working to
identify and fulfill customer needs
is a critical skill that can be applied

Conclusion

Remember that is a journey, not a desti-
nation. CRM is a never-ending cycle of testing,
measuring, and learning what works and what
doesn’t. It is important to understand that
CRM is not a system. It is, instead, a new way
of doing business, a powerful strategic asset, a
core part of the brand, how you fulfill your
brand promise in customer’s mind, and a
value/belief-system. It should be owned and
practiced by the entire company, not just the
marketing division. When considering ROI,
these factors should be taken into account.

Most importantly, DON'T get hung up on
acronyms and jargon. CRM is intended to
allow you to know your customers better than
your competitors, and give them what they
value most. When you consider how much it
costs to acquire new customers, you simply
can’t afford to lose existing ones.

to any business problem. Which, in
turn, can make one’s business that
rare gem among others: a cus-
tomer-centric company. &
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