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Abstract
Planning and implementing a Customer Relationship Management (CRM) System affecting

the attention of senior management within the majority of organizations. A CRM is no
longer a fancy word but a necessity enforced by the impact of e-Business and the increased
competition. Current interest in CRM is not limited to a specific industry or to a certain

company size.

This study is a comprehensive analysis of the CRM process. It starts by exploring the
components of the CRM process with a special focus on the role of Knowledge within
such process. Then the study highlights how CRM is currently implemented, how it is
related to the customer life cycle and to all possible customer interaction points. Moreover,
methodologies used in designing CRM systems were investigated and CRM services were
identified. Finally, the study concludes by determining how we can measure the
performance of implementing a CRM system, and then identify the challenges facing
existing CRM systems.

I backed up my study with a CRM model for a hypothetical telecommunication company.
The model presented was used to highlight how capturing and managing information
about customers across all contact channels will affect the CRM process of the company.
The model was used as a basis for presenting technology tools used in implementing a

CRM system. Models presented for the system were based on the rich picture technique.

My study goes beyond highlighting the importance of knowledge, to the discussion of how
the customer explicit knowledge could be captured, and what Knowledge Management
tools can be embedded within the day to day business process. Such tools will work on

tacit as well as explicit knowledge.

CRM is not a common process among all industries. The Banking and Finance,
Telecommunications, Health Care and Airline industries have new operational challenges
issues that are discussed thoroughly. Additionally different design methodologies for CRM
process do exist and were presented within the body of the study. The ideal CRM design
methodology relies on the size and the nature of the business and should always consider
the knowledge element.

v



CRM is not an isolated process that could be implemented separately from other processes
within the business. As a matter of fact, there are two essential elements that come into

play here; total integration within all areas, and firm support from senior management.

Further research areas required are highlighted. Such areas are required to resolve obstacles
and limitations, not only with the design I proposed through this study, but also within the
existing commercially available CRM systems. Research areas proposed are not limited to

personalization, trust and the measurement of the CRM process.
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Chapter 1

INTRODUCTION TO CRM

The new trading trends

Why did online retail sales in the US surpass USD45 billion in 2002.[1] Why is it that between
August and October, 2002, Europeans spent online on average EURO430 per head, whereas
an American spent on average EUR543 per head [2P And why is Gsco Systems Inc., the
world’s largest Internet commerce site is selling more than $32 million in products everyday
(Gisco Systems, Inc.). It is the new trading trends, trends that are more than just an online sale.

It is an industnal revolution that is having a clear impact on almost every aspect of our life.

It is impacting employment figures as more than a million new jobs have been created by the
US. high-tech industry since 1993 [3]. It is impacting how businesses are operatung and
delivering their products and services as according to new figures from the UK Department of
Trade and Industry, half of UK firms now order goods and services online. And as per the
eMarketer, over 50 million Americans are currently online at work. From the other end,
according to a new report from news.com.au, Australian business eamned AUS43 billion
(USD24 billion) as online revenues, from December 2000 to mid 2002. Finally, it is impacting
customer’s interactions and expectations and the eMarketer predicts that 42 million
households will be shopping online by 2003.

Despite exciting new trends in today’s trading, to be able to properly analyze, review and utlize
such trends we are required to understand the e-business drvers, as well as the
implementations of the right business strategy which will control the delivery of better
products and services via the new electronic medium. An interesting classification system that

breaks down revenues generated the different layers of the Internet Economy can be found in

[3]



The Internet is shifting the way companies interact with their customers. It not only creates
new electronic channels like the Intenet and the WEB portals; but it did revolutionize the
traditional customer interaction channels. That is why we can now recognize the emergence of
a multimedia contact centre as opposed to the traditional call centres. Via contact centre,
companies can interact with their clients using normal telephone calls, voice mail, faxes, e-mail

text based chat as well as pushing contents directly to the clients via the Internet.

With todays trading over the net, companies have realized the importance of quickly
understanding their customers, and accordingly, promptly responding to the customers’s wants
and needs via the new channels. This response by itself is a challenge that is facing the business
today. The challenge is forcing companies to acquire new electronic knowledge based systems

that will engage all parties involved in the customer life cycle.

Commonly known as Client Relationship Management (CRM) Systems, these new systems
involve customers into the organizations’ electronic systems in an effort to retain existing

clients and to acquire new ones.

This study will cover drivers behind these systems and will discuss the charactenistics of such
new systems. Besides, it will explain what kinds of services are offered with such systems as
well as the different types of relationship with each business. Based on the services offered and
the relationship associated with each business, I will introduce my proposed case study along

with a proper design methodology. Knowledge will always be a major element in such systems.

There will be a case study based on a hypothetical telecommunication company that will
lustrate my system. The case study will be utilizing Live Net as an implementation tool.

Finally, I will conclude by exploring further studies in CRM systems.



On one hand the electronic channels form a major driving force for such systems; the other
knowledge seems to be a more efficient factor behind the success of such systems. In fact, the
emergence of such a powerful electronic network has contributed to the evolution of systems
that will capture a large amount of customer information from all business units within an
organization. Such knowledge forms the motive behind effective CRM systems that are in use

in the different businesses across the world today.

This knowledge includes customer background, customer purchasing history, products and
services information versus the client contacts history, maintenance and warranty records, in
addition to existing and future customer requirements. Such knowledge s either stored within
the organization filing cabinets, data base legacy systems or even in the minds of key
individuals in the organization. Capturing the above knowledge in the right context and at the
nght time will help in creating proficient systems that will enhance the overall relationship with

clients.

CRM in simple terms

Customers are the heart of any business. They form the life support system to any
organization; in fact, with no customers, you have no business. If business maintains and
enhances the relationship with customers, the business will survive and grow. If that relation is

ignored, the business will soon disappear.

Why today’s business needs to adopt CRM?
New trends in today’s business world have forced companies to adopt new business strategies

in order to survive and compete in the market place. The following are some of these trends

{4]

Internet Technology The Internet facilitates access to a whole range of knowledge and
information to Customers. In addition, customers are offered the ability to complete their

transactions as well as get frequent updates on the products or service they use.



Increased competition A common problem within the telecommunication industry is the
number of customers switching back and forth between competitors. It is known as the chum
rate, and as an example, about 30% of customers change their providers yearly in the mobile
phone industry [5]. A high rate will force the providers to not only stop them from moving to
another providers, but to have the right knowledge on why customers are churning and using
such knowledge to maintain the customer loyalty.

The growing cost of acquiring new customers It costs five times more to sell to a new
customer than to sell to an existing one. The cost of acquiring a customer to do business
online is 1.5 to 2.5 times the value of an average sale; online retailers are spending 76% of their
revenues on acquiring customers, and 3% on retaining them [6].For example, an online retailer
might spend around $120 to acquire a new customer, who will then spend about $80 on
purchase. The real retention value of this would be obvious and that if the customer does this

more than a time.

Increased customer expectations E-commerce has changed customer expectations.
Customers do not care what area of the business they call or where information is stored. All
they want is an excellent and prompt service. Customers expect you to have detailed
knowledge about their transactions with your company without the need to be transferred
from one agent to another. From the customers’ perspectives, businesses are operating around

the hour on the net and they need prompt responses.

(ient Relationship management is one of the major strategies that is becoming critical for the
survival of business today; not only in industries like professional services (Financial services,
accounting. etc.) but even in the retail business. Any business small, medium or corporate that

doesn’t consider a CRM strategy will soon see customers move away to businesses that do

CRM.

Customers everywhere, demand better services. Customers do not expect their requests to be
delayed or ignored. While this will pressure companies, it does seem to be a great opportunity

for businesses to acquire the right CRM strategy.



What is CRM?
Applying a CRM strategy will shift the company from being product centered to customer
focused. The previous target of “Get the order at any cost” will be “How I can better service
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my customers “. Being customer focused requires having consistent, dependable and

convenient interaction with the customer in every encounter.

Ravi Kalakuta defined CRM i1n his book e-business Road Map for Success as “An integrated
sales, marketing and service strategy that produces lone showmanship and depends on
coordinated actions[4]

Implementing the nght CRM strategy coupled with the right CRM product increases the
financial performance of the business. A study by Andersen Consulting showed that CRM

performance accounts for 50 percent of the variance in companies Return on Sales (ROS).

A division of Wal-Mart stores in the US increased their sales to about $16 billion by
implementing one of the CRM services [5] . They implemented cross selling by dedicating 200

agents to join key small- and medium sized business into their discount club stores. Cross and
up selling are two main CRM services that will be explored further within this research

Such figures indicate that the focus on enhancing the CRM capabilities will be a major factor

that will differentiate business from each other, and will continue to be a competing factor.

Is CRM a system as well as a management strategy?
CRM is an integration framework Therefore, implementing CRM strategy into practice
requires integrating all applications within the business into one main application. The CRM

business process should have a link to every single process within the organization

The objecuves of a CRM strategy within any business can be summanzed in achieving higher
returns on investment over time. CRM strategy will not only help in acquiring the nght
customer but in retaining a profitable relationship. The following points illustrate such

objectives across different elements:



Utlize existing relationships with clients to retain them and increase revenues.
Techniques such as cross selling and up selling are used to generate more revenues

from a committed client with future needs[4]

e Enhance the level of customer service and support. This is done by integrating data
about customers from different units of the business into knowledge. The main aim

behind this objective is profitability.[4]

o Collaborative marketing CRM strategy will enable the different departments of the
business to work together towards getting the right knowledge to acquire the nght

customer at the right time [4]

¢ On the other end, this knowledge will also help the businesses to offer pro active
solutions to the customer needs. Businesses will be able to identify the customer

problems and offer solutions before the problem even strike the customer.

¢  Gain the customer loyalty by presenting the differentiated image for the business in the
market place. As discussed above, this means improving the ability to target

customers” needs and requests in a professional manner.

CRM Application & e-CRM

Technology impact on CRM is revolutionary. Companies contact their clients using the
traditional contact channels like the face-to-face, mail by post, telephone calls and fax or using
the new electronic mediums, such as the web, email, interactive voice response. Customers

want a variety of ways to deal with companies.

While this sounds like an opportunity to contact customers via different channels, it 1s
becoming very challenging to keep track of contact details. One of the strategic challenges that
is facing the call centre industry is how should they respond to the rise of the Internet-based
technologies. Businesses need to plan and implement a contact media integration strategy,

while at the same time embrace multiple media channels[7]



These types of customer contact increase customer control and sales channels for revenue

generation. Such strategies have high-impact on customer retention.

What difference does the letter e makes in front of the CRM application. Apparently the e
refers to CRM online. It is the application which allows customers to take care of them across
the internet. Other legacy based CRM applications would refer to client server based
architecture [6]. It is important here to emphasize the impact of involving the customer with
the CRM process through the web. It does add a lot to the overall customer experience and

satisfaction.

Implementing a CRM strategy requires developing a group of integrated applications that will
computerize all business processes which involve a customer interaction. Some of these

processes are:
o Sales (includes all types of sales cross-sell, up-sell & telesales).
e Marketing and fulfillment.
e Customer service and field services.
¢ Retenton and loyalty programs.
e Partner relationship management

In chapter two of this study I will be exploring the different types of relationship automated
within a CRM system and in different industries. Then I will present my design methodology
which will classify services and relationships in CRM.

Companies are looking for software vendors that have the right knowledge of integrating the
different systems into one core CRM module. Therefore a successful CRM system needs to

integrate applications the businesses have in place.

As CRM seems a natural habit for small businesses due to the nature of the size and the type

of relation with their customers, it is worth mentioning here that through the design



methodology that I will be explaining through my study, I will place special emphasis on the
usage of CRM systems to small and medium size businesses. Application Service Providers
offer robust CRM solutions designed for small business. A good example of an ASP who is
offering such a solution for companies with about 500 employees is Salesforce.com. [8]Major
software manufacturer like IBM and Artisoft have announced new strategies developing CRM

application for small businesses

CRM applications will be the driving force for investment in information technology over the
next few years. The growth in the worldwide CRM spending is expected to reach US$76.3
billion in 2005, up from US$23 billion in 2002. A good part of this research will concentrate
on the impact of knowledge on the integration between the different parts of the CRM

applications.



Customer Life Cycle

It is important before we can progress further on CRM system, to have a closer look at the
nature of the relationship with customers. Such a relationship, as in any other type of

relationships, passes through different stages.

On one hand, the relatonship will be stronger if both parties involved in it are committed to
grow the relation further. On the other hand, increased competition makes it very difficult for
customers to be more committed to such a relationship. The lifecycle of the customer can be
viewed as the process the customer has been undergoing to be with a company for the overall
period of the relationship [6]. In general the relationship with customers passes through the

following three main phases:

Figure 1-1 Customer Life Cycle [4]

> >

Acquisition A great deal of planning is required in this phase. It does require an
understanding of the customer needs and wants. This normally followed by promoting the
nght product backed up by excellent service for the right customer and through the night
channel. The following case provides more illustration of this phase:

“A customer is looking to install 2 new cable modem service into his premises. The customer
started to surf the net for service provider in his/her area. He/she landed on the web site of
the service provider, filled up the request form that includes name, address of premuses,

contact details, as well as the type of service required.”



What the austomer would expect?

Within a few minutes, the customer should receive a call from a representative within the
service provider; the agent needs to acknowledge the request, confirm the possibilities of

installing the services, discuss the installation requirements, and when it can be done.”

Such a prompt response is not impossible any more. It is possible due to the following:

o The internet is a powerful tool for companies to promote their products and services
and is also a major source of knowledge for the customer who can search for the right

solution, and request the required details.

o Integrated CRM applications that allow the representative to review the customer
details and find all the necessary information for installing the service. In fact, the
representative might need to have an access to customer information which is available
from more than one department within the company. Such a process used to take a lot

of time and effort in the past, but nowadays it is fast and effective.

¢ Knowledge enabled systems that are capable of capturing the required knowledge, and
facilitate it through the different systems. Knowledge on the possibility of installing the
service to the customer would come from a previous interaction with the client to

install a phone service, for example.

Enhancement: Offering customers convenient solutions to what they might require will
greatly help in enhancing the relationship with them. Cruss selling and up-selling are some of the
techniques that are currently used in the contact centre for maintaining a longer-term strong

relationship.

A Company contact centre receives thousands of calls a day inquiring about products and
requesting extra information. Such calls are utlized to suggest products or services that might

be of interest to the customer.

For example, a personal computer owner with certain type of software might be offered hard

ware upgrade, peripherals or even other types software.
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Retention: Retaining profitable customers proves to be more profitable than attracting new

clients. Such a retention strategy requires delivering what the customer wants not what the
market needs.

Not all customers are the same and they cannot be treated equally. Clients need to be
categorized according to the revenue they do generate. Such customers need to be identified
and offered solutions that will keep them loyal to the business. I will be elaborating more on

the issues of measuring the customer’s value.

It 1s difficult to isolate the different phases of the customer’s life cycle. All the phases are
interrelated to each other. It is also difficult for companies to focus their efforts on the three

phases at the same time.

Companies have to choose a certain phase and work on mastering it. The choice of the phase

is important, as it will dictate the type of technology to be adapted.
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CRM Systems Architecture
It would not be a surprise to notice that the new CRM applications focus on the customer, not
around the different functions of the business (i-e marketing, sales, accounts. etc.). Response

and feed-back from customers should improve and enhance the overall CRM process.

Companies are not only required to integrate the different business processes that build up the
CRM system, they also need to also integrate the software applications that automate such
processes. The figure below shows the core software systems for a typical organization and
how they need to be integrated

Figure 1-2 Core Software systems within the organization for CRM
integration[9]

Business intelligence
systems {FAAs, OLAP,
data warehousing etc)

Front-office systems
{sales, service elc)

Back-office systems
{finance, planning,
manufacturing efc)
Execution \ Pianning

OLAP:Online analytical processing. The interactive, multidimensional analysis of business information on
an enterprise scale.

PAA: Packaged analytical application. An analytical application capable of producing useful analysis ‘out-
of-the-box’.[9] '

There is a growing trend towards managing all the activities of the customer’s life cycle as one
process, even if that process will span across different functions of the business. With the
above idea in mind, managers need to restructure the different functions of the business into a

structure that can integrate very well with what the CRM system requires.
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Customer interaction Points

Relationships with customers are highly dependent on the type of channel used to
communicate with the customers (the customer interaction point). Companies need to identify
and review these interaction points. Also they need to make sure that they are using the right
software and tools that will help tuming such an interaction into an effecuve and rich
relationship with the customer. This is accomplished by capturing the nght knowledge during
the interaction, then analyzing it for future transactions.

As discussed earlier, selecting which channel to use is an overall strategy that the company
needs to address. Each channel has characteristics that need to be analyzed and reviewed
against the company’s objectives. Companies can encourage their customers to go through
certain channels over others. Personalization and privacy is an important element that needs to
be considered with the contact management strategy of an organization. Personalization
impact on CRM is a subject that will be explored further within this study. An interesting

comparison graph is shown in figure 1-3

Figure 1-3 Different customers contact channels with different costs —.[9]

A

Transaction cost

Web VR Shop/ Call Home!
office centre site visit
Degree of personalisation

Over the next few pages I will elaborate more about the most effective interaction points

between businesses and their customers:

13



o Gl (Contact) Centre
e WEB Portals

Multimedia Contact Centre

Organizations are now realizing the cntical importance of every customer contact and are
starting to understand the potential of the contact centre for becoming the first and the main
point for implementing the nght customer relationship strategy. The Contact centre is
becoming an important point of conducting everyday business. On the other hand contact

centre software is the business tool that manages the interactions with the customer.

Ovum defines contact centre as “a communication interface between business and its
customers which enables high volumes of contacts in multiple media to be managed in a
holistic way”. The definition refers to a unified routing and handling of calls at the agent
desktop. From now on I will be using the term contact centre rather than call centre, as the

term contact is closer to what is being used nowadays.

The emergence of the conttact cenire

On one hand, it appears to be that most of the business transactions are executed over the
telephone. On the other hand, organizations are quickly responding to the emergence of new
communication channels like e-mail, web chats, fax, and voice over the Net, voice mail, and
Web call back. Such a response which requires support for all these types of new medium

communication is behind the evolution of the contract centre as opposite to the call centre.

According to a study, by Forrester Research, 56 percent of all customer interactions will be
going through the WEB over the next 4 years. This will reduce telephone contact to as little as
5 percent. Companies are realizing this fact and working on upgrading their call centre into a
new multimedia contact centre. Webs enabling the call centers as well as the implementation of

unified messaging are the two essential technologies behind this upgrade.

According to a study done by electronic CRM-solution provider KANA in June 2002, about
61% of customer service communication with high-tech companies is conducted either online

or via e-mail. Another 27% is conducted through other communication channels including the

14



internet (self-service or online chat), e-mail and the telephone. The survey covered 100 high-

tech industry customers[10]

Figure 1-4 Survey results on the preferred communication channels for customers.-{10]
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The emergence of the Netuorked based call centre

An important development within the call centre market is the rise of the network based
contact centre. A business that will utilize the network based call centre service is not required
to house special call centre equipment or applications. They will be located at the location of
the provider. Telecom companies are the major providers of this type of call centre

services[11]

The call centre service provided by Telecom companies is growing rapidly. By 2005 call centre
services will generate more than $3.5 billion in annual revenues for telecoms service providers.
About 1 quarter of the call centre agents worldwide will start using some type of network-
based call centre service, and about half of these agents will use network-based services as their

major call distribution mechanism[11].

Networked based call centre added a lot of flexibility for companies as they introduced the
concept of virtual agent. An agent that can work from any where can work from the comfort
of their home. Figure 1-5 illustrates the difference between a traditional call centre facility and
a networked based one provided by telecom provider. It also shows how it is possible to have

a virtual agent.

Figure 1-5 Traditional Call centre versus network based one [11]
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Call contre premises
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Contact Centre Systems

A contact centre system is a combination of software as well as hardware technology. The
software part is a set of applications that integrate with a dedicated telephony network system
as well as the company databases and other applications. The main idea of such a system is to

handle customer interaction in the most efficient and effective manner and in multiple media
format[12]

Figure 1-6 Functional Diagram of a contact centre [12]
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Figure 1-6 shows the main elements of a contact centre. The Information Technology (IT)
part is equally important to the communication (telephony part). Both parts need to operate
together along with the Internet to facilitate the job of the human agent[12]
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The term “Agent ” refers to the dedicated trained personnel who utilize the agent workstation
in order to process customers interaction. Most of the technology in the call centre is
dedicated towards enhancing the overall facilities available for the agent. Such an enhancement
would be available by providing the agent with a complete view of the customer data.

The view will be generated from the different applications used around the company. Ideally,
the agent would be able to handle multiple channel contacts from a centralized workstation.
The agent will be able to answer telephone calls, emails, faxes as well as Web chats. The agent
should have an access to detailed knowledge about the customer.

It would be useful to recommend at this point that such a powerful agent is the secret behind a
successful client relationship strategy. Building the most efficient contact centre that will
facilitate this agent is a challenging process. I will be exploring, at a later stage, the technology
behind contact centres.

Contact Centre and the customer’s life cycle:

Services offered within a contact centre usually cover the different stages of the customer’s life

cycle.

1. Telemarketing campaigns as well as email and web based campaigns help in searching
and finding the right client.

2. Telesales and Internet based transactions help in performing the sales transaction.

3. A wide range of customer services which offers help on how to use the product or
service as well as accounts inquiry and warrant related services. Such services help in

retaining the customer.

4. Cross selling and up-selling are two powerful services offered by the Customer Service
towards enhancing the overall relationship with customers. Using existing customer
data in finding about new customer requirement then offering the nght product for
the right customer at the night time and through the nght channel will absolutely

enhance the relatonship with the customer.
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The Multi Channel Agent Requirements
In order for the agent to properly process customer interactions, the following items must be

available as part of the contact agent’s software{12]
e Add the details of a new customer.

e Be able to retrieve the customer full record using different references such as the name
and account. Integrated customer databases should hold customers’ data even if

customers have transactions from different systems.

e Locate the nght product or service and retrieve the details of such a service. This
requires an access to all databases across the organization, which contains customer’s
as well as product’s data. The same data will also be integrated across the organization

and the contact centre.
o Enter the customer’s requirements clearly and precisely into a properly designed form.

e Be able to set automatic notification for different events. For example the agents could

use the software to setup an alarm if the customer failed to call back.
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Web Portals

Throughout my study for CRM systems and as the technology has developed to achieve
better customer contacts, I realized that portals form an effective tool that links all parties
involved within the business. An exciting government initiative with the portal industry can be
found in[13]

An internet portal is a well planned web site that provides a common point of entry into an
array of structured web contents[13]. Knowledge and information within portals are classified
by the portal designer and content administrators. The classified contents are then offered for

the different customer segments as needed.

Process portals are portals that support the overall customer process. Pharma, Inc. a leader in
the pharmaceutical industry integrated very well the different function of the CRM process
into a well designed and structured health care portal [14]. The portal manages to integrate the

following business interactions within all parties of the healthcare industry:

e Exchange of medical transactions by doctors with pharmacies, laboratories, other

doctors and insurance companies.

e Exchange of administrative information among doctors, hospitals and manufacturers.
This will mainly process orders and invoices

e Exchange of financial information between doctors” hospitals and insurance

companies.

It is obvious that such a portal manages to aggregate all relevant customer information within a
single meeting place. Although it manages different parties, it personalizes the entry and the
knowledge available as per the customer requirements. All in all such a portal becomes a huge
knowledge base that 1s designed to serve all members of the health care industry
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Figure 1-7 The interaction between CRM and portals — reproduced from [14]
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Web Enabled Call/ Contact centres versus Web Portals

It 1s important at this stage to observe the similarities and differences between the two CRM
contact methodologies. A basic Web portal offers a personalized access to a suitable range of
information for a specific purpose [15]. Other types of portals include Intranet portals, public
web portals and knowledge portals. A more specific type of portals has been also introduced
by Ovum “Workspace Portals”. Such portals typically address the following:

1. Proper integration between the necessary functionality areas.
2. Flexibility in the form of personalized information for the end user
3. More structured and organized graphical user interface

The following functionalities are usually supported by web portals to serve their purposes{15]
e Access to static as well as dynamic contents
e Access to applications
¢  Search and navigation
¢ Information and application integration.
e Personalization
¢ Task management and workflow
¢ Collaboration and groupware
¢ Information distnbution and “push” technology

¢ Portal infrastructure functionality.(Security, Manageability, Availability and
scalability)
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On the other hand, a Web Enabled Call Centre is a new trend driven by the internet.
Businesses extend the value of their call centres by integrating them with the web. This
is done using a gateway that allows the web site visitors to interact with the call centre
human agents. [11] Voice over IP is the heart of such interaction within the

mulumedia contact centre.

Through web enabled contact centres, human agents can provide the following

services:
® E-mail response
® Real ume web chat
e Web Call Back request (Voice and video over IP)

e Co-Browsing

Human agents stll play a major role within web enabled contact centres. The
technology has been developed to enhance the work of human agent and to facilitate a

lot of information about the customer before he/she is connected to the agent.

Statistics show that a large number of online shoppers abandon their shopping cart
before completing their online purchase transactions because they have additional
questions and the web site lacks real time customer service ( The ability to speak to a

human agent for clarification).

The following findings of a US survey conducted during January 2001 by Critical
Research on E-Business [16], reveal a clear indication of the importance of the human

agent:

®  93% of e-business buyers commonly run into problems while trying to

conduct a business transaction online.

®  95% of e-business buyers abandoned websites during transactions.
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e 85% of e-business buyers had problems basically signing up for a service
online

e Only 36% of e-business buyers had their problems solved online in a

reasonable manner.

¢ And the most important fact was that online assistance (e-mail, telephone or

chat/instant messaging) was helpful for less than 35% of businesses.

Technology within the Web enabled call centres will never eliminate the role of the
human agent. Instead, the human agent will be getting the right knowledge about the
customer surfing experience across the site. Using such technology will allow the agent
to get the last page the customer has visited and may be push any specific pages to the
customer. This should help in quickly answering the customer inquiry and may lead to

possible cross or up-sell opportunity for an extended warranty on the item.

An online shopper who is confused about warranty issues will not complete the online
order process unless he/she has a chance request to speak to a customer services

operator while he is surfing the site. (Interpath voice buttons).

Voice over IP and Interactive Voice Response are the two main technologies that
could help in reducing the percentage of human agent involvement with customer
transactions. Natural speech recognition techniques are also taking place to maximize
the number of possible transactions that can be completed without the intervention of
a human agent. Transferring money between your bank accounts is one form of
transactions that can be completed in this way. Not to forget that Interactive Voice
Response allows transactions to be completed with minimal cost compared to the

human agent cost.
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Figure 1-8 Integrated Web Enabled Multimedia Contact System [11]
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Table 1- 1 Web portals versus Web enabled call centres
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Voice over IP and
networks are the main
technology dniver behind
this type of Web centres.
For a more detailed
descripuons of the
technologies within the
contact centre, please
refer to the previous
sections 1n the chapter
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Natural Speech
Recognition
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XML
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Chapter 2
THE DIFFERENT TYPES OF CRM RELATIONSHIPS

The eBusiness Stakeholder Model

Different business strategies and procedures enforce different type of relationships within the
CRM system. Professional services firms, for example, have to maintain different set of
customer relations not similar to businesses in the communication industry. Even government
nowadays is operating with a customer focused approach and they do maintain certain type of

relations within their customer contacts.

Before progressing well into the different type of relationships , I would like to discuss an
exciting e-Business model presented by [17]. The model is well illustrated in figure 2-1.

Figure 2-1 Jutla’s e-Business Stakeholder model [18]

We can notice from the model it is designed with the customer in mind. The two main

elements of interest to me within this research are:

1. Identification of the internal/external stockholder’s categories. Stakeholders are the

partners involved in the relatonship. Each category added an extra value to the
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customer. Community, governance, customer and partners are considered the external
stake holders. Additionally, the model identifies the company’s employees as internal
stakeholders. I think the presented categories are generic and should accommodate any

type of process that involves the customer.

2. 'The other important factor is identifying the enablers for the process. Knowledge,
trust and technology are the main enablers of any CRM process. It is amazing how
Komer identifies in [19] the technology impact on the financial service industry, and
how technology is enabling new efficient methods for managing the relationship with

customers.

Figure 2-2 Relationship between technology and CRM [19]
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In fact the overall CRM process is about capturing the right knowledge about the customer,
analyzing 1t in the right context then using it to add value to the overall relationship with the

customer.

Knowledge transfer is a key feature particularly within the professional services industry.
Customers demand knowledge to be part of the end product or service. Businesses are
required to think of innovative methods to share the nght knowledge with the customer, and

to keep the customer better informed and educated about what they receive.
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It is important to stress here that sharing knowledge with clients aims to achieve a better
educated customer, which will lead at the end for a new business opportunity? This is

considered as an important strategic goal for the whole CRM process.

In the coming few sections, I will shed the light on the different types of relationship within
different industries. I will cover the professional services, communication, the financial

services, the government role, retail and the business to business interaction

The Financial Services Industry

A good example about the importance of CRM within the financial services sector is the story
of an 80 years old woman[5] Although she had had a 50 year relationship with her bank in
Flonda, USA, She received a warning letter from that bank. The letter wamed her to maintain
a minimum balance in her account or she would be charged with the minimum monthly

charges of $25.

The letter might be part of a mass mailing campaign to inform the bank’s customers of their
new minimum account policy. However, the bank mailed the letter without any considerations

of the following pieces of information about the customer’s son:
¢ He had two accounts with the same bank valued at more than $100,000
e He pays most of his mother bills each month.
e He was a good credit card holder with the same financial institutions.

e The last interesting piece of information was that he intentionally kept his mother’s

account to a minimum to prevent her from writing cash checque.

We could see clearly from this story the impact of missing every single piece of information

about the customer! It simply could ruin the entire relationship with the customer.

Maintaining the night knowledge about customer does not only apply to the financial services
industry. A special emphasis would be put on maintaining every possible piece of information

about the customer in order to maintain a longer profitable relation.
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Figure 2-3 Maintain the right knowledge will guarantee a better relation with the customer
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Nevertheless, the question that remains to be answered is how to capture and maintain the
right knowledge. In the previous scenario the bank had to capture knowledge related not only
to the customer, but to her son as well. The bank knowledge needed to be captured not only
from one branch, but from several branches, also from several business units within the bank

such as the credit card units.

The key to the process of capturing knowledge and the efficient client relatonship
management system is to model the business process then identify major CRM enablers within
the proposed model. A specific model for CRM in financial industry are presented by Koerner
in[19]

The model presented by Koemer (named as the MCR-Mode, Maragerent of Custorrer Relationshp) is
designed for the management of customer relationship in the generic business media. As I do
realize the importance of such model within the financial services industry, I will go deeper
into details of the model within the coming few pages.

The below categories or building blocks, as they are named within the model, are presented.

1. Customer Interaction: I would like to stress the importance of not only capturing
knowledge but sharing such knowledge with the customer. This would ensure that the
customer is educated about his financial needs? As an example of this is the process of

collecting all possible transactions performed by the client, then presenting and sharing
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4.

such information as knowledge. The client would then access this useful knowledge
and be able to identify his financial needs.[19]

The above example illustrates a customer interaction which adds real value to the
customer experience with the banks. We can also tell that the contents of the

interaction should be personalized to meet his/her requirements.

Added value for the customer: The above interaction with the customer should not
only present a list of transaction that the customer performed with the client.
However, it should indicate possible added value solutions that are built around the
customer’s history. So the challenge here is not only to capture the transactions and
transfer them into a presentable knowledge? It is also to analyze the customer behavior
and link this to a potential product or service that the bank could offer.

What is usually involved in this proposed product or service is the bank knowledge of
what particular product benefit the customer? It doesn’t only present a soluton, 1t
indeed represents the bank financial knowledge mixed with the banks knowledge
about that particular for that particular which is shared[19]

Customer Profiling: To target the right customer at the nght time with the nght
message, the business needs to be aware of every possible piece of information about
the customer. This requires the banks to maintain all possible transactions about the
clients and from the different business units across the bank. Banks need what is called
as Data Warehouse in order to be able to maintain these huge transactions into one
location. And then need data mining techniques and procedure capable of profiling the

customers according to certain criteria[19]

Trust: is an important element that must be addressed specially in the financial
services industry. Customers use new Medias for transactions like the internet and they
need to feel secure within. (lear privacy and communication policy need to be
identified. From the other end, the appropriate secured networking protocol should be

used on the bank web site so that 1t does secure the data.
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In the case of using a data ware house to collect the data within the financial institute,
the bank is required to create the proper procedures to control the privacy of such
transactions. If the data goes missing it will negatively impact the customer trust within
the institute [19]

. Virtual Communities: The arrangement of virtual communities with common
interest is considered very effective in the financial services industry. Knowledge about
the community members and what interest them can not only improve the level of
mteraction between the community members, it can also create a better relation with
the customer, especially when there is a clear incorporation of the contents provided,

and the communication tools used within such communities[19]

. Processes: Financial institutes need to work on the integration of all their business
processes taking mto account the customer as the core. Integration should happen
between the customer facing processes and the internal ones. I will not be discussing
this point any further as I will be building my coming few chapters on how to design
CRM processes{19]

. Controlling: refers to the process of evaluating the customers value. Financial
mstitutes need to be able to identify the profitable customers form the overall pool
customers. Today CRM processes are complex and expensive and need to guarantee a
return on investment for the business. In fact, control could refer to the value measure
of all the above six points listed in the model. Clear measuring criteria need to be set so
that a business could judge how well they are performing within each block of the
model. [19]

The above model seems to be a comprehensive model to implement a better CRM
process within the financial services industry. However, I think the financial institute
customer strategy has to influence such a model. What does the bank want to achieve
through CRM? What objectives they want to accomplish by embedding these blocks?
The answer to such questions would influence applying some of the blocks or criteria

above the others. Therefore the controlling block would help in reviewing where the
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bank stands in their CRM strategy. Within the next chapter I will be exploring this
further and I will present my design methodology.

An attractive implementation for one of the proposed building blocks is presented in
[20]. Within this model Kundisch is discussing how banks and financial institutions can
deliver personalized products and solutions to their customer. This should involve
modeling not only the customer (Customer model) but also modeling the products
and services (Content model) that the bank has. Delivering then the right product for
the nght customer at the right time would involve a match between the customer and

content model. Figure 2-4 illustrates the framework of such a model

Figure 2-4 modeling the customer and content in order to deliver the right product on the
right time and via the right channel [20]

(" [contentModa
Customar Mocel m [ T——
Maihing u
. Prefer Iy |Productmodal
|“ anoes
Baix
Y Dats ‘?:'l Dta m
Objecives j

provide the .... [Fight Coment_|
onthe ..
via the ...

Banks and financial services firms are now challenged with the task of delivering a one
to one products and services to their customers with minimum costs[21]. Personal
services similar to the one the customer used to get through his one to one relatonship

with the bank or branch manager.
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The concem of driving the cost down is about offering the nght product to the nght
profitable customer. This will bring the knowledge based process of measuring the
customer value to the front. The next factor to be considered for reducing cost is the
delivery channel. Banks encourage their customers to use channels with less cost. The

table below in Figure 2-5 from [21] illustrates the different bank transaction costs.

Figure 2-5 Cost per transaction (In US$) via the most common channels used by
banks and financial institutes nowadays [21]

Professional Services Industry:

Business processes within this industry are people based, complex and are made on an ad hoc
basis[22]. Businesses within this industry usually offer consulting solutions to their customers.
They could deliver such solutions to their clients without any involvements in the customer

education.

The new customer trends though indicate that customers are hungry for knowing how and
what solution will be implemented at their sites. Firms within this area are mainly involved in
making their clients more knowledgeable.

Knowledge based solutions are not an option within this industry as it is an integrated part of
what they will offer. Professional services firms such as Anderson Consulting, Emst & Young
and Deoitte & Touch Consulting group are very well known because of their usage of
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professional knowledge management software. Such software will have storage area to store

lessons learned from the implementation of projects as well as the project standard[23]

One of Emst & Young four value principles is “Knowledge nich” quoted from within their
1998 annual report. The following extract from the second page of the report confirms what
has been discussed at the beginning of this chapter about the importance of capturing
knowledge.[22]

“Ideas, insight and best practice are key elements in helping our clients gain competitive advantage. Our
aim is to fully capture all the expertise and experiences of our people and combine these qualities with
extensive external data together with our own significant global research. We then share the resulting
knowledge throughout our organization in order to make a real difference to our clients’ success.”

Dawson in his book “Developing Knowledge Based CRM” views knowledge and relationship
as two processes that lead to each others. A professional services firms’ ability to generate
knowledge internally via the solutions provided will add value to their clients and it will
naturally create and enhance the firms’ relationship with their clients [24].

Tacit, Explicit Knowledge Conversion

Tacit Knowledge is the knowledge that individuals do gain through their long work experience
within an organization and is usually difficult to convey to others[25]. Explicit knowledge on
the other hand, is the knowledge that can be easily documented, shared and communicated
with others.

Most of the knowledge developed within an organization is of the first type. However, lots of
work has been done towards the formation and development of knowledge. Nonaka and
Takeuchi developed a model of knowledge conversion through shared interaction between
tacit and explicit knowledge[26] The model suggests that the outcome of the interaction
between #at and expliat knowledge is four different models of knowledge conversion as per
figure 2-5. Socialization refers to the process of transferring the tacit knowledge of individuals
to another individual perhaps through different levels of communication.
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Externalization refers to the ability to convey the tacit knowledge which is ambiguous to a
readable and documented format. A format that is easy to access and read. On the other hand,
Internalization refers to the process of converting the explicit clear readable knowledge into a
tacit personal knowledge. Combination refers to the process of converting explicit knowledge

into other forms

Figure 2-6 'The 4 models of knowledge conversion [26]

Tacit Knowledge Explicit Knowledge
Tacit Knowledge Socalization Extermalization
Explicit Knowledge Interralization Corrination

Dawson presents a modified version of the above model in which he redefines the tacit and
explicit knowledge [24]. As tacit knowledge is central to individuals, it grants them the ability to

act efficiently; it is renamed in the model as Knowledge only.

Individuals on the other hand who will have access to explicit knowledge only will have limited
ability to act efficiently. Therefore, explicit knowledge has been renamed as information.

Within the Dawson proposed model externalization is the process of converting individual’s
knowledge into information (document or structured business processes). However, this
information will not be converted into knowledge until other individual’s experienced such
information (Intemalization) become part of their centre knowledge. Socialization is when a
person becomes skilled with the knowledge of another person through direct interaction and
without capturing this knowledge into any format. It is the most efficient and effective form of

knowledge transfer, however, it is not usually easy to implement within an organization.
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Figure 2-7 Dawson Knowledge management cycle [24]

Internalization
K Socialization K
I Externalization

The main business of professional services firms is to transfer or to help in transferring
information into knowledge. They do also add value to information which makes it of use to

their clients. What differentiates this type of business is the process of transferring and sharing

Externalization

Internalization

knowledge with their customers. This process requires maintaining a close and special relation
with the customer. Modeling the client relationship within this knowledge sharing business 1s
an important element of this study. I will be analyzing over the next few pages some of the

models presented by Dawson.

Knowledge Relationship Roles
Before introducing Dawson’s models it is worth discussing the specific knowledge relationship
roles that it will be used within his models. An individual can play a single or multple roles,

depends on the size of the organization. The following will summarize the proposed roles.

The existence of these roles is not only limited to the provider at the professional services firm.

Similar roles must exist at the customer site, in particular the role of the senior representative.

The roles detailed below are performed by both the senior and junior staff at the professional

services firm. Senior staff needs to attend some cntical roles; however, this shouldn’t restnct
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the overall roles of relationship with the clients to senior staff. Junior staff needs to be given

the opportunity as part of the overall knowledge transfer process within the firm.

The table below (Table 2-1) details the different knowledge roles that could exist in a
knowledge based relationship model:
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Table 2-1 The different knowledge roles that could exist in a knowledge based client relationship model.

Face the top-level contacts at the
customer site. This role is important in
shaping the relationship with the client
(especially when it is required to reach the
senior management at the client site) not

in the knowledge transfer stage.

Establish trustworthy relation with the customer at the

customer acquisition phase. As well as at any crucial

stages of the project.

The person plays a critical role within the
relationship model with the client. The
person who plays this role needs to be
familiar with all the available resources at
| the professional services firm and have
| the influence to access them when
required. He also needs to have the right
knowledge and background about the

customer, people and business process.

Coordinate the different knowledge resources of
the professional service firms to carry out the

particular outcomes of the client and the project.

Provide the customer with efficient, effective and
on time access to the required resources within

the firm.
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Knowledge Specialist forms the foundation o

knowledge and skills within the professional

service firms.

They dom’t usually have the rght skills to
communicate and coordinate knowledge with the

customer.

Table 2-1 The different knowledge roles that could exist in a knowledge based client relationship model

Design professional solutions based on their
knowledge and skills.

Work and communicate with their peers to

deliver the end solution to the customer

Usually taken by a senior member at the

professional service firm, who acts as a filter for

the huge amount of information and knowledge
produced?

He will then present the categorized and relevant

information to the customer

Customize information and knowledge in a way

that suits the customer requirements.

Communicate that customized knowledge
effectively with the relevant people at the client

site.
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Dawson’s Relationship Models
Based on the above defined roles and how they relate to each other, the following more

precise models of relationship could be defined.

e The Diamond or Mirror Model: The model assumes a similar organization structure
between the service provider and their clients. And the same roles do exist at both
sides, Figure 2-7. The model suggests that similar structure and knowledge base will
speed up the knowledge transfer process. The frequent and consistent contacts
illustrated in the model will help in building a far better stronger relationship with

clients.

Figure 2-8 The diamond or mirror model of relationship [24]

N

SR R\

KS KS

KS KS

KS KS

RC RC SR — Senior Representative
RC — Relationship
Coordinator

KS — Knowledge Specialist
o The Guru Model: In this model, one person “The Guru” will play all the critical

client contacts roles. Usually a s senior staff member will be able to handle this role
where he/she will get proper support from junior staff within the company, figure 2-8
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Figure 2-9 The guru model of relationship management [24]

Support Guru Client
Structu
/ SR
RC RC
KC
\A KS
SR — Senior Representative

RC — Relationship
Coordinator
KS — Knowledge Specialist
o The Portfolio Sales Model: As the name implies, this model is mostly used by
portfolio managers within investment banks. Figure 2-9. The relationship coordinator
role is so important especially with the new trends of coordinating the move of a large
range of experts who are responsible for a specific task within the client organization.

Notice also the role and function of the sales person within the model. Sales people do
customize the generic knowledge generated by the analyst to make sure that such knowledge,
when applied, it will add real value to their customers.

43



Figure 2- 10 The portfolio sales model of relationship management [24]

Professional Service Firm Cient (Portfolio Manager)
RC < » | Decision maker
Relationship Coordinator (Portfolio Manager)
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Knowledge Customiser
(Sales) T
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Knowledge Specialist (Research)
(Research) < >

The above models are not the only available models available within this industry. As stated
earlier within this dynamic industry, proper models can be designed as the need arises. The
main concemn that needs to be addressed during the design and creation of new model is the
knowledge roles of both parties. The client side and the service provider side as shown in the

table below. (lear responsibilities of each role and definition of interactvity is also important
for the relation and the development and sharing of knowledge.

Table 2-2 Summary of Dawson’s proposed models for the professional service firms

Mirroring similar roles at both the client side as well as the service
provider. One to one relation ship between the different roles.

One person (The guru) will play the different roles required at the client
side. Support structure mechanism will be available to help the guru in his
role.

Where the sales person is playing and matching different roles with the
client, the knowledge specialist is acting as a researcher.
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The Telecom industry

For better illustrations, I start my discussion about this industry with a story of a customer of
US Telecom giant AT&T[27]. The customer was targeted to sign in for what is called AT&T
Personal Network — “One rate, one bill and one number for customer care”. The following is

an extract from the story:

"I signed up for six relationships with AT&T—long distance, wireless, calling
card, credit card, cable TV and cable modem. Things seemed to go well until I
had a billing problem with my wireless service. The "one number" that I called
put me in a queue. Then I was transferred to another queue—for wireless
customers. It would have been faster to call the wireless customer-care
number directly. I got my billing problem resolved, resulting in a large credit
balance in my wireless account that was reflected in my next bill. But a month
later, a collection agency called, claiming that my long-distance account was
delinquent. "But AT&T owes me money," I protested. "We don't know about
that, sir. Your long-distance account is overdue," I was told curtly. So much for
"one number, one bill." Now I use four different vendors—SBC Communications
for local calls, MCI for long distance, AT&T for cable TV and modem, and
Verizon Wireless for wireless calls. Meanwhile, A&T has quietly dropped the

Personal Network service”

The above story is an inside indication of what is happening within this industry. Telecom
industry is mainly operating in a saturated market with tough competition and high chumn rate.
Such challenges within the operating environment involve a proper integration of CRM

processes and strategies.
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Telecom Industry Market Drivers:
The World wide Telecom market is driven by the following market drivers: [16]

Increased customer expectations.

Deregulations laws are pushing for distinguished range of products and services that
will fill up the gap in the market. Consolidation of the companies in the carrier market
is a result of deregulation.

Convergence of both the area of telecommunications and computing is also driving
companies for market expansions to be able to offer competitive bundled services. 3G
or the third generation mobile computing is a good example of this convergence, as

mobile operators offer additional transaction based service like mobile banking.

Technology advance represents another challenge which drives Telecom companies
into upgrading their infrastructure and offer the latest services (like digital cable

services)

The continuous demand for bandwidth represents another challenge to meet the
growth of both internal and external internet traffic. Bandwidth is also being treated as

a commodity now between the carrier and service providers.

CRM will be a critical application for telecom companies not only because of the above

dnvers. Moreover, the telecom industry will be in control of the growth of the wireless and

wired internet infrastructure. Such an infrastructure will drive a powerful efficient and

proactive CRM strategy that can reach the customer in various channels.[28]

Telecom industry operational challenges:

The following business and operational challenges are common within the telecom industry

and they usually need to be addressed by any operational CRM strategy [16]

Companies within the telecom industry are usually characterized by large volumes. Not only

they do have a huge customer base, but they do also have a huge number of transactions. This
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results in numerous customer databases that will only be treated and stored in data

warehouses. The challenges are as follows:

Complex, old and large legacy front-end, as well as back-end systems that are not
adapting to the new business challenges and resulting in an inefficient business
operation. A good example of this topic would be the WilTel story [29]. WilTel
Communications 1s based in Tulsa, Oklahoma which offers a selection of network and
broadband media services to businesses with powerful bandwidth requirements. The
company customer base includes local telephone companies, international telephone
carrier, wireless companies and major internet service providers. Recently they have
implemented a CRM solution based on Siebel. One of the exciting comments of the
Project Manager on this project was “We were in a situation ubere we had to keep tueaking
our systens just to get them to work. And with asstorrers requesting faster and faster seruce dates, ue
audld no longer tolerate the fact that 1t sometimes took 8 to 12 hawrs just to enter an order. We had to
improwe our provesses to get things dore in minutes, rather than days”

The business mode] within most of the telecom companies is product centric instead
of being customer centric. As per the head of business intelligence for Sybase — Sean
Kelly [28] he commented “Telecom companies have to radically transform their
business culture in order to fully exploit the CRM technology. What this means is the
transformation of a product-centered culture to a customer-centered culture”. This

stresses out the importance of the business model in CRM systems

Ineffective customer interactions are leading to a loss of lots of cross-sell/up-sell
opportunities at all the levels of the customer interaction points. This ineffective
interaction is a result of offering various products and services across different
business units, departments and may be companies within the main company. The
final outcome is they will not be able to know how much business the customer does

with the company.
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o The inability to measure the value of their customers. This results in unplanned
spending of resources on unvalued customers and the inability of the company to keep

track of their different channels and outlets.

e Inefficient and expensive customer acquisition process coupled with the more serious
problems of customer chumn. It costs US$250 to acquire a customer in mass markets

where the chum percentage varies from six per cent right up to 30 percent[16]

Some Important lessons for CRM within the Telecom industry
The following lessons are listed in [30] and they are of good value for any CRM

implementation within the Telecom industry:

1. Use all possible data, integrate it and create a single view about the customer. At this
stage it is important for the company to understand that the customer might have
different relationships with the company. This should be supported by systems that
they could link multiple accounts into one and provide all possible information about

the customer. This will result in better methods of measuring the customer’s value.

2. Identfy profitable from non profitable customers and, accordingly, differentiate the
service and support for this group of profitable customers. This might be achieved by
a special call centre number. Other customers shouldn’t be ignored, by any chance.

3. As the cost of call centres are increasing you need to make sure that you have an
effective Web presence. The web site needs to act as a virtual branch office that allows
the customer performs all possible transactions and activities that can be done in a
normal branch. Make sure also that the web site is user friendly and have the options
to get help when required either via email, chat or by talking to an agent.

4. Target the existing complex large legacy systems into a step by step manner. There is
no need to have huge budget to replace all systems at once. Try to use an incremental

approach that will grow as you grow with the CRM system.

48



5. CRM is a strategy, not a piece of software. It needs to be enforced from the top senior
people downward to every single employee within the company. No matter how
stylish your CRM system is, it will not create the customer culture within the
organization until the people who use the system have a strong faith in customer

service.

The CRM Transformation models

The telecom industry is one of the committed industries to CRM within their business
strategy. However due to the difficult market drivers and the operational challenges discussed
in previous sections, the CRM experience might fail to generate the expected retun on

mvestment.

Applying a customer centric model over the existing product centric model will guarantee an
efficient CRM approach within the company. A good model, which is presented in [16] is
called “CRM Transformation”. The model was orginated by IBM Global Services

Figure 2-11 The CRM Transformation Model, [16]

1. 2. 3. 4. Achieve

Become Gain Mass customer

Functional Operational Customization intimacy
Excellence

Within the becoming functional stage, the CRM software is implemented integrated with the
existing legacy systems within the company. Middleware products will be most probably used
for this integration. New processes will also be created for the different units involved with the
customers like the contact centre. Finally training and assistance should be offered for the new

system as well as the new process.
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As the new CRM system is implemented within the company, within this stage the newly
accepted processes is getting modified and updated to lift up the transformation to the stage of

the operational excellence stage.

As the customer knowledge and culture is spreading within the company, and the new
powerful effective CRM processes are implemented by well trained employees, that will be
able to provide products and services that will meet the customer expectations. This will lead

to the stage of Mass Customization

Based on the above stages businesses will be in a better position to offer and promote special
bundled products and services targeting segmented customers. This can be described as
effective marketing, as the customer is more educated and more familiar with what the

company can offer. The CRM process at this stage is in the customer’s intimacy stage

The knowledge element in the customer relation
A good practical analysis that demonstrates the importance and power of capturing knowledge
within an organization, will be the following case study about Pele-Phone Communications [5].

Pele-Phone Communication is the major cellular network services supplier in Israel with a
customer base close to one million business and consumer cellular subscribers. The company

work force is around 1,000, and the company is planning to introduce new service in response

to the deregulation.

Of special interest to this study is the company initiative towards understanding their customer
base. The company recognizes that using a traditional data base will not enable them to serve
their needs of capturing and storing every single piece of knowledge about the customer, n

order to come up with more powerful strategies and decisions that will reflect on the business.

Data warehouse is the solution used by the company. I will be discussing data warehouse in a
later chapter. Nonetheless for the sake of this section of my study, I decided it present the

knowledge capture case in a concise manner in the following table.
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Table 2-3 illustrates the impact of captured knowledge on companies.

yze customer profile information.
Stored in the data warehouse

Identify customer’s specific needs and target
them with customized offering.

Track customer requirements. Monitor
mobile phone usage and the profitability of
certain customers. For example, focus on
lower rates for calls made within a specific
geographic region.

Develop new products and services.
Develop profitable pricing strategies.

Evaluate the potential of new marketing

Initiatives.

Analyze call records. Compare the number
of dropped calls on car phones to the
average number of dropped calls for the
handset population.

Come up with special and new promotion.
Promoting car phones over the handset ones

Analyze customer data on a daily basis.
Analyze historical usage patterns along with

Reducing and cutting churn by identifying with
accuracy customers who may be considering

changing market factors. switching to a competitor. Such customers will
then be targeted with special promotion or
may be special services designed to maintain
their specific interest and loyalty.

Analyze call behavior data Come up with a better customer retention

application and strategy

Detect changes in call patterns and perform
other sophisticated analysis. Identify
potential areas of fraudulent use

Better control of lost or dead accounts.
Enhanced strategies for fraud management.

Support engmeenng apphcauons. Monitor
the usage and capacity load of its network
infrastructure. :

Significant efficiency gains on the cellular
network which will reflect and increase the
overall profitability. It should also drive lower

costs and lower prices to customers
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After implementing such powerful captured knowledge techniques within companies, they
have become customer-focused companies. They were able to segment the market and then
provide each segment with the kind of service and attention that is in line with its needs, and

also with its profitability to the business. [5]

52



The Healthcare industry

The healthcare industry has also been challenged to change its strategy from a product centric
into a customer centric model. What makes health industry different from the others is that
such an industry is the most important topic for every one. Almost every person is a potential
customer. Therefore, channels like the internet and trends like electronic commerce drives the
need for a new business model built around what the customer want and how to enhance the

overall relation with the customer.

The U.S government, for example, is looking seriously at the internet as a powerful tool to
enhance the customer service within the healthcare area. A new legislative has been introduced
which requires all medical claims in the United States to be submitted, captured, adjusted and

paid within 15 days using secured application across the internet[31]

What makes this more challenging is that payers claims are requested to notify and justify the
patient and the provider of the reasons in case this due date can’t be met. This should not be a
surpnise for us if we realize the fact that more than 30 percent of the US healthcare cost is
wasted because of mnefficient paper- based processes, hand written reports with redundant non
integrated data which results in unnecessary treatment. This is according to a study by
DeNelsky

Challenges within the industry

The healthcare industry is undergoing transformation. In the past, giant companies used to
control and dominate the healthcare market. However with the presence of the internet, new
players are coming into the picture through the usage of Web Portals. The following is a

summary of the common challenges that are facing the industry{14]

1. The nsing costs challenges, this only the cost of hospital equipment and qualified
personnel. Pharmaceutical companies are pressured by government to reduce their
prices for medicine and drugs. As a consequence of the overall increased cost, there is
pressure in the healthcare environment. Health insurance providers are also badly hit
by this factor. In response to this challenge, health insurance companies are changing
their business model from a pure insurance provider where customers submit claims
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and get reimbursed into managing the overall healthcare service customers are
receiving. Such a model requires continuous and closer interactions with all players of
the model. The role of knowledge based processes and systems are very critical for the

success of this model.

Regulations: Strict laws and regulations control the release and publication of any

newly developed prescription medicine until the time frame had passed for clinical
trails.

Profitability: The development of a new medicine is becoming more time and overall
resource intensive. Only one or two out of 10,000 basic substances ever reach the
market, less than %30 of these substances are profitable

. Patent protection: Due to worldwide compettion the existing medicine patent
regulations are not enough to protect the medicine from other generic products that

will appear in the market[14]

. Isolated customer contact point: As access to the customer information (The patient)
within the area of healthcare is restricted due to some government rules and the
complex nature of the network. This in return will prevent the pharmaceutical
company from contacting the customer directly to promote their products and
services. And will lead to an isolated customer interaction contact points which is
difficult to capture and integrate knowledge within. A more important result will be

that pharmaceuticals companies will end up not knowing their customers very well

Towards the above difficult challenges the healthcare and the pharmaceutical industry can’t
afford to be product centric. For every product there will always be a competitive product that

will match its quality and probably offer a lower price. Companies need to be customer

focused in order to maintain the competitive advantage. As we can notice from figure 2-11

several channels are responsible for different type of customers. On one hand the key account

manager is responsible for hospital, wholesales and pharmacies roles, and from the other hand

separate marketing departments will be responsible for the patients.
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Figure 2-12 an example of the isolated customer interaction within the healthcare industry
(Pharma, Inc)

Information Silos at Pharma, Inc.

Promota Jevel Create Call
Brand » ta Action
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The healthcare industry major players
As the network that connects all the players within the healthcare industry is a little bit
complex, therefore it is important to be able to identify the major player within this model:

e Pharmaceutical companies.
e Medical device companies.
e Insurance providers.

e Government

e Independent information resources.

e  Wholesaler
e Patients
e Doctors

e Laboratores and Radiologist
e Hospitals
e Pharmacies

The complexity of any healthcare CRM model comes from the fact that a player might play
the role of the customer in a transaction and as the provider on another. Patients are very
important and the objectives of any CRM process would be built around it. On the other hand
doctors are considered providers from one end and at the same time they are customers for
Pharmaceutical companies. Figure 2-12 displays how a major pharmaceutical company views

their market and how they do propose to segment their customer. As we can notice from the
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model the market has been segmented into the following three segments, which are based on
the different contact channels that will be used to reach every segment.

1. Hospitals, Wholesalers and pharmacies
2. Doctors
3. Pauents

Figure 2-13 Pharma Customer Segments [14]

Hospitals,
Wholesalers,
Pharmacies

Doctors

Patients

Pharma Customer Segments

The role of web portals within the healthcare industry
Web portals have been mentioned earlier in chapter 1 of my study. Web portals do play a
major customer contact channel within the healthcare industry. This is due to the inability of

the companies to profile and know their customer via other channels. Therefore parties
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involved within this industry and in particular pharmaceutical companies are utilizing the role

of the intemet as an effective tool that will cross all boundaries and reach the customer.

Three different types of web portals can be identified within this industry. Each type
represents a business model and will have its own customer process and the defined roles
within the process. Obviously it will also serve a specific purpose and target a pre defined

segment of customer.

Diverse elements of knowledge will be captured within each type. However all these elements
must be integrated in order to achieve a generic customer strategy? As this study is mainly
centreed on the knowledge element, I did prepare the following tables (2-3, 2-4 and 2-5). The
tables will summarize the different portals and what knowledge might be captured within each

type.

Web portals within this industry play a major role in integrating the stages of the customer life
cycle. Which will be the base for knowledge based CRM process as figure 1-7 displays the
interaction between web portals and CRM.
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Table 2-4 Knowledge captured through information

Information

Portal

Forms a community
for both the
professional users
(doctors, practitioners)
and patients
concemed about a
common disease.
Messaging services to
establish a lively

community

Offers information
about the diseases
symptoms, medicines.
Ask the expert

Allow users to
exchange information
about their expenence.
Personal stones,

Very efficient in
controlling and driving
the patient visits
nature and frequency
to doctors

Played a major role in
introducing the portal
operators as other
main players within
the healthcare
industry. Previously
doctors and hospitals
were the only players
in such a market.

www.intelihealth.com
(An award winner
portal in the US, built
on advertsings & other
distribution channels.
Educate the users
about 200 syndrome)

www.actionathma.co.uk

An asthma awareness
community web site
within the UK and
supported by
GlaxoSmithKline
(GSK)

Capture customers
profiles both
patients and
doctors. Profiles
include name, age,
address and
contact details.

Online
questionnaire,
diaries and surveys
will help in both
capturing the
necessary
information for
decision. And in
delivening contents
that is relevant to
that specific
customer segment.

Such contents will
help in marinating
an educated end
user. An important
element of any
CRM strategy.

Relies heavily on
the quality,
reliability of the
knowledge
presented. Such
elements are
critical for
continuity.
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Table 2-5 Knowledge captured through Sales portals

Portal

Healthcare
dedicated for the online
sales of their medicines.

They are also referred to
as online pharmacies

Mainly target end
customers B2Cas
opposed to other
businesses customers like
doctors B2B Customers
need to register online and
provide their health
insurance scheme.
Doctors need to write a
paper based prescription
which will then be
forwarded manually to the
online drug store which
will validate and deliver
the prescription. A time
consuming process
specially with the billing
part

Other companies are
proving a more advanced
solution in which they
allow doctors to write
electronic prescription
directly from their PDA or
through the internet.
Which will also automate
the billing process
(Touchworks by allscripts)
illustrated in Figure 2-14

WWW.QL ugstore.com

www.cvs.com (B2
www.Neoforma.com

targets business
customers (B2B)

www.allscripts.com

Capturing the basic
customer profile
which includes basic
contact details.

Transaction and
history details will
also be captured to
be used into a
knowledgeable

customer decisions.

Cross and Up sell
offers could also be
offered as a result of
the above
knowledge.

Transaction history
also about what
doctors and
professionals are
prescribing. An
important
knowledge which is
of interest to
pharmaceutical
companies.
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Integration
Portal

Integrates all the parties
involved within the
process. Customers,
doctors, laboratones,
Insurance companies,
hospital and
pharmaceutical
companies.

Each patent will have
what is called a personal
medical record, which
will be accessed by any
doctor treating that
specific patient.

The record will also be
accessed when necessary
by any other party
involved in the process.
Laboratonies or X ray
results..etc. No room
for redundancies.

Professionals can
request and order any
specific information
they need

Administration work is
also integrated and
managed within this
network

www.webmd.com

Knowledge and
feedback from doctors
and professional about
the impact of medicines
on their patients. This
will be fed back to the
R&D side of the
company.

Knowledgeable and
educated doctors that
would offer an
educated solution.

Huge amount of
detailed transactions for
the patient with any
involved party. This
knowledge could be
very useful in any future
marketing decisions.

Insurance companies
are able to capture
knowledge that will be
used in managing better
plans and offers for

their clients.

Patients are also able to
be knowledgeable
about their updated

record and be able to
get any future decisions
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Figure 2-14 outlines the power capabilities of the stat of art Touchworks system which
automates the clinical operations (Prescription, Ordering and Charges, and the Documentation
across the internet and using wireless devices PDA (source www.allscripts.com)

chWorks

To
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The Aidine industry

The frequent flyer or the air mileage programs are one of the first and important initiatives
within this industry to better understand their customer behaviors. However as any other
industry the airline industry is also challenged not only by the new market trends (mentioned in
chapter 1) which impact other industries. The recent September the 11* attacks also put a lot
of pressure onto this industry. As per the IATA World Air Transport statistics the operating
revenues for the airline industry went form US$328.6 billion in 2000 down to US$305.3 in
2001

Major airline companies responded to the challenges introduced by the 11* of September
attack by introducing a new customer initiative. Alaska Airlines for example rushed in Jan 2002
to introduce as part of a CRM strategy a customer notification system that will notify travelers
about flight changes. The same system is also used by major Bntish airline British Airways [32].

CRM Services in the Airline industry

Although frequent flyer programs are an important part of any airline carrier CRM strategy.
However it is not the only CRM service that cab offered for customers within the airline
industry. Among other CRM services are the flight notification systems as explained above.
Kiosk check in which has been adopted by several airline carmer. Virtual check in services and
the personalized web based interface which offers wide range of customer services across the

net. in addition to the online baggage tracing[33]

Airline cammers need to have reasonable operations efficiency before they can offer such CRM
services. The above services are expensive and will not guarantee a high return on investment

once offered to customers.
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Figure 2-15 illustrates the ROI for some CRM services within the Airline industry [33]

Example: Return on investment from select CRI initiatives
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Limitations within the existing CRM implementation

On one hand according to the CRM software and system suppliers web portals and magazine
all players within the airline industry are aware of the importance and do appreciate the
investment in such an expensive technology. On the other hand the airlines carners are not

sharing the same view on how they do implement CRM and how can it benefit them.

I was able to conclude that within the existing industry implementation of CRM there is a
mixed view of how to implement CRM and how efficient it is for the business. The different

opinions can be found in [34].

Within the existing industry implementation for CRM the following limitations can be noticed
which needs to be addressed to achieve better CRM strategy [33]

Within the existing CRM implementations Airline carries are not responding to what they can
offer to their customers and what their customers are really want and expect from them
Instead they are duplicating what their competitors are offering. This is a reflection of the

unawareness of how much value such service worth for the customer.
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No dear usion

One other common mistake that airline companies are falling into is the no clear vision or
direction for their CRM strategy. Separate scattered processes and initiatives from competing
departments. Such initiatives might end up in contradictory goals as they are lacking a more

generic view for the customer.

E mployee are not ready yet

Before companies offer their CRM solution they need to make sure that their employees do
have the right tools to offer consistent service across all contact channels. Such tools should
guarantee proper access for all captured knowledge about the customer when required. From
the other hand employees need to have the right training on how to interact with the customer

in the most approprate manner that serve the company CRM policy.

Customer Segmentation

Segmentation is very critical within this industry. It allows companies to know and identfy
their profitable customers. Knowledge captured about the profitable customers should help
them to classify what type of CRM services they do prefer. Accordingly companies will plan

operating their businesses with operations efficiencies.

Knowledge captured from the frequent flyer programs are not necessary a true indicator of the
customer value. For a classic airline, only 52% of its high-value customers are also top-ter
members of the frequent flyer program.[34] On the other hand one major airline in the US
discovered that its top 1000 customers (by revenue) accounted for 60 percent more revenue
than its top 1000 customers by mileage[33] Also a study by the IBM nstitute for Business
value found that just over 15 percent of the airline customers accounted for over 40 percent of

1ts revenue.
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Figure 2-16 Airline customer value segmentation (by revenue) — Source: IBM Analysis
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Programs similar to the mileage or the frequent flyer do capture huge amount of knowledge
but only about members of such program. One of the main challenges that the airline industry

are facing is the manipulation or may be more important the integration of such knowledge
and data.

A camer like American Airline with about 45 million members in their program is a typical
example of such a positon [34] As indicated above data generated from such programs
doesn’t generate the right knowledge that helps in profitable customer segmentation. More
over the above generic data will not give an indication of what exactly the customer preference

is.

Personalization, integration and delivenng such knowledge across all customer interaction
points are the main challenges before it can be used in an effective CRM strategy. Data mining
techniques can be very helpful in the process of personalization and integration of data. A
good approach in using such tools specifically within the airline industry can be found in [35]
in which data mining tools are used to first identify high value customers then to classify what

CRM services of specific interest to such customers.
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The knowledge element in a value based customer segmentation

A more dedicated knowledge based customer segmentation technique is an integrated part of a
powerful CRM strategy. Such technique would allow a better comprehensive understanding of
the customer value and prionties. Producing such segmentation is not something easy and it
does require a lot of tools that will be discussed into more details in a later part of this study.

A powerful value based customer segmentation that was developed by IBM is demonstrated in
figure 2-17. Two values are used within this segmentation a monetary value that might be
captured based on the overall spending of the customer in dollar format. This is an important
value as it could be used to analyze how much travel investment has been done and to predict
any future possible spending. The second value used is the travel frequency which indicates the
number of trips completed by the client.

Capturing such detailed knowledge about customers needs to be followed by a more in-depth
understanding of the individual drivers for each segment. Drnvers refer to what type of CRM

service do customers within the segment prefer or value over other services offered by the

compettors.

Figure 2-17 Value Based Customer Segmentation — Source: IBM Analysis
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Capturing the required knowledge that could conclude the customer’s drivers is not an easy
and direct process. It should use all possible direct as well as indirect channels to collect feed
back from customers. The captured data along with any other available knowledge about the
customer should offer a detailed view of the customer habits and needs for the specific
segments.[33] Figure 2-18 models the different approaches of identifying the customer needs.

Figure 2-18 Idenufying customer needs — Source: IBM Analysis

Customer needs

The above knowledge represents a valuable tool with the hands of the airline carrier once
completed. A specific tailor made offers can be developed to target each cycle of the overall
customer life cycle for that specific segment. Certain acquisition, development and retention
targets can be set for each segment. This makes the CRM services available across the whole
customer life cycle.

They can also be used to direct low profile customers to other automatic response systems
instead of an operator assisted channels. It can also help in offering important customers the

specific services that of concem to them.

For example knowledge about specific high profitable customer segment that is mainly

interested in CRM services that will make it easier for them to increase work and business
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activities onboard of the air craft. Such knowledge can be utilized proactively by promoting to

the segments free email and internet access onboard of their next trip[33]

Offering internet and email access onboard of the aircraft is an expensive service. However
with the above customer value model, the investment cost can be highly reduced by limiting
the offer to interested high value profitable customers. Major distinction can be noticed n
such an offer compared to generic offering of service that might or might not return profit on
investment. Return on investment (ROI) is a significant element that will help businesses in
evaluating the profitability of a specific CRM service in offer. Figure 2-19 illustrate the ROI on
different types of CRM initiatives.

Figure 2-19 — Illustrates the return on investment (ROI) from select CRM inmitiatives — Source

IBM institute for business values

— P
o Lo ]
1 1

162

—_ e
[LCTNC N -
1 | 1

o oo
1 1

Change in operating margin (90)
g

on
007 005 o4 o4 o001

%4%
%%% % %%@%%'&

%

© P e
1 1 1

The frequent flyer program is an important service for customers, as it shows a high return.
While the web enabled customer services is in the middle of the list, the online baggage tracing
service doesn’t seem to be of much value for customers. The other critical and important
measure within the CRM implementation is the actual operation cost for introducing the

different CRM services. It would be very helpful in planning whether to introduce the service

69



or not. It would also indicate how much efforts is required and whether the business is ready
to make such an investment or not. Figure 2-20 displays the financial assessment of some
selected CRM services. This should drive better operating decisions which should impact the
whole image of the company.

Figure 2-20 Financial assessment of selected CRM initiatives — Source IBM institute for
business values (Dec. 2002)

High

Impact to shareholder value

8 Travel planning

B Reservations and ticketing
# Frequent flyer program

B Campaign management

B Custorner care

70



Chapter 3

APPROACHES & METHODOLOGIES IN DESIGNING AN EFFICENT CRM
SYSTEM

CRM Services
CRM services are what companies want to offer their customer. I find it a little bit hard to list
all types of CRM services. The reason behind this is the nature of the CRM processes. It is

growing to a stage that it is spanning every single service that the business offers.

Nevetheless, customer expectations are one the main drving process of such services.
Businesses need to look at the business processes from the customer point of view rather than
from the company’s point of view. A typical e-customer nowadays does expect almost all of

the following services:

e Access to online product and service catalogue, probably a comparison facility that will

compare the process from different vendors’ prospective.
e Personalized and special offer.
¢ Configuring, placing and confirming the order.

e Facility to make and follow up business related inquiry. Product & services inquiries as

well as one related to logistics and delivery.
e  Checking the account transactions and activity

e Updating the customer profile.

A common customer requirement that I could notice is the customers self management for
what they do and what they want, which enables the customers to administer their priority
processes for themselves. Gisco Systems; for example; was able to save $120,000 by only

allowing customers to download copies of their invoices online [36]
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A quick look through the above list will emphasize the knowledge value within the CRM
process. Knowledge about what the customer wants can only enable the company to offer
such services. Through the next few lines I will try to list the most viable services that I was
able to conclude through my study.

Common contact point

Contact point integration or strategy is all about offering customers a common access point or
channel that will allow them to follow a standard channels to get hold of the product, service
or inquiry they are after. The common contact point means integration of all the business
processes around the enterprise with the proposed common contact point. It also means that
all the necessary customer knowledge must be captured through this point and should be
available by the agent who is in touch with the company.

Cross Sell & Up sell
Cross-Sell and Up-Sell are two types of sales and marketing opportunities. They arise as a
result of the knowledge gained from analyzing the customer information. Since the cost of

acquiring a new customer is almost five times the cost of retaining an existing one, maintaining
all possible information about the customer will bring further sales lead[4]

Measuring customer value

It is always worth marinating knowledge about the value of the customer. Some customers are
profitable and some are not. Specific measurement criteria need to be defined against the
transactions of customers with the business. Accordingly, businesses will be in a better
position on what to offer their customers and what channel needs to be facilitated for such
customer. Measuring the customer’s value is an important service with CRM that will lead to
customers’ segmentation. Customer segmentation is critical to achieve an efficient and more

enhanced relation with customers.

Personalized offers

Another sale lead that is also dependant upon maintaining detailed transaction history about
the customer. Personalization is an important element of today’s CRM systems. Customers will
appreciate the knowledge known by the company about his/her needs and wants and how
they are likely to change.
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Offer customers full access to their records and transactions

Facilitating access to customer’s records and transactions will warranty sharing knowledge with
the customer. An important service that will educate clients more about the product or service
they are likely to get. Along with the new trends in customer expectations this service is

becoming major in CRM systems.

Client relationship within every process in the enterprise

Although the concept of client relationship sounds only related to customer interactions, it is
becoming important to think about client relationship among every process within the
company. Whether it is a financial process, or logistics and delivery relationship with the
clients, all need to be considered and acted upon. This particular service should guarantee an
ultimatum CRM system.

CRM System based on the Customer life Cycle

The customer life cycle discussed briefly in chapter one, formulates a perfect base for an
efficient CRM system. The customer’s life cycle model that I will be using here to demonstrate
the CRM system was referred to as the components of the customer stakeholder by Julta in

(23}

An ideal efficient CRM system should cover every stage or components within the cycle.

Alternatively businesses might choose to adopt their CRM strategy on some components and
leave others. The whole CRM system will be based on the different components of the cycle.

Jutla model consists of four stages which starts with the engage process and ends up with the
support. The order and the fulfillment stages fall in between the abovementioned phases. In
the next parts I will be exploring some of the CRM services that are associated with each cycle.

Engage

This is a very important stage of the cycle where all efforts are made to get the customer
engaged with the company. CRM systems can play a major role at this stage and it can help
businesses know and target their customers so that they are continuously and fully aware of

their products and services.
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Order

A successful engage stage will be naturally followed by an order. Knowledge based CRM
systems can transfer the order stage into a powerful tool that will not only add to the
customer‘s experience with the enterprise and their products and services, it will also add more
power to the overall view of the enterprise to their customers. Things like product catalogues,
prices, comparison and order delivery should always have the customer in the middle.

Fulfill

With the existence of the new CRM systems, order fulfillment is not all about delivering the
customer’s request; in fact it goes beyond this stage to a level where the customers are more
knowledgeable about the order and where it stands. This process will also assist in capturing

the knowledge about customer experience with the product and service.

Support

Supporting the customer’s experience is now an integrated part of modemn CRM systems.
Throughout this stage, the experts offer their customers a deeper commitment to what they
onginally offer. Such commitment will naturally drive the cycle back to where it had started of
engaging the customer again.

Table 3-1 gives guidelines to the design process of a CRM system based on the cycles
explained above. The methodology here indicates some flexibility to the enterprise as they can
decide on what stage of the cycle they like to embed their CRM system in. The information on
the table list presents some possible objectives of CRM systems within that particular stage of

the customer’s cycle.

Table 3-2, on the other hand, lists CRM enablers and metrics for the different stages of the
 customer’s cycle. The table is based on Craig’s view of e-Business readiness [23]

The methodology used here is simply based on what cycle the enterprise is ready to embed
CRM system within. It is always difficult to separate cycles from each other as it is an overall
customer process. However, as listed within the table, there are common knowledge and
charactenstics that can be captured and shared for each cycle.
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CRM Systems Design and the customer life cycle [23]

31
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Table 3-2 summarizes the enablers and metrics for each stage of the customer life cycle — Mainly from an e-Business Perspectives [23]

Enablers

Metrics
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CRM Systems based on the contact channel

One approach of designing CRM systems is based on the contact channels strategy that the
company is using. That is assuming that the business has a strategy. However most businesses
do not have one and their contact channels just respond to what the market and customers

‘want.

A lower end CRM system is built around different scattered inconsistent contact points; each
point has an interface that will capture knowledge about the transactions going through this
particular point. Such systems will have little or no integration with any other system.

On the other hand, a higher end CRM system will have total integration across all customers’
interaction points with one common consistent interface. This can be seen as a main system
that links all the sub systems together. Although knowledge is captured at each point it is

shared among all the different channels.

Figure 3-1 CRM Systems based on the contact channel strategy

Lower end CRM Higher end
Systems CRM
Scattered Contact point Systems
systems with Integration with full
separate integration
interfaces
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The contact channels strategy

A variety of contact channels are in use by businesses which vary in costs and charactenistics. A
powerful CRM system should work on channels that are preferred by customers and at the
same time offer a good opportunity to capture knowledge through.

Companies are able to decide on the most appropriate channels or what is called as contact

media strategy relying on the following parameters:

o Contact channels available and are in use by the company, and how accessible these

channels are for customers
e Customer’s expectations
e Degree of personalization affected by the channels.

e Cost of transaction as opposed to the customer’s overall value to the business

(customer segmentation)

e Ability to capture knowledge through the channels and integrate this knowledge
within the overall CRM system.

The following is a list of the most commonly used channels by business’s around the world

]

e Face to face communication or personal visits at home or office for either sales or

services
e Faxes
e Mail by post
e Retail shops

e Contact center receiving phone calls.
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o Interactive voice response (IVR) that processes automated voice calls armving

through the contact centre
e Indirect channels through distributors and resellers.

e The world wide web either through web enabled contact centre or through web
portals

Figure 3-2 is a summary of the characteristics of the different types of the contact channels
used by businesses today. The knowledge element is missing from the table. Designing a CRM
system is based on the contact channels methodology which involves answering two questions.
The first question is: how easy is 1t to capture knowledge through the channels? Second how

much knowledge can be captured and documented.

Length of the interaction and how complex it is outline two characteristics that of interest in
the table below. First channels with longer interactions like home visits mail and web
interactions offers an opportunity to capture more knowledge compared to channels with

short interactions.

Nevertheless, as the channel gets more complex, the mechanism of capturing knowledge will
be more difficult. Consequently the challenge will always be how to enhance the captured
mechanism, especially through complex channels. Table 3-3 illustrates this fact.
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Figure 3-2 Contact channels characteristics compared [9]

Interaction | Length of | Complexity | Information of | Type  of
medlum - ! | content ‘ customer
Home/office Long Very high » High Customer's Any High-value
visit home/ office customer
Shop Short- Moderate Simple- Shop,in Goods Any type of
medium moderate opening hours customer with
transport and
time
Mail Long Moderate High Customer’s Any Any
home or office
Call Centre Medium- Moderate Moderate ‘Anywhere, any | Service Any with a
long time’ service phone
Interactive Short Low Simple ‘Anywhere, any | Service Any with a
voice time’ service push-button
response phone
Natural Short Low- Simple ‘Anywhere, any | Service Push-button
language IVR moderate time’ service — hostile
hands-free customers
E-mail Long High High Customer’s Any Any
home or office
The web Long High Complex Access requires | Information | ‘webphiles’
a computer customers
only
Web-enabled | Medium to | Moderate- High Access requires | Any webphiles’
call centre long high a computer customers
only
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Table 3-3 The knowledge element in the analysis of the contact media channels

Face  to | Email Mail by | Phone calls | IVR www Web Enabled | Shop
face - post (via Contact (Retail)
personal contact Centre
visits centre)
Complexity Very high | High Moderate | Moderate |Low High Moderate- Moderate
High
Length of | Long Long Long Medium - | Short |Long Medium to long | Short-
interaction Long Medium
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CRM Systems based on Knowledge Management

Knowledge management is a process that is getting more recognition within the enterprises.
CRM, on the other hand, is another new business process that is also receiving adequate
attention. However, at this stage, implementation of CRM systems has no integration with the

knowledge management model within the company.

Implementing CRM systems that are only based on transactional contacts to manage
customer’s relations outline the traditional CRM systems. True CRM systems is only available
by integrating the knowledge management process to create a knowledge enabled CRM
processes[37]. A knowledge enabled CRM system enables companies to use knowledge to

estimate key business actions such as customer’s satisfaction and customer’s profitability.

Figure 3-3 Departure from traditional to true CRM systems

KM
Systems to
Create,
Structure,
and apply
knowledge
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on transactional
exchange
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Bose and Sugumaran proposed in [37] a2 model that integrates the conventional CRM services
and functionalities with the management and application of knowledge. The model proposed
should help businesses to take more informed and more knowledgeable, customer centric

business decisions.

The Knowledge Management Model
The frame work proposed by Ranjit is based on a knowledge management model that consists
of four main processes as displayed in figure 3-4

Figure 3-4 Knowledge management models [37]

#h

As per the figure above, the model consists of four major processes presented in the following

sequence below:

1. Knowledge identfication and creation where any relevant knowledge to the CRM

process is identified and captured.

2. Knowledge classification and storage where the captured knowledge is mapped into
an internal digital representation digital format which can be stored in a knowledge

repository.

84



3. Knowledge distribution where knowledge is distributed across the whole organization
to serve in solving any customer’s problems. Knowledge is distributed using either
push or pull technology.

4. Knowledge utilization and feedback where knowledge is used and utilized from the
repository by the stakeholders to act on customer’s issues. Moreover, feed back is also
given to enrich the knowledge experience. This exchange of knowledge should also
help to identify future knowledge that also needs to be added to the repository.

Offering intranet and extranet capabilities presented in an enterprise portal format is an

essential part of the model. The portal is designed to offer the following:
e A common interface to knowledge from all knowledge sources within the company.

o Accelerate the spread and distribution of knowledge through the portal architecture
which is similar to knowledge intemet portals and search engines like yahoo.

The spread of knowledge occures through leveraging existing knowledge and enabling the

creation of new ones through a continuous process that is called the knowledge learning

loop. (Figure 3-5)
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Figure 3-5 The knowledge learning loop [37]
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Knowledge Sources

Knowledge Management capabilities
Knowledge management capabilities are the enablers for the knowledge learning loop
illustrated in the model. The capabilities consist of processes and technology features that

support such a process. Here is a brief description of each capability:
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Table 3-4 Knowledge management capabilities

Presentation

Ability to present different sources of knowledge from a
single browser-based point.

Personalization

Creation of profiles for users and groups that will be used
to provide personalized knowledge screens and contents.

Collaboration

Using communities of practice to connect people with
people that share a common practice.

Process

Use play their role within the relevant business process,
by providing access to knowledge management
applications

Publishing and

Providing users with user friendly tools that will allow
them to capture and distribute knowledge.

distribution
I Powerful search tools that will facilitate accurate relevant
ntegrated results and reduce the information overload. And to
search provide indexes to the knowledge sources.

Categorization

(assification system that will allow users to author,
publish, create and access knowledje in a more structured
manner for easy access and retriev

Integration

As the above capabilities are offered, consistency needs to
be maintained among all sources of knowledge and each
user as the user’s role is integrated.
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The main technology enablers behind the above mentioned knowledge capabilities are XML
and intelligent agents. XML and agents are powerful tools that will be elaborated more on
within the next chapter of my research.

The model is designed so that it offers captured customer’s information at the right time and
to the right group of people. Moreover the knowledge management features will offer the
necessary tools to analyze and share such knowledge. Knowledge collaboration tools should
enhance the process of taking critical customer’s related decisions, which is the main objective

of any CRM system.

Components of the KM based CRM model
The next stage within the model is a KM based CRM system that integrates the CRM services
and functionalities with knowledge management capabilities, see figure 3-6. The model

consists of the following four components:

e Data Sources: An open architecture to interact with internal as well as external
sources of information, including customer transaction. Technology development has
impacted the range of customer contact channels and created a diverse range of
customer data sources. Phone calls, faxes, emails contact centre and web portals are all
part of the data sources that feed into the model

o Knowledge acquisition component: involves the identification and acquisition of

customer and product knowledge using smart agents.

o Knowledge repositories: Where collected and automatically generated knowledge is
gathered into a central knowledge repository. Repositories are created so that all
possible knowledge about the customer is captured, which ends up in the following

four different repositories:

o  Customer trarsacion repository: Where a customer service representative should be
able to find all the necessary information to solve a customer’s problem,
including products and services purchase transactions, time and date of

transaction and discounts given.
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o  Custarrer Pryfile repository Includes complete customer’s profile, preferences, and

the value of the customer from the company point of view.

o Pdices and procedures repository: which includes standards and procedures

associated with handling customer’s related situation

o Domain knowledge repository where industry related information are kept and

stored

o Knowledge utilization component: Where knowledge search and indexing
capabilities are implemented for efficient utilization of the knowledge. Periodic content
delivery of knowledge to specific users is also  accomplished within this component.

The above model has employed one of the best methodologies in designing a CRM system.
The discussion of the components of the model detailed above is evidence of a tight
integration between all possible sources of the customer knowledge in and out of the
organization and the CRM processes. The development of agents within the components of
the model is certainly an achievement within the area of knowledge management and CRM.
More details about the agents can be found in [37]
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Figure 3-6 KM-based CRM analytic system architecture [37]
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Chapter 4

CRM SYSTEM CASE STUDY — NEW HORIZON COMMUNICATION SERVICES

Over the last three chapters, I have discussed and analysed the charactenistics of an efficient e-
CRM system, in chapter 3 in particular I presented various current design methodologies for
CRM systems. However in this chapter, I will propose my framework using a hypothetical case

study for a Tele communications business.

My design methodology

The design methodology used within the case study is a mixture of approaches presented in
chapter 3. With regard to the customer’s life cycle, the system can be used across all stages of
the cycle. The system is also embedding the following: important CRM conceptual elements
within its design:

o Contact channels: The system is designed to work in a multi media contact centre
format, where customers are able to use more than one channel to reach the business.
Channels that could be used were discussed in details in chapter one under the contact
channels sections of this study. To support the continuous process of knowledge
creation, transfer and management, customer’s contacts and inquiries are categorized
nto three types of categories. The classification was done according to the level of
complexity for the contact. The categories will be presented later on through the
chapter.

e Knowledge repositories: Knowledge repositories support the system as a knowledge
collection and collaboration point. All repositories are powered with a powerful search
capability adaptable to the nature of customer relation process. Search engines and

facilities should accept human like inquiries. Some of the knowledge repositories are:
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o Produas and seruce repository. Where detailed information about existing and
coming products and services are kept within. Such a repository presents not
only an efficient source of information about what the business is offering, but
also an educational tool for users of the system about what business they

belong to.

o Contact repository. Whether it is a customer inquiry, an initial contact, an order or
an after sales complaint it will be logged within the repository. Thus,

customer‘s contacts via all channels are recorded.

o Trarsacion repositories: Should log sales, purchase order warranty and after sale
customer’s transactions. Any other customer related transaction will also be

recorded.

o Custaner pryfile repository. This repository stores customer’s name, address and
contact details, as well as a detailed profile of the customer's existing and
future requirements. Customer’s organization structure and the roles involved

at each level of the culture are also recorded within the repository.

o  Company repasizory Contains a list of who does what within the company along
with their roles, phone numbers and emails.

o Industry repository Where employees could access government’s legislation about
the communication industry. The repository should also have links to any

industry related organization.

e Knowledge Management: The system is designed with a tight integration between
customer process and knowledge management. Knowledge is captured through any
customer contact. Customers are categorized into three levels according to their value
model as discussed later in this chapter, in addition to the categonzation within the

types of customer transactions.

In the coming section, I will talk about the tools involved in composing such an integrated

system. Then, I will be demonstrating the implementation of the case study using Livenet.
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About LiveNet and Rich picture modeling technique
The model is based on the rich picture method, which 1s a Meta model of collaboration. It is
mainly used to define collaboration processes for any type of application. Additionally, it is also

used to implement any processes as an electronic workspace[38]

The strength of the rich model comes from the fact that it can model community,
coordination and social models at the same time. The model has emphasis on people and not
only on business functions which cater for better collaboration. The technique is characterized
by the following:{ Hawryszkiewycz, 2005 # 83}

1. It offers a strong background for managing knowledge.

2. 'There is no separation between theory and implementation. The techniques provide

concept that map directly to an achievement.

3. 'The technique produces systems that are designed as an agent based which will acuvely
support users.

The case study — New Horizon Communication Services

The case study presented here is for a communication company that offers various products
and services for a different range of customers. A model based on the rich picture method is
presented for a knowledge-based electronic client relationship management system. Such a
model should offer a complete integration between the different business units. Special
emphasis in this model is placed on the contact centre section of the CRM module. The
various activities in the contact centre into a transition diagram. These models and transition

diagrams are then implemented using LiveNet Workspace based structure.

Services offered by the company

The business case company offers the following services:
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o Fixed Telephone Lines

e Mobile Telephone Links

e Data link services.

e International Calls Services

e Internet Connection Services (ISP)

Rich Picture models for the company

Figure 4-2 displays the three main actvities that build up the system in the case study. The
generic CRM activity, the contact centres activity and the WEB portals activity. For the sake of
this study, the contact centre activity will only be expanded into more detailed nch pictures as

well as a transition diagram.
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Figure 4-1 CRM Based Call Centre — Workspace Structure
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Figure (4-2) Rich Picture for a KB CRM System

Promotion Cross Sell &Up  F———>
Suggest Ideas N T oot Contacts Center

Marketing
Manager \
Corp. Users Small Private Home
Business User
Customer Categories

As the company offers its service for a wide range of customers, the following customer

categories could be defined:
Category A - Private home users. (1-2 fixed line, mobile line, Indl. calls and Internet services)

Category B - Small Business users. (Between 2 and 10 fixed line, mobile line, Intl calls and data
link)

Category C - Medium to large Business users. (More than 10 fixed line, mobile, Ind calls and
data link)
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Figure (4-3) Rich Picture for a contact centre — Levell
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Figure (44) Expanded Rich Picture for a contact centre
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Figure 4-3 and 4-4 presents two levels of a rich picture for a CRM based contact centre. The following activities are defined in figure 4-3:

e Contact Centre Management. Refers to all the centre management tasks, including agent managers, as well as centre managers; tasks
within the activity guarantee a smooth operation for the centre

e Process Customer Request. This activity will be illustrated through detailed rich pictures and transition diagrams over the coming few
pages. It must be mentioned that a great number of roles are involved in this activity, including the customer, product specialist and a

coordinator with other business units.
o Supply the service. Describe the mechanism of supplying the service to the client.

o Process Complaint: A very important activity for any CRM model. The efficiency of resolving complaints will depend on the tasks
within this activity. Indeed, this activity could turn into a new sales opportunity if it has been dealt with properly. The right knowledge

is required to enable the agent to resolve the problem.

Figure 4-4 on the other hand, is an expansion of figure 4-3. The front office activity which has been introduced is responsible for interacting
with all types of customer interactions. Additionally the customer’s verification request is added to the rich picture before the customer ‘s

request process activity takes place. The verification process will be llustrated in another rich picture diagram.
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Categorizing Customer’s Contacts
Customer’s contacts are categorized by the characteristics of the request. Customers would usually make contacts for one of the

following reasons:
e To get more information about a product or service
e To order a product or service
e To check order status
e To pay accounts
e To get instructions on how to use the product or service.
e To report problems or difficulties in using the service
e To comment on the product or service.

To make it easier to process a customer’s requests or inquiries, the following categories could be defined:
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Category 1: Simple — Inquiries directly answered by the customer service representative officer. Knowledge Data Bases could be used to

retrieve relevant and similar answers.
Category 2: Easy — Inquiries that involves collaboration with other business units.
Category 3: Difficult — More difficult inquiries that involve 3™ party supplier and other parties.

Figure 4-5 illustrates the transition diagram of the rich picture presented in the previous two figures. Categories defined earlier will be used in

this transition diagram
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Figure (4-5) Transition Diagram for a Contact Center
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In the next section, I will be reviewing and presenting the following activities into detailed rich picture as well as the transition diagram:
e Vernfy Customer Request
¢ Investigate Request Delivery

e Deliver the service

Process Complaint

o Cross Sell /Up Sell
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Figure 4-6 Rich Picture Verify Customer request
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Figure 4-7 — Transition Diagram Verify Customer Request
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Figure 4-8 Rich Picture Investigate request Delivery

3" party
PABX
Supplier
PABX
Regonmended »/ Expansion
Action Report 7
Check Cabling

Cabling - ]
Contractor Service Delivery

Repor

Deliver the
Service

106



Figure 4-9 Transition Diagram Request Delivery
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The role of the customer Service Representative
All contacts directed to the contact centre will be answered and handled by a Customer
Service Representative - CSR. Trying to define a standard interface for the CSR, the

following outline presents a CSR view when customers log on to the system:
¢ Directory of Products & Services. (Products and services detailed information)

e Knowledge Base. (Data base of all the received calls and answers — with powerful
search facility)

o Customer profile (Detailed customer record and profile)
e Calls data base (searchable date base with all calls to the centre)

e  Company Directory ( List of all people working for the company with who is doing
what feature , e-mail and voice enabled)

e Links to other suppliers and 3™ party vendors.

e Calendar with access to book other business unit services to complete the job.



This 1s what would customers from the different category view when they log to the system:

Table 4-1 Customers’ inquiry categories

"liewlated pnodu;:ts ﬁ and

services information

Support  Knowledge

Base.

Lodge a request with
our on line facility

Shop around

Related <« products and

services information
Support Knowledge Base.

Lodge a request with our on

line facility

Account status

Related products and services

information
Support Knowledge Base.

Lodge a request with our on

line facility
Account status

On Line chat with our expert

consultants
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Figure 4-10 - Rich Picture Process Complaint
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Figure (4-11) Transition Diagram — Process Complaint

Deliver the

Complaint .
fy resolution

Delivery
Confirmation
Report

111



Figure 4-12 - Rich Picture Suggest Ideas
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Chapter 5
CRM TECHNOLOGY ENABLERS

My study CRM Technology Model

This extensive study has enabled me to create my own model of the technology enablers for
the CRM process. The model presented in figure 5-1 consists of three layers. The first layer of
the model symbolizes the customer interaction points, which was discussed in details in
chapter 1. As the number of mobile phone users is increasing every day, the usage of the WAP
protocol is also increasing in the interaction process with customers. See [Kevin H'W. Shen,
2000 14] for more detailed information about the usage of WAP and SMS in CRM systems.

A new area of customer interaction will be launched in June 2005 where about 46% of mobile
users will be connected to GPRS. The GPRS will allow users of both 2G and 3G phones to
receive multimedia media messages (MMS) as well as WAP messages. [39]

Mobile business is another area that has emerged in which the company’s knowledge about
their customers is integrated with the knowledge about the customers’ locations. The
accumulated knowledge is utilized to deliver applicable as well as well-imed offers and
information that is of interest to the customers. This generates a variety of location based
services which form the knowledge building blocks about the customer location; including Cell
Identifier (Cell Id), Global Positioning Systems (GPS), Assisted Global Positioning System
(aGPS) and Broadband Satellite Network [40]

The next layer represents the collaboration tools infrastructure that needs to be available
within the system to make the existence of such powerful customer interaction points
accessible. 'This layer actually automates the customer related business process as well as
integrates the different business processes in an organization towards servicing the customer.
With this in mind, it has the middleware tools that link any old legacy systems to the customer
front-end system.
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The third layer corresponds to the existing systems inside the organization. It also corresponds
to the data warehouses that hold customer knowledge.

Figure 5-1 outlines the various technology techniques used in a e-CRM system.

GPRS Contact Centre
:VD‘;‘;’ WEB Portals e CII

e JVR

e ACD

e Middleware
o  Workflow
e E-Mail Infrastructure

e Mainframe Legacy Applications
e Data Warehouse

In the coming sections, I will be discussing in some details some of the technology enablers

mentioned in the model.

Data Ware House & Data mining techniques

Data Ware house is a special type of a data base system. Typically, such systems pull their data
from all available production systems within an organization. Data ware houses are organized
in a way that allows answering complex queries. Gardner defines data ware house in [41]as “ a
process, not a product, for assembling and managing data from various sources for the

purpose of gaining a single; detailed view of part or all of a business”.

Data Ware houses are always related in a way or another to the size and nature of the business.
Designers of such systems need to consider that businesses are always changing and, therefore,

they have to come up with a dynamic and scalable solution.
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As a matter of fact factors such as the nature of inquiries, number of users, and the size of the
data contribute to the type of the designed solution. In my proposed system data warehouses,
I present the storage in which all types of customer knowledge are captured, organized, and
stored. I believe data ware houses are considered a necessity for any type of knowledge based

systems.

Data types and information

Businesses need to take any opportunity to capture any customer data. Such detailed data will
help in answering business inquires. In addition, it should help in justfying such found
answers. The process of capturing data at all levels of customer interaction is vital to CRM and
data ware houses. It is worth mentioning here that captured data will not be of value for the

business until it is converted into valuable information. Such information is defined by each

individual business.
Inmon defined in [41] the different types of data that wall build typical data warehouses:

Integrated Data: Tt is important for an effective design of a warehouse to decide on who wants
access to what data. Businesses are usually consist of various departments. In some situations
users from within a specific department requires, access to that specific department data. By
contrast, in other situations, cross departmental access is required. Managers and team leaders
usually require such an access. As data is extracted from different resources, alteration of data
may occur from time to time as part of the data extract and preparation cycles. Thus
refinement and clean-ups of such data before it is integrated is crucial while would help n

establishing a data common structure as well.
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Figure 5-2 The data preparation cycle and process, source [42]
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Detailed and summarized data:  Detailed data is useful and sometimes could hide smaller tiny
information that would help the business in reaching critical business decisions. On the other
hand, summarized data would ensure that work performed by others is not repeated.
Manipulating unprocessed data into a common and easy to process format is called
summarizing data process. Figure 5-3 illustrates how detailed data for a sales promotion can

show sales lead in particular days rather than the misleading summarized version [43]

Figure 5-3 Detailed versus summanzed data, [43]

Histoniadl Data: Old historical data is also important for business analysis, whether it is data
coming from a legacy system or any other format and should be included in the data
warehouse. Such data would be of help to analyse trends changes and movement within the
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business environment, besides, it helps in predicting future leads. One good example of
historical data is historical customer data, which is defined as previous customer details and

transactions that can’t be ignored in designing any customer related process.

Metadata: Metadata is well known as data about data, which is a representation of the objects
defined in the warehouse data base. It typically includes tables, definitions, queries, reports and
any business rules. Metadata acts as a library catalogue that helps users to locate the exact data
that they would like to retrieve from the warehouse.[43].

Metadata, in the case of Web portals is the information stored about an item so that an agent
can search and use. The agent could be a human being, a machine or even a software module
[15]. On the other hand items are information items, for example, a product promotion
document, or may be a technical manual document. Metadata for such a document could be
that author’s name, creation and modification dates, may be the templates or/and a brief

description of the document itself.

The concept of metadata applies very well to all knowledge based systems and to my case
study. For example, the metadata about the customer categories proposed in the system could
have the form of a category template in which different fields within the templates will reflect
the nature of the customer. The template might contain fields of information about the nature
of services the customer is using (1. e. fixed or mobile line), the geographical area of the address

of the customer, or may be the nature of business the customer is currently involved in.

Data Warehouse design methodology

Designing an efficient data ware house solution that could lead to a successful CRM strategy
requires a structured methodology along a clearly defined structure. Ideally the framework
needs to be customer centered. The following methodology was proposed by Gardner in
[43Figure 5-4

Planming
Enterprises at this stage are required to clearly define the objectives of building a data
warehouse. Business challenges should be confronted with a well prepared process to tackle

such challenges. This step should be of much help in shaping up what type of data warehouse
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is required and what structure to use. Consequently a well planned solution might involve a
redesign or enhancement of the existing business process.

Design and Implementation:

This stage is about the readiness of the planned solution and technology. Is the planned data
ready for such a setup?, how integrated is it? Will the proposed technology fit within the
existing business IT infrastructure?> How will the proposed design impact the different
departments within the business? Is there an adjustment that needs to be made for the planned
design? Giving the correct time and effort for such a stage should guarantee an efficient
implementation of the solution, and accordingly, would ensure the proper use of data towards

cntical business decisions.

Figure 5-4 The Data Warehouse Methodology proposed by Gardner

Support and enbancerent:
The support and enhancement stage forms a kind of a post implementation stage where follow

up and maintenance is carried on the currently operating solution. This stage should ensure the
continuous availability of the solution. In addition, it would cater for any required changes,
updates or even expansion of data, and finally users or applications.
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Data Warehouse Architecture and Framework

Implementing the above methodology is vital and should lead to a well designed framework
that would organize the operation of data warehouse. The framework is a blue print of the
solution. It is a graphical presentation of the various objects and components and how they

relate to each other.

Ideally the data warehouse consists of the following three components as illustrated in figure
5-5, [44]:

1. 'The data bases which contains the data of the warehouse

2. Middle ware which is a special software that extracts data from other systems, whether
it is legacy systems or external applications. I will be having a special section later in the
chapter.

3. (ient software which allows access and interaction between users and applications.
Web browsers such as internet explorer and Netscape are the most popular clients

nowadays.

Figure 5-5 Basic Ware house Architecture and Component Source[44]
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More detailed warehouse frameworks are shown in both Figures 5-6 and 5-7 designed by IBM
and Gardner

Figure 5-6 A Date Warehouse Structure by IBM [42]

Figure 5-7 Data Warehouse structure by Gardner [43]
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Call and contact centre technology enablers

In the first chapter of my research, I explored the importance of the call centres to any CRM
system. I also explained how technology enablers introduce new customer interaction points
and come up with contact centres instead. Figures 5-8 and 5-9 illustrate the different
functionalities involved in today’s customer interactions and the different media format that is
enabled by state of art technologies.

Figure 5-8 Examples of the customer interaction functionality [45]
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It can be noted from the above figures how the same agent can handle different contacts using
different media according to the incoming request. The agent most probably will be able to
pull data from the date warehouse in order to answer the customer request. Additionally self
service interactions also use multiple channels (voice and data) and are also capable of pulling

the custom tailored information in response to what the customer wants.
The role of IP Telephory within the contact centre

IP telephony or what is called as voice over IP is a breakthrough technology within the world
of contact centres. IP telephony promises to deliver voice superionty similar to what a

conventional telephone system will offer.

The technology is inhibited with some obstacles, for example, latency cannot be controlled
across the internet and the availability of pc’s ready for voice messages is limited. Hoever such

problems are being resolved.

Voice over IP VoIP is cntical to the development of the new contact centres due to the

following reasons [11]:

e The fact is such a technology will make it possible for voice and data to share a
common channel or media to go through. Such a fact can be applied in offering a
customer currently surfing the internet to press a button and have voice interaction

with an agent, and to distribute incoming calls among agents

o Technically VoIP will make more efficient usage of the telecommunication

infrastructure than the traditional phone systems.

Important applications can be offered using the VoIP technology which should enhance the
overall communication system. The following categories of applications are a clear indication

of how the reform has happened in the industry [11};

o Offering clients’ voice access across the intemnet using computers bundled with
multimedia capabilities. From the comfort of their house and while surfing the
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internet, with the click of the button they will be voice linked to agents on the contact

centre.

¢ Enhancing the call distribution mechanism to the various agents of the centre. Since
the voice and data are sharing a common channel, switching and distributing calls
becomes not only automated but with much less cost. The facility would also support
remote agents which would eliminate any geographical boundaries.

e VoIP will significantly change the way telephone operator work and charge. On one
hand, there will be clear indicators for reduction in cost for both local and long
distance calls. On the other hand, establishing international call centres will be feasible
where the contact centre will move to the country that offers the most reliable

infrastructure with attractive prices. Geographical boundaries no longer exist.
Interactiwe V oue Response

Interactive Voice Response IVR works as a layer in between the caller and the computer
system. It Is the first layer the customer will deal with and it captures some important data that
can be used in the system to retrieve the full customer information. IVR is the first and main

component of what is referred to as Computer Telephony Integration CTI discussed next[11]

Computer Telephony Integration (CT])

As the name implies, CTI provides an association between telephony system and the computer
system to enhance the overall handling of calls within a call centre environment. It is a fast
growing industry and a lot of stakeholders are competing for setting standards for this
technology. Standards are important in this area as integration is also required between
different telephony systems within the same organization. The two main standards are the
(TSAPI) Novell AT&T’s Telephony Services API which is a server based standard, and
(TAPI) the Microsoft Intel’s Telephony API which is a desktop base standard[46].

When the association is happening at the level of the agent desktop it is referred to as “first-
party CIT”. And when the association is performed on the server level it is labeled as “third-

party CIT”,
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Figure 5-10 [11] display the two models
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Web Portals

Web portals were discussed in chapter one of this research as an efficient customer interaction
channel. The demand on this channel is increasing specifically for CRM applications. Portals
strength comes from the fact that they are able to capture and share knowledge across the

internet, which can link not only customers to the business but also the different businesses.

There are powerful development tools that are behind the fact of designing a solution to fit
your enterprise. If you want to grow further you just need to expand your existing solution,
and your onginal design is still valid. The following is a list of the tools that makes such a
jigsaw design concept possible. [15]

Web Corttert Managerrent:

Information displayed or delivered across a portal must be properly created and managed to
perform the role required out of such delivery. In CRM systems and with customers we want
to make sure that the right knowledge is delivered. Content management is not only about
selecting the nght contents but also about maintaining the latest and updated content.

Moreover, it is about selecting a delivery channel suitable for the customer.

Ovum defines content management in [15] as “a set of tasks and processes for managing
content explicitly targeted for publicaion on the Web through its life, from creation to
archive”. This definition indicates a sequence of manual tasks that are performed by people
and could be supported by software tools.

Application Serwrs:

Application servers contain the infrastructure to run the portals. Defined by Ovum in [15] as
“Provides runtime infrastructure and development services necessary to deploy application or
components in a mult-tiered architecture supporting web and other client interfaces” .The
model displayed below provides support for each level of functionality of the running portal
including both the development tools , client connectivity and the run time management.
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Figure 5-11 Ovum model of application servers [15]
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EAI is a set of tools that offers the capabiliies of middle ware, workflow and data
information. Ovum defined EAI in[15] as “combines the technologies and processes that
enable customrbuilt and/or packaged business applications to exchange business-level
information in formats and contexts that each understands”. The components of the EAI

model as per figure 5-12 include the following tools:
e Connectivity tools to link between the different applications.

e Transformation tools that will accept data and information from a certain source to

another.

e Process Management Services that coordinate and manage the transformation

between different applications.

e Resource-interface Services which provide an interface to any external source

(applications, databases, files. . .etc)

e Development Services: Basic tools suitable for the development of EAI solutions.
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¢ Runtime management Services which link the different modules are available within
the EAI model

Figure 5-12 Ovum Enterprise Application Integration model [15]
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Extensible Mark (XML)

XML was developed by a working group of the World Wide Web Consortium (W3C) formed
in 1996. It is a simple very flexible text format developed from XGML to meet the challenges
of a large scale electronic publishing. XML is increasingly playing a main role in the exchange
of data across the Web [47]. While Electronic Data Exchange (EDI) is an important enabler
for data exchange, XML proves to extend the power of EDI in several methods. Businesses
are modifying their EDI documents and applications into an XML format[48]

While HIML tags define how a web browser should read the document for display onscreen,
XML tags describe what data to be displayed on the screen and how such data is structured
hierarchically.

The W3C advises that XML 1s a meta language with basic standards to create new languages
with more enhanced standards. Accordingly, extended languages and standards have been
developed and created to meet specific requirements, such as SOAP for information exchange,
MathMl for mathematical notations specifications, SMIL for multimedia authorng,
XSL/XSLT for data formatting, XQuery for document querying and XML Schema for
document databases and Web portals[47]. An interesting extension for XML standards can be
found in [49]
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A large amount of critical enterprise data is currently stored in XML data format which is
ready for exchange through the Web. As a result, XML data is becoming an integral part of
today’s enterprise data warehouse. The challenges of integrating XML data within the data
warehouse design comes from the fact that XML data is semi structured (lacks a clear schema)
and the different approaches for representing relationship in XML. How multidimensional
design for data warehouse can start from an XML source can be found in [50]. The solution

presented for such a problem comes from a redesign of data warehouse structure.

Integrating an organization different data warehouses into a common data warehouse requires
a standardized format for describing multidimensional data., details of XCube which is a
modular solution that consists of group of XML based document templates to exchange data

warehouse data that can be found in [51]

Component-based CRM Development & Middleware

Components are program sections that can be separately developed and distributed. Such
components can be developed or can just be collected from existing services such as legacy
systems. Components protect developers from implementation details and get developers to

pay attention to interface standards instead [48]

The goal of developing CRM components is to allow various tools and off-the-shelf CRM
components to be easily gathered into a complete dynamic CRM system which can be easily

customized for any new implementation.

Component-based development needs to follow a structured software design approach, where
the method of decomposing a problem into its element parts unul the parts is small and easy
to implement[52]. Component based development requires the integration and interaction of
scattered applications and components. The integration and the interaction of the different

components are powered by components middleware.

Knowledge based CRM processes have accelerated the importance and growth of middleware.
Such dedicated processes require the flow of knowledge through the Internet and across
multiple systems and components. Retrieving all possible data and knowledge about customers

from all systems can’t be possible without the use of tools like middleware.
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Middleware are important enablers that simplify the development of complete efficient

systems by allowing components interactions. Components interaction can occur horizontally

between applications, directories and databases or vertically in between applications and the

lower level services available in the distnbuted network.

“Component middleware is an infrastructure that supports the creation, deployment and

interaction between components” [48]. In reference to the case study presented in chapter 4,

figure 5-13 illustrates the idea of components that link communication companies to the third

party contractor for the sake of out sourcing some cabling work to an outside contractor. Each

component is mapped to a particular business process within a company.

Figure 5-13 Component Based Development and Interaction
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Component Middleware Framework
Three different approaches in relation to component frame work have been developed by

companies as standards towards linking and integrating components applications [48]

CORBA

Common Object Request Broker Architecture - CORBA has been promoted by the OMG
(Object Management Group) to provide a trader web services that will enable firmly joined
and long period business relationship between components. It does this by assigning a set of

properties defined as (name, value) pairs to each component[48]

The GORBA standards have been developed to be independent of programming languages,
and operating systems. Any programming language such as JAVA or C++ can be used to

develop components.

DCOM

Distnbuted Component Object Model (DCOM) is a standard developed by Microsoft and it is
an extension from Microsoft previous standard Component Object Module (COM). While
DQOM implementation is based on the Windows platform, some experiments are taking place
to bring other platforms. Security in DCOM is built on the Windows NT security model,
which leaves a gap in developing secure applications for platforms other than MS-
Windows.[48]

EJB

Enterprise Java Beans (EJB) provides a component model for the Java programming language.
Business process can be written in Java and then encapsulated as components (Java Beans).
Each bean has an interface that performs the business logic of the bean. The container is the
core of the EJB and where the Java beans run in secure platform .Direct interoperability with

non-Java platforms is not possible with the current implementation of the EJB.[48]
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Chapter 6

EXISTING CHALLENGES AND FUTURE STUDIES IN CRM SYSTEM

This chapter will conclude my study in the area of CRM systems. I will discuss major
challenges in the area of CRM and highlight other areas that require further study and research.
Most of the existing challenges in the field of CRM require further research as the existing

solutions and models don’t represent the optimum model for the challenge.

Measuring CRM Performance

The most challenging questions within businesses and enterprses today are about the validity
of investing in the world of electronic business and CRM. Senior management are keen to find
out a reliable model that suits their business and will allow them to measure the performance

of their investments in the field.

The model defined by Julta in [17]which was discussed extensively in chapter 3 of this study,
contains a realistic scale to measure the performance of applying CRM within the enterprise.
The scales that are part of the dynamic measures for the model involve both the components

of the eCRM model (Engage, order, fulfill and support) as well as the enablers of the model
(knowledge, trust and technology).

The reliability of this type of scale comes from the fact that it does rate and weight how cnitical
each component to the enterprise. The component is given a high rate if 1t is relevant to the
business and at the same time, all the enablers are properly implemented and integrated within
the applied system. Chapter 3 of this study illustrates a more detailed metric for each

component of the model.

The rate defined should give the enterprise the flexibility of applying a CRM model that suits
the business by selecting the desired component then applying and integrating the enablers to
support the desired components. The scales illustrated in figure 6-1 and 6-2 rate both the
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component and the enablers. Businesses have the choice of not only selecting the components

but also of the level of enabling such a component.

Figure 6-1 Rating scale for component [17]

Rating Description

0 This is not a part of this system.

1 This has rudimentary features of the
component available but does not have the
‘common’ features.

2 All available enablers are present but are
separate in how they are administered.
3 All enablers are present and interoperate

with each other. This is the benchmark to
aim for when evaluating systems.

4 Flexibility for additional enablers and
interoperability are available (future
growth. This is the target for companies
that are pushing the envelope!

Figure 6-2 Weighting scale for components [17]

i

Welghting Description
0 Not required.
1 Could be in the system.
2 Should be in the system
3 Necessary
4 Necessary and Essential

The overall score is a multiplication of both the weight and rate values. Such score should be a
clear indication of the performance and the readiness of the CRM systems implemented within

the company.

For example, a company might decide that the engage and order components are very critical

for the business, while on the other hand, the fulfill components are of no value, besides the
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support of lower value compared to the engage and order. Accordingly such business would
work on a CRM system with a high overall score for the engage and order components,

medium score for the support and 0 score for the fulfill components.

Figure 6-3 illustrates a plot of an example with a score for each component of the CRM
model. The four components are equally weighted at a value of 4. On the other hand the
engage component is assigned a rating of 1, the order component is assigned 2, the fulfill

component a value of 3 and finally the support component a value of 1.

Figure 6-3 an example of a plot of a CRM system [17]

Engage
3

~ Qverall
“* Benchmark

Order

Fulfill

Knowledge is the main element of this study and at the same time it is one of the enablers of
the above discussed model. Therefore, measuring the performance of the knowledge element

is also included within the proposed scales.

Another model for planning the cost and performance measure of web service investment is
presented in [53]. Although the model design and elements are primanly about investung n
web services, it includes similar measures to CRM models and in particular the knowledge

based ones.

In the following few lines I will summarize the tools used in Kia model and explain how I view

knowledge as enablers in such tools. Three levels of web services assessments are used within
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the model. The first level is the modest level and represents a minimum investment in web

services. The second level is the Moderate level and the major investment is presented in the

third level which is the elaborate level. The following tools are used in the model:

1. System features and functionality work sheet. This categorizes the business goals
that require web services, and then clarifies the delivery mechanism for each service?
This tool which is presented in table 6-1 is very similar to the four components in the
Julta’s CRM model, where each component addresses a certain business process. As
illustrated in the table, each row presents a part of the business process. And at the
same time each row presents some elements of knowledge about customers,

companies and the services required.

2. Performance worksheet that defines the goals and objectives of the service proposed
in the first tool and identifies some performance measures that could be used to

evaluate whether the web service has achieved the desired goals or not.

3. Cost work sheet is as the name implies, it helps in calculating and estimating the

syster’s cost. It also helps in categonzing cost areas.
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Table 6-1 Worksheet for System Features and Functionality [53]

Who are your customers?

What information-based services will you provide?

How will customers get access to these services?

What will customers be able to do?

What system features will be included?

What information sources (internal & external must

be coordinated?)

What security and confidentiality measures must be

implemented?

What activities will be outsourced?

E-Business drivers, operational excellence measures and the financial indicators

A study done by the Centre for Research in Electronic Commerce established a strong link
between E-Business dnvers, operational excellence and the financial indicators. Figure 6-4
illustrates the links as per my understanding for the study found in [54]. Financial performance
is measured by using a variety of variables that would give a clear indicators of the profitability

of the business.
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Figure 6-4 Links between investing in e-business drivers, operational excellence and financial

indicators

Operational
Excellence
Measures

E-Business
Drivers

Financial
Indicators

Four financial variables were used within the survey[55]. The ratios of revenues to the number
of employees, gross margin, return on assets (ROA) indicate how profitable the business 1s?

And finally the return on investment (ROI) measures the income generated for a specific fiscal

year.

The study highlights the following e-business drivers:

e Systems integration refers to tight integration between Web applications and the
internal back-office systems in the organization. The survey confirms that the more the
integration allows customers and suppliers to perform online transactions that are

directly posted to internal systems, the more increase in financial revenues.[55]

e Customer onentation of I'T. Two types of orientations are necessary here; the first one
is the informational orentation which is another name for knowledge management
and sharing, the survey has proved that providing customers with knowledge about
products, customer support and service will lead to an increase in revenues. Providing
personalized knowledge is certainly the perfect required knowledge, an issue that I will
be exploring further within this chapter. The second type of customer orentation is
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the transactional orientation which refers to facilitating online transaction. The study
suggests that allowing the customer to submit, modify, pay through a secure

connection will lead to an increase in revenues.[55]

Supplier orentation of IT is another area for knowledge management and sharing but
with the supplier and vendor side. This dniver is about updating and marinating a
quality level of knowledge and information with vendors that should keep them
updated with products information, stock level, and delivery schedule. This should
maintain long term knowledge based on relationship which will lead to revenues and

profits increase.[55]

Internal onentation of IT is also about utilizing technology and applications to
enhance the level of knowledge management and sharing within the internal
departments of the company. Empowenng companies internal processes with
applications via the intranet will give clear indicators of revenue and profit generation.
However, the study suggests that the number of businesses that are utlizing
technology to this level is still relatively small[55]

Customer-related processes or customer-centred processes will certainly help
customers to contact the company through a single point of contact regardless of the
subject of the contact. Tight integration between the company’s intemal departments
is required for this type of processes. An obvious increase in revenue can be noticed as

per the survey[55]

Supplier-related processes or supplier centered processes will lead to a smooth
business to business exchange of knowledge and transactions. However, as per the
survey such processes are not yet popular among companies. About 72 percent of
businesses have no conventional processes that will manage knowledge sharing with
suppliers.[55]
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e E-Business Customers’ readiness refers to how comfortable customers are with the
security and privacy of online transaction. About 69 percent of the companies believe
that their customers are happy and comfortable and, therefore, a marked increase in
profit has been noticed[55]

e Supplier e-Business readiness, on the other hand, is not as high as the customer e-
Business readiness. Only 49 percent of the vendors are relaxed with the security and

privacy of business to business transactions over the internet[55]

The above drivers directly apply to the Telecom CRM model presented earlier in this paper.
To start with, the systems integration refers to a common knowledge repository which allows
easy storage and fast retrieval of customer’s knowledge. Accordingly, the sales support and any
other customer’s oriented processes within the Telecom providers are integrated. Information

and knowledge generated from systems are managed and presented in a way that all systems
are utllizing and enhancing this knowledge.

Customer and supplier orientation refers to the process of finding, sharing and managing the
right knowledge about customers and suppliers. The processes presented in my model were all
customer centric processes. Customer knowledge capturing is happening across all channels

and systems and they are all integrated into one.

The telecom company model presented could also cover business to business related process.
In this particular case, businesses will become the customers themselves. In addition, supplier
related processes will apply the knowledge capturing elements which will assure the flow of
knowledge among the systems for the efficiency of the concemed systems.

This 1s to confirm that implementing e-business and CRM requires a suitable I'T preparation
for both the customer as well as the supplier, in addition to a well designed knowledge based
customer and supplier processes. Not to ignore that both the customer and the supplier

readiness for such a process, as an indispensable fact.
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Table 6-2 lists a summary of how e-business drivers affect each of the four financial variables.

e-Business Driver Revenue/ Gross ROA ROI
Employee Margin

System integration X

Customer orientation of IT x x X x

Supplier orientation of IT x X X X

(Relationship)

Internal orientation of IT X

Customer-related processes x x x X

Supplier-related processes X x

Customer e-business readiness x x x x

Supplier e-business readiness x x

Operational measures were another element of the survey. Operations within the business are
another indicator of how successful the business is? Eight operations measures were defined in
the survey conducted by the Center for Research in Electronic Commerce (CREQ) at the
McCombs School of Business, the University Of Texas at Austin

1. How much online generated revenues online compared to the total revenue generated

all over the company?

2. Rato of online MRO supply procurement to the total MRO procurement. MRO

refers to maintenance, repair and operations.

3. Ratio of online production-goods procurement, similar to the previous item but for

direct procurement goods.

4. Order delivery cycle time or the time between receiving an order from the customer
and delivering the product to the customer. Obviously, reducing the order fulfillment
time should enhance financial perfformance, which requires avoiding all possible type

of errors.

5. Number of incorrect orders delivered each month.
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6. Percentage of customer support incidents that has been resolved online compared to

the total number of incidents resolved by the company.

7. Ratio of the number of new customers acquired online compared to the total number

of customers acquired.

8. Number of existing customers performing business online compared to others who

are not performing business online.

The above operational measures were also mainly related to knowledge. Each element presents
a piece of essential knowledge required within the process. A good example that applies the
above measures to the telecom model is the customers’ categones. The proposed customers’
categories were based on knowledge captured about customers through various channels. This
knowledge presents the actual measured knowledge about customers, which accordingly, can

be grouped into different categories.

The survey presented that supplier related processes are still lacking behind in the area of
knowledge, integration and readiness. Businesses need to exploit their usage of technology in
order to not only capture knowledge but to manage it and share it customers’ and suppliers
(Business-to business) and to improve internal and external processes. Chapter three of my
study suggests CRM models for enhancing customers’ and suppliers’ related processes, for
example, the CRM model which is based on the customers’ life cycle. CRM is based on the
contact channel, and on the CRM knowledge management process. I suggest that the
knowledge management CRM process is the most suitable for both the customers’ and the

suppliers’ based processes.

Technology & Trust

Along the rapid development of such CRM systems, trusting technology is an issue that is stll
needs to be explored further in order to fully enable the capabilities of such systems. On one
hand, e-business marked a revolution in collecting instant and extensive knowledge about
customers, their transactions and their behavior. On the other hand, security risks involved

with e-commerce discouraged customers from participating efficiently and frequently in online
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transactions. Studies in [56] reveal that there is still a lack of customers trust in the electronic

systems.

In another research done by the U.S Department of Commerce, Federal Reserve, the OCED
and a survey about German companies listed in [57] both studies confirmed that the key
obstacles to the success of electronic commerce are related to trust, security and regulations

that control trust and security.

Capturing knowledge and exchanging customers’ related information through web sites are all
dependent on trust. Consumers are no longer motivated by financial rewards to exchange their
personal information through web sites and electronic systems. About 63% of customers
refuse to offer personal information to web sites collecting such information because the