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CHAPTER 5

art | set the stage for our CRM efforts. We discussed how changes in the marketplace

nave made building Sustomer loyalty and Customer Relafionship Management imperatives. We
deveioped 2 common understanding of what we mean by CRM and what it entails both on and
off the web, We also discussed the following:

¢ The marketplace has changed for all companies. The Internéi has dramatically raised

cusioiner sxpecigtions, but it hasn't chenged the basic business yule that in order to be
suocessful you have to run a profitable business. Competitive pressure on product and
servide uniguensss mun_ cost has mmade commodities of Bma‘ products; S0 it is even
morg difficult to be profitatle,

* Cistommer loyaly @&?Ei tp buy from us over compeiilon) is a key.¢ifferentiator for
companied, no matier which velue discipling (product supesiority, customér nlitacy;
-or aperational excellence) they focus on. Beeguse of the ease with which customiers-eay
dow gt information and compars products, the level of acceptabl perfovmance inthe
othier disciplines has been raised for everyone.

s ORI on and off the Internet is the &mn_v_so aimed at building custmer loyaity, 1t
combines information, process, technology and people to build sirong relationshizs
with customers.

= CRM is ot just buying a piece of software to automate some of YOUr cUiTent processes

sud hew plugging it in. If it were that easy, more companies would have had CRM
success alrsady.

ow we will prepare for a successfu! outcome of our CRM program. CRM is no silver

i b o S A

CRM program success is achieved by completing small, focused projects thatadd up'toa
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big victory over the long run. We have been and will contine to use the terms CRM program
and CRiM project throughout the book, They are not E@?xﬁmgww«. Let's start by clarifyisg
CRM progiam,

DEFINITIONS

A LM program s the sum of all the work your company doas to improve iha cus-
iomer experience ahd increase Ioyally, Your program can be as Jong of shoil as
pproprate 1o your busl ingss needs,

A CRM program is made up of all the individual CRM projects. Each project will folfow
the szme basic method, We define and use a standard method because that is Em only way we
can successfully tackle a program as large as CRM.,

We will répéut the method 5 sleps 48 fong as projects remain to b8 completed and they malke
senise for the oiganization. We'll deliver qiick wins along the way to achievé visible success
before the sctoriously short corporste attention span wanders. Let’s review the methedology
steps. and who is Tesponsible for what. Both a formal method and formal responsibilites
required for bullding a CRM program that is successful. -

5.1 Understanding the Formalily of CEM

Eﬁmcmcmmm?m are alen to ihany Sales reps and masrketers iﬁ depend on ereativity and M”Em.,..
mam. Thiey often achizve success ngmmw their own ﬁ%ﬁmwem ‘intuidon, and experience, Tech-
me“o.mw experts are squally <reative people. They just wse different instinots, tools, aid
expericnce I their drive to Bulld the most original and elegait solution to a prébler. Tt is very
wﬁwowwﬁ. to recognize thit while the business funictions and Information Technology fmust work
together to bulld 4 successful CRM progiam, they have such different buckgrounds Dt they
havé 4 hard time even understanding each other. Methadcl cgies uad defined rolés are the bridge
Betweeis various pergpectived.

541 Biethodology

. Because CRM covers so much terdiory, we must tackle It.a stepat a time. A method thal
starts with an. overall sirategy and uses past resilis to deliver integrated capabilities on subse-
quent projects ensures that we continiue to move toward our end objective. The anly way o
ensure suceessiul integration of all thése projects is to follow a well-defined method. Methodol-
ogies-ilso allow us to learn fromy previcus experience and to got better and faster al whal we do.
This is anoiher very important consideration in delivering CRM programs: Figuie 5-1 shows the
entire methodology that is necessary to cnsure delivery of a CRM program that schisves yout
business goals.

et
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Flgure 81 The GHM program ife sycle

. ,;m,mm m?wwvmnm?::gnwg:mm Qcmmi_n:moﬁsuz%mzwu :rmmm
seclity them, fem. Just like ai other disciplines, planaing is everyting 1n e first plase
beging by oreating a vision and a strategy so that you know what you want o mnwgﬁr
vegs alse Belps you undersiand your business, youg pricities, and your comipetitive pasition so
you.can pick the best place t begin. The second phase s to creaie [he supporting infrasiructuze,
memmbering that CRM s more, than fust technsiogy. Aller you have-dane the necessary work
E&r.mmw, i 1s time (o take the new capability or'new campaigis to your customers. In Phase 3,
¥Ou will ummmmmw die speeific customers 10 include in the new capability: in wrmmm 4, you will
deliver the bénefi o these turgeted cisioniers.
The life cycle is shown a5z gircle Umaﬁmrummw because this method is not lnsar, The steps
we repeated uniil you hiave achieved the level of CRM implementation that is agpropriate to
ammm your company’s needs, At the end of the first project, you will evaluate your resuls and
aﬁ&mm your siralegy based on those resulls, and then begin plaiiing for the next Emrmz prior-

.& ﬁﬁmaw

By the way, if you already have a methodology that works, is well understood, and is
widely used within your compan, ¥, use it. Just check to wm sure that it covers all the elemienis in
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Figure'5-1, If not, add them to your existing process. The most importast point is that you use 2
defined methodology.

5.1.2 Define Regponsibilit

Although methodology may be & moﬁmm concept 1o many am those most clossly involved
we must use standard, repeatable methods ia order fo aclileve success. Another huge benelit
from Following a progéss.is that iu helps U key parficipants cmmmaxﬁ& what nesds o be done ¢ done

and WEG Is responsible for what. For all the parts of the orgarization (o be aligned and working
together {hroughoui the Ufe of the prograi, we must mmﬁmmcw & forrial structire and set of rules
ﬁmﬁ@m.ﬁmﬁﬁma understand their responsibilities in the overall CRM program.

KEY IDEA

The business funclion J amn%m_wmm for definihg the qam&m@iﬂwngﬁﬁﬁ ang

the 3, %vmnmﬂ%w [y Emwwmm fle Toy ¢ wvma_éxn i fechnical & solytion.

It just docan’t work the othier way arousd. It s useless for Information ,?%momaww 0wy i
define the business objective; théy haven't been doing that job. It is-equally sidiculous for busi-
ness to Come o the IT depariment wﬁm.wmwwﬁ solution, ag if to say, “We need 8 sales rep auto-
mation fobl” Afier the business function has identified 1tz nieeds, let the IT professionals identify
alternatives and presert you with aliednatives { fincloding pros and cons) o cousider. Figure 5-2
shiows the different pligses of the CRM program life eyels and who is primarily responsible for
each. , - :

We aré going to spend most of our timé ol the two interna! phases of the methodology
Lecause thost companies rushing to grab hold of the CRM golden ring so olten ignore strategy
and infrastrocture developsent, Many comparies just jusp fight info a project such as building
“péisonalized” web sites or running a “cue-to-one” campaign without kaowing what they hope
1o achisve or wmﬁmm the infrastractors 1o accarataly Mﬁwﬂ Cuslomers, measire resulis, or reflse

&ﬁ tepeat the effort,

By focusing on the internal plasning and Implementation, we prepare the foundaiion on
which effective CRM capabilities ive delivered to nuwwmm@ma.\ . -

Treviloplag Youd CRES Birstegy .

Information
Technology

- Build Inside Um?\mw 0?%&&

aveltp Bralegy Build infrastrgchure Hanow Your Customars | Deliver Custemer Glier
\ AN -y
Y ‘ Y

Crice . For Each Profect

Figure 542 Program e cycls responsiiition

52 m&'ﬁ.@m@wmmm Your CRid Strategy

The first minjor ste in buildihg a successful CRM program i ts Phase 1:

Bussg ﬂi@mﬂmw% A STRATEGY

There'is no clearsr mﬁq indicator of failure tian stasting {or maybe worse—{lrils w,mm_u a
ﬂmﬂ wémﬁ ﬁﬁﬁm Knowing wheie you are heading, THis Is the number otie reason Emn CRM
projects do not succeed. The m?wm%m approach usually results from the © n&nw-w £ or “silver
sulle” meniality that is so commion, Remeniber, it doesn't work that way—not for wuu&c&.i..:o
Anatier what-aiyone promises you,

A strategic plan allows you to take the small steps that are mote likely to be successful,

while ensurlag that each one takes you in the directicn of your ultimaie goal. Like sailing, we

iy have to tack in onedirection or anoiher, not always dirccily toward port. But af jeast we
Rhiow ,._? re oommmﬁmm 1o sail in the right direction and not'steering a course that is taking us
tway from where we want to-be. This plan is like a civil enginser's design for a railroad. Unless
we have a plan, we're going to end up like the two characters in Figure 5-3, and our customer

Wiil.be just as sorTy as the first engineer who ties to drive a train down this track!
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P

Jsts v g8l started quickly but with a comimenly understood goal in swind. The benefits far-out-
weligh the time lavested,

i

KEY IDEA

Even-for the. _wama sumpanies, the strategie plannlig methudology shiould never
takd Tore (nan a lew monthe, Win good oo, a good methodology, good participe-

jich, and good support,  should igké no more fhan si s eight ﬁm%\

The sirategy msm &mmﬁmm phase of the CRM life cycle encompasses surveys of key'i 56_...
nal and external stekeholders. It produces a set of documents much like architectural blueprints, .

e atiea

544 Process Staps
& always, we must start with an understanding of the company’s current busindss situa-
von, Mo CEM cffort can ever be successful If it is not alizned wilh your COpaRy 'S 1Op strdtegles.
Mmg m.mmmmam, Also, be sire to look outside the crganization. Undearstznding cusiomer expecta- .
sions and your relative, position against your compélifors is critical. Why would you tackle an
area in which you're already as goud as or beiler than your compstition, and your custoiners

don't card very inuch anyway7T Table 5-1 shows the main steps for the sirategio plandng phase.

Flgure 5-8 Here's whal happerns Ew‘aem & stedtegy.

This is exacily the result if different paris of your organization begin independent CRM
projécts oné piece af a'tfime without sn overall straiegy, Without this ¢léar and common under-
standing of what you want out of your efforts, you'll end up with fragmented bits that don’t 5
together. Then you'll have to tear dowa some or all-of what you buill in order to deliver a truly
intégrated custotner experience,

1tis the sirsiezie plan that, like a blesprint, allows you % mﬁummﬁai in small, masageabls

Tuble 54 The Strategic Planning Process

chunks becauss it enstres that (e chunks will fit together- The plan allows you to identify Dtep Pulose wmmwmﬁmmmm .
.%m.»mw 3 M.mm,wr jﬂno.ﬁmﬁ. get sfaried; have & suctess, and benefit front what you have mwdmt% vullt Clallect Dot o Brisure that stie TR Company Exgcutives and
whils continuing fo add functionality another chuak at a'fime. CHM iz uding processes, latorme- - Siles, Marketlag, Service, and

tion, people, and technology © manage and fmprove relations Hips with yolr customess. There 15
oo predetermined “rght” sel of chunks that you intst bigld,

with company Slrategy.

- ill-l]l..l..ll, N
e DiscolBr what customers think abou
current performance. Whit o they want

En) .'lt]l.ll-t'l\k
Suppd fmanagement

Brployess

st @@rxﬁv Abhother important cuteorié fiom your strategic planding effort is. mﬁamw widespread par- . more off What mokes i difficult to de busi-  direcily with customers
 dtipaion, inpyt, visibilify, mnaﬁvm&aam. -and support for both the long-term. strategy and ness with you? How do you compare 1o ol Cusiomers
immediate pricrities, Every functional aren has differont neads and pricrities. If the stakeholders vﬂwﬁ, 57
kinow the reasons why thelr n,wmn:mammg arén’t the first 1o be addressed atid when their fequire- M c.nmna»_m% aii- the eustomer nmamﬁ aid
ments are scheduled (o obour, they will be more stpportive-of your entire plan. OF course, visibie fauclional : st
progress is also necestary, or all the-underground projects will nnﬁmwaw start up again. ‘This is o Identify business sirategies, risks, and Project team

the reason we will underiake small projects leading 1o Guick successes, and why we must make
owr progiess visible through continuouy communication.
Frot —  Some organizations shy away from strategic planting because fhey think it will slow
things down. They just waitto get staried. Yes, it does take time and effort. But if you spend too
much time, you are wasting resources and probably geiting stuck in ghalysis paralysiz. The pur-

pose of a stralegic plan is to devélop a fairly high-level view of your goals and o jeciives ithat

opportunities that will influence your CRM
program.

o Identify gaps between the gost and today’s
teality,

e Define ?w; -level customer segients.

impacted busingss functen
repiéseniatives
Infermation Techtology
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Table 3-1 The Strategic Planning Provess .ﬁmswﬁ%&

Etep Purpze Particlpenis

Create a Pioposal - Define & common visiod and language Project sgdmn
abont what CRM i for your company. Sighi-oly Lroth sponscs, key
o Ensuie thai ki {uent rstandand executives, and business miun-
sapport the suategy: ‘agers

Transition:” o Selsct the best project 1o Tackle first {or ‘Progiectjeant

Latnch Pigject,  nexi). Sig-off from sponsvs key
e.Qﬁﬁggoﬁnwm. exeCatives, and busingss man-

agers

e

We alio need to get an idea of what CRM efforts 4zt already golig on in the varlous CRM
funiciions, What are the official and vaolficial projects alidady viderway to sipport seles, mar
keting, cusiomer sérvice, and prodict support organizations?
money i ofter limited and must be focused on the organization’s key priorities, Bub it can be
political aighimare bocause many peoplé fear thal thelr pet project will be tadeent Over or Gz
celed. In fact, this may happen for many sood reasons In Chapter 8, we will discuss ways 1o got
thi's Snformation without causing projects t go desper tnderground; dt that dme, we wili also
cover the strategic planning phase in detall, ,

§22 What You'li Get g

At the end of Phase 1, you will have completed the strategiv plan s the biueprint forbuild
ing your project. You will have defined 2 high-level view of the inforination, progess, technol-
ogy, dnd people sequirsments of your progam. You will know hew the overal progrui will be
orgamzed and supnorted, gnd vou will have determined a consistent view of vous CRM vi ion as
well as 2 langunge to describe it thateverynne understands. You will also hive identified the pri-
oniies that will detenmine which projests. to do ﬂ..mﬁ, the dming of future projects, and the risks
you. face so you can prepare fof them. Time and again thivughoat each project life cycle, you
will need to refér to these key documenls. .

At the ‘ead of each project, you will stait the neéxi cycle by evaluating the curreal Blug-
prints, which allows you 1 ephance and refine Them based on what you've accomplished, what's

changed for your business, and what you've leamed.

523 Transiton: Launch Project

T Phase 1, we take a high-level look at the overall organization, marketplace, and technol
ogy situation and identify the praject with which we’ll begin. In the wansiiion step o Phase 2,
we focus on oné small ared—ihat bushugss problem, isede, op opportanity that bs moat mporiamt

1o addrass T, Because e CRM program sounds so big and broid, we will be looking at ways -

fpiniuitotissb i

7 Finding this out is oritical because -

pyiding & CRM Component 7

iy entify and priviitize smell chunks that can yield quick success and build on each oflier to
deliver your overall goal. These projects will: :

e.”mn..nmmau.m&mm a-tnalier of months (before anyone can lose interest)

» Move the organization toward the desived godl (ot in the wrong directio)

° ﬁma.m vigible dnd measurable resull (which nust be comimunicated widely)
+ Build on previous success (show coniinuous progress and aveold rework)

We defined CRM program earlier; now let's understand what we mean by CRM projeci.

DEFINITIONS

st with spacific deiverablos datles, and
t N € 4 Lk

roject must procuice valuabis and rmeasurkbis results,

g 10 comiplela within a business sponsors auention

cost, To ensliio sUocess, a i
Lut i must als i
gpan.
Span.

Ve are about 1o lauach our first project. The business functons that owh or ave alfected by
the project s .mwn primary pasticipants and contribuitrs, But s inportant for Tnformation Tech-
aology to be involved alse. When the 1T department participates in the lauiich, they learn lots of
information that will enable theni fo undérstand what really needs to be done to deiiver a suc-
sesstul projeck; ) .

Mew; we oIl dig Toio much greater detail than we did during Phase 1. We wmust reaily

understand exactly what the busizess problem is that we are solving and what the real business
needs ave, identify specific risks and eritical success factors, and so on, This Is the reason wecan

afford o spedd jost 2 shon thme getting a rough idea of ow énd goal dudng the sirategy phass

1

i

iy T Ty [P T ] o T . . .
{thus, completing T quicker), We delve into much more detail a5 we plan and lainch thie project.

Completing agenizingly detalled studies of all your possible CRM reguirements as part of the
straegic plan iz really & waste of time. So much of the detailed requirements would change by
me Heme you got to them that you would have to do it all again anyway. Worse yet, it's Hkely to
seep you from ever getting starfed doliig the real work. So we move to the infrastructure devel-
opment phinse by digglng deeply inlo the true business needs and defining the project scope, time

line, and m@memwﬁwm\
8.3 Quliding a CAM Component

.yn.,.. .. . . .
Ww,\m ﬁ..mﬁ%wq a-silver bullet nor a magic wand. It takes careful planning and management to be
0 2 position 1o successiully, :
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. We.use this sams waterfall method for each of the simall projecis we launch, leaming from
previous cesulls as we start the next project. Barry Boelin, 8 professor at the University of
smghern California’s Center for Software Engineering, named this evolutionary developient
snrroach the spiral model in his 1986 paper “A Spiral Model of Sofiware Developiment and
Enliancement,” as shown in Figure 5-4. . )

Puast 2--BUiLL THE

Many gulck-fix specialists believe thut you can just “do CRM"! Just get Information Tech-
nology to build 4 web site personalizalion capability. Forget that you don’t have any cusiomer
knowledge 16 decide what 1o do for whom. Part 4 of s book is devoled to undérstanding In

detail what it takis to develop the Infrastrinture {hat is 2 required to enable an integrated and S
successful CRM program. Here, we will just review the method. . o
53.1  Process Siops
The mm.,..a_mewﬁwmmw process steps will be used 1o manags efforts in each of the components %%g..
of ihe infrastructure (process, information, people, and technology). All infragucture develop- %WM %@&W . .@m&wﬁ@
fent projects foilow the samé Yasic and well-understocd method, i eguirements,
— —= proejoct N Design
o Lauuch .
» Afialysis
» Construct/Test
» Tiplement
e . .
As we just saw, the project launch 1s the transtiion from CRM lifecycle phases 1 whan we
deicrmined the business nced and developed the project plan. Lie focus of Phase 2 i thie analy- :
sis, desigh and construgtion of all the infraseracture elements required to meet the profject obiec-
tive. mﬁnhmﬁamﬁacm (integration) occtrs during the wransiton to Phase 3, These steps, which Trplernent
dpseribe the “waterfall” method of sofiware developmisnl but can be applied fo ol components,
are described in Table 52,
Yabls 52 | Bullding infrastructure Sieps . . . I Ty
Siap ~ Purposé Baricipants
Gathier and anatyze ideniify business needs for fnftination, proceis, ?ewmnnm Team Figure 54 The Sphal Developmeni Modid
Tegeinenments techiology and poople “Businéss Tunction expéns
. . Adalyze and compare jo existing kastructure . We will discuss this phiase in more detail for each piece of the infrastructure so that we
Deisigs: componsul Develop 2 detailed design ‘Businsss function sxperts undersiand exactly what we need to get done.

Taforination Technviogy o ,
. : %32 What You'll Get

Mot surprisingly, the major deljverable of this phase is the infrastix

#

il e e e

one piece at a

f\\w\ i Comstruct Solution Code and test bformiation and technology solutions Information Techaology

. -
g Develop process and people change solutions Businbds function gxperty itne, of Ty .
CHABY Lperts tine, 6Frours ;
- . . n_ L of Q.mem. }H. the end o.m Fhase 2, we are likely to have new or modified processes, improved
T iion: Tniegrte | Inforustion Integration {consisiency) Iafomation Techaology usioiter information, additional technical tools, and the training, education, metrics, and rewards
= i I o B . 0SS ARy 1D endlire .o vttt .
.mmw\mwll% Process lntegration {continuity) Pusiness Punciion sary 1o ensure that the new capabifitics are adopted throughout the organization,

As soon as we have delivered the first piece of infrastructure, we also need to be prepared

Technology Totegration (compatibiliy}
o mianng pamabittes . . L
snzge the new capabilities. In particular, customer informaiton is extremely volatile, and it

People Intsgration {congruity) L?m\,\m .
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is victually wordiless if the quality deterioraies without check, We will take a very detailed look
at-what is wﬁmm& 10 manage customer information guality in nw% er 20

5.2.3 Transition: Wlegrals Capability

In the transition to Phase 3, we do the actual work of pulling relevint information together,
merging new processes info. existing ﬁ&wmmém. ete. Unless we aciually follow through on our
straiegy of integration, we will refmain in disconnsctad operational silos that have no impact on
our ability to improve the cusormer expericnce. .

Sadly, beceuse jegacy customer data has mgmw&&\ been 5o poorly managed, tis Is the ares
that can take the most work and yei s so often overlooked. You may be gaﬂumm‘ “HE°g Tust names
and addiesses, so how hard can it be? Lam amazed at the number of companies that spend lots
of money buiiding a 33&? and ﬁu%m;ﬁm% analysis capability that it.then applies to
_ocmw Jata, ﬁé ot 25” ability to make bad decisions move guickly!

It's timé io take oui efftrts cutside, We have compleied all the hecessary internal effort
A_pmonmiﬁow. process; technology -and people chuiige manageinent) and. are ready to give our

cugiomers the beaefis of all our hard works e .

54 Analyzing snd Segmenting Customars
Whatever project Eﬁ wmﬁ fhosen 16 work o, I0s time to %&ammm&@ identify he customer ot
group of cus i 4 thie result §8 intended.

PHASE 3—Know Your CusTOMERS
If you've esisblished web-based support to provide cusiomer assistance and replace

expensive call centers, you may want {6 target the effort st Jower-value customers a$ you roil it
out and sefine it. On the other hand, if the new capability is expensive to build and roll out, ikea
defailed ool for w customer to view and manage all of ks ordess, you may want 1o start with the

most valuable customers. But how do you kaow who mﬁw are?

544 Analyze Customers: Steps

You don’s begin a pioject without any idea of who ilie target audience js. You might have
even selecied a few representativé individual customers Tor Interviews or focus groups. The steps
showi in Table 5-3 wili help you determine what other customers match the critedia you've Hder-
tified.

e
peiing 1 19 oy Cuntdimars : ]

Tate 53 Assess Cusiomai: Steps

ey , Purgdae Partivlpsnts
D%&w and Diétermine customer profiling and scoring Product Team

iy with the Datis Eo&& Database Maketing Team
Opiirnize profile coverage Customer Information
Mianageras: Team

wilng Cublos-  Define most prediciive segimeniation strategy Product Team

Segment
e Create Groups of customers “like one” Databass Marksting Téam~
. Trangition; Selecting ma.ﬁnﬂ customers profile values most likely to Bugiiess Tean
\M%@m deliver ihe best respoise to the project offer. Dasabase Muketing Team
identify specific customers who mateh thal pro-
file

Al customers are not alike, and CRM does not suggest they be wreated all the saime. CRM
reaui mﬁm all pustomers be wreated approprintely 1o thelr needs and their value io the compaiy,
1 Chapter 17, we will cover more of what's required to target customer segmels,

3

542  Whal You'll Get
When fiilshed with the customer aialysis phase, you will have ideatifed hetypes of cus-
womers who should be targeted to receive the new offer. You may aiso have identified some %E.

tional cusiomer informistion sources thal will improve youf AbifTy to send your offer to the righ

SRSINIMIELE,

543 Transiton: Select Targel Segments

Ag & reguli of this wanshion, you will have identified e actual cugtoniers who fithe Ed-
file you Eﬁmm& this project to benefit. Depending on the offer mediums, This st ¢an be made u
of mailivg 1ibels, e-mail addresses, phone numbers, or simply a list of companies you intend 8
sigr up fora new capability, \

5.5 Yaking it to Your Customers o -

iLis now time 1o take your program ouiside and delfiver it to the customers you've targeied,

Prsse §~DELvER THE OPFFER 7O THE CUSTOMER

For the target customer audience, register them for personal web siles, offer information
wl desess about your new online support capability, or run a one-to-one campaign.
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5.5.% The Process io Take & Jo Your Customers

Use evérything that you' ve developed for Hils project {informaton, process, wechnology
and people) to deliver a successful offer, The sieps to get the offer out the door and Into the aums
of your customers afe oullined in Table 54,

Table 5-4 Deliver Customar Dffer: Bleps
Step Purposs Parilcipents

Maximiize offer return on investment  Business Offer Spousor aadf
_ Optimize expedted regponses or juanager

Propare the offer médsagels) Develop meesags hat meches cacly  Depends on offer!
segineat value propositfon Project teain
 Peipare io meusure results Dusiness Offer Sponsor

IT Departnent
Pressnt e offer Ingiall new nmmmwmm%_ and frald ciss- Qﬁwmw o5 o
tomier to use i relpase maikpting Project teas
COmMUILEaIon Business Offer Sponsor

Migimize cost of offer delivery {T Departmznt

‘Evalugte performanoe metiics Froject Team
Evaluate value metrics

L from what Has gons before and usip

We wilt take 2 closer look at segmentation Ly Chapter 17 and %ﬁénmw the offer {o cus-
sommers in Chapter 18, We'll Ipam aboit fhe tools that suppoit fhess efforis and indroducs sevelsl
yesourees referencing somme of the exbellent work. that.has been doué on analyzing customer
tgformation, segmenting and ﬁmmﬁm customiers, and delivering persodialized customer axperi-
zaces.on and off the web. ‘

§5.2 Wha! Youll Get

This is whers vou should really see the result of your effons In terms of increised loyalty
and business benefiPMeasuring results is ¢ritical (another way 10 keep support for the project). i
hope you defined the expected customer result at the beginning of the project. if there Wis 1o
planined customer benefit, then (dare I say it again) it's not CRM! Ssles rep m@mansﬁwv is a fie
oljective, but if it's notaimed at benefiting the customer, {t's.not CRML

883  Transition: Bvaiuste Resulls

Along with measuring the performance impaci of your changes on customer relationship
and business résults, you riust assess chinges o stategy or Cusiomer expectations as a result of
this project. 4 key element of the success of your overall CRM program depends on learsing
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2nd Inforation you've galaed to reflué
5% spethods going Torward. This will feed | back into the beginning of the metho sdology, ‘wiere:
you will svisit your sivategy and priorities, and test that there are no major changes resulting
fropn the Dveral] business direction or your previous efforts, Then woc will cnmE the process
agaiit. Obvivusly, you won't spend enother four to six week, Hase, ‘but
ies ammamp to feview whare you thought you were headed and make any adjusimeals that are

[

necesary

46 Getting Ready for the Next Project

fs we've distusaed, the benefit that all companies get from :m:_m this method is 5& it can- cu
sepeated, Your praject team will do these same sieps overal
CRM needs mnd objectives are met. The world will not suddenly recognize mﬁm YOu rmfw :nosm

[T

CRM. Insteall, you will repeat mamm .AIF as long-as the value of adding-a new CRMicapabiliiy
mﬁﬁﬁmvw the cost of the additional effort. At every step along the way, you will show benelii
and value, tad you will be awars of where you are ECing next

As you begin the cycle again, that’s the time to decide whether you have daie envujh.
You don't hive 10 implément every possible CRM capability, You shiould work only on the
pieces that are most importaiit to your business situation. There is no ideal CRM state that we
should.all be siiving toveach,

Just as these is no perfect CRM state, there is no ideal size of a program or projeci. For a
small compary with few people to javolve, it may take ne more than a week to puil ﬂc.wﬁrmn a
phan: You may need only-a few days to-complete internal Interviews and talk to a couplé of Gus-
wmers, and another day oF two to suiminarize the resiiils info a plan. Table 5-5. provides a gaugé
that will help you judge the size of your effort for each project phase, I've used number of
employets o m&mﬁ aie size and complexity. A large, mwog corppaiy will need more (i to
guiher informigtion to. build its strategy and to deliver vesulis, Another factor to consider is the
size ol ofiem &@‘. ty of your customer base. Note that for all size companies, a project shiould be
seoped smiali siough to be developed in six months or Jess. This probably will mean that a lagge:
company mult bite off smaller chunks to be successful.

Tabie 4 Estimated Project Duration Target

Humber of -
Employess Stratogy Deveiop AnalyzefTarget Daliver
<100 I week 3-6 months | week 1 week
> 10,000 8 weeks 4-6 months 4 weeks 4 weeks
L .

, 96&1 mmwmmmma.%r?v.no En:fa:,: ?.&mnﬁ msoca wo:zannmwnmﬁ:mmaoa :E:.
mine mionths from steategy setiing to cusiomer defivery. Answer the questions Em»ra/n:g of En
chpier, and find where you fit on the contitiuum.
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Now that we've learned the basic steps of the. methodology, we will go-on to Chapter 6 and
learn how 1o ovércome some of the most common barriers o CRM success.

Questions for Reflection

These questions will help you st realistic expectations for the length of “each CRM projects., i
Based on your answers to Questions 1 and 2, plot ybur company’s position on the chart shown'in
Figure 5-3. What size is your company: number of employees, locations, countries whete
Tocaied?

1. How complex is your Customer bass in terms of munber of individuals, companies:
type of customers (Consumer, B2E); number of industries engaged in?
2. What is your position on the following char? You should limit the scops. of such
- project such that you believe the entire project can be fnished in no mors than this
amount of thme,

© wﬁw@\ § monthy % mondhs

i comples -

:4]

b

)

g

s . .

w  Few customers/ . ] o

n..w industrles -3 months . T miontis
Small/Local Large/Global

Company Size

This thart gives you & rough idea of the maxinum length of Gine thal you should target for
each of your company's CRM projects. \

stand mmw critical CRM wmﬁ.@wm thil can prevert sucsess. Of course, every ¢ot

CHAPTER 3]

4 ow that we understaad ihe basic methodology we will follow, we need to. gnder-
i1y has specific

e

potential barriers within its culture and oFganizalich, Whiich you will discover during the stralegy

phase we'lltackle it Chapter 8. But there are severs! unjversal barriers o success, like organiza-
tonal sifos, that almostall companies run Into In one way o anciher, We'll take at look at these
common barddere and discuss ways W plepaze 1o reduce of remove thern,

Figure 6-1 shows thi thres iost Coramox harriarsy

e st

» Expéctations: Many compaies 31l victim to uirsalistic expectations; ihey are Jooking
e T IR e SR . . K s B }
m.m.m..m silver bullet to fix customer relaticnships. {0ra7om & Qud 45 5 Juilesne? Cuy puginor sanmihic)
@ Lenlture; Proddct-centered cultuves discourage support and funding for customse-
entered prograrad. M.nhi;r ?ﬁ%% 5 Porsmid » Szl pr)
« Operationsl Dnfrastvociare: Most customei-facing sysiems {order admhistration,
cail center supporty automate 8 single process and dsinot integrate across 2l functiont. %&% &\Mw&

Let's Took al these basrders more closely and consider some of the ways we can eliminale
them of &t fedst reduce their impact.

&7



6.1 Creating s CAM Culture

Chapter 8 © Get Resdy: Avslllng Sommon Bariers -

Figire.6-1 Commion banders to CRAM sliccess

Many companies have cultures that don’t support ClM, mmﬁﬁﬁﬁmmmmggﬁ mwﬁmmﬁi L~
aily proinote 2 high depree of eww%&wmawmw independancs {réad “separie stios™). Product-cen-
tered culiores virtually ipnore chstomers and mdke declsions bused on what they have. weamxm
instcad of who they are, These culiires ereafe difficultes for building orose- @ﬁ%&m&%& and
castomer-cetitersd programs ke CRM. Qﬁswﬁm the whold ¢ Va.ﬁmwﬁ_ﬂg% w.a .ﬁm
beyond the scope of & CRM program. But we ¢an hope (6 change some behaviors through trein-
ing dnd education and by éreating new mictrics and rewards.

6.1.1 Change Manageme

Hey, nm?mw hiappens! We-all uaderstand that we have to adapt to change or we'll %n up §
the sami gas tank as the dinosaurs. While cxamining managemert challenges for the new inii-
lenmium, Péter F. Diucker said,

wammmm.m Crs Sultuee —

= e not bedr much auymore sbout Svergoming tesisiance o changs, which 10.or 15 years s
go was one of e mosl popular toplcs om MANAEEMEAT UOOKE And Management seinlnars,
"&&\ 3y a8 m?ﬂxg By now Ut Thifige & uhavoldabiz. BUltiat sill Imaplies that change

5 ke mcm& i mnmﬁ.lm SHEould be voﬁvemlw,lrasw BT Possivle.

m..mﬁmimwwmwm probles. Many companies are doing quite well to reco
wnss they cannot anticipate and prepare for it. Change can't just be left to happen, tecause
people giust make the chinge, and many are generally resistait, even foarfil, of the unknows,
Without support.and sheourageinent, the culiural and belavioral changes that will fake or break
your CRM prograw success will not hisppen. Drucker suggesis that tnsniging change dossn’t
guaranteed success. Butl ignorng the need o mmmmmmm.nwmmwa guarantess fatlure. If your osgani-
zation refses 10 pay stienton to the basics of change wanagement, you have litide chance of
Jelivering a successful CRM program.

For thogk. companies, like yours, who have tecoguized the need for changing youc vela-
sonships with yolr customiers, change mansgemiant is key to chinglag culture and Behavior. But
few compnriles Neve the In-house expertise to manage change to & susdessful outcoine, Chanje
mansgement i§ another atea In whith a.consitlting orgunization gy play a big rols,

When management wants 1o Koow liow other comparies ave approsched CRM, a.con-
sultant can bring external perspective and broad expericncs. A cossyliant can help you get the
artention of top managenisnt because they're belng paid so.much more Han youare, Qoﬁmuﬁﬁk
also bring an outside perspective that ¢an be belp keep the program extemally focused, skill sets
you dou't liave time to develop for yourself, and processes and tools that suppart YOur success.
We will fearn more about change management in Chapier 14,

oy %2 Metries and Rewards
You got the behavior you seward. No exceptions! Years ago, psychologlist B.F. Skinner and
his rats intreduced us o this concept of behaviorsin, Wheiker or not you like some of the implt
cations of Skinder's approach, itis how andnials (fncluding humans) learn fo change, B you want
your employess 1o 4dopt new customer-focused goals and cossisiently deliver excellent cus-
womer sxperienies {the vmwm&mﬁ. you have to have a way to recoguize the new behiavior and

veward it when [ happens. Hers's aa example:

Mm,w.wmm comumission rewards mmm&m specific products. We want our sales reps to focus on
uncersianding the customer’s slivation and to offer soluficns that solve ek probidms,
whethet’ or it every piece of the solution egrns. commission, mnr... reps arei’t in this for the
kartta, we seed to be able to measure (s beliavior teustomer shilsfaction with-solition) and
Teward i {some percentage of the (otal value of the solution).

When vou track the custotner experience and measure loyaliy (along with the normal
faticial mensurss, of cotrse) you can use the information to bulld reward svsiems that will cre
4t ad orednizational culiure that is betier prepared for CRM. Meastring individual efforts to
unprove the. customier experience and rewarding it will have a big impact.
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»  Think of the service at a mwﬁ.nmm%g Hoiel. Any request for anyibing (even detime of
day) is responded 0 with. 2 .ﬁﬁmm and the words, "My pleasure.” Emiployees are trained
respond (o guests.in this way; thielr perforannce iy measured and so'is the sesulting costomer
experience b loyalty. It may sound hiokey, but €ven though we know it's almoss a glmmick, it
feels great. Liuests report that they de feel welcome and honored and that die employess weat
ern a8 310 & pleasure to asslst them, What dn incredible differesice a small behavior nwwmwm
like this niight make for the customers. calling your support line!

6.1.3 Sponsbrahlp

We know Hat undess we have the critledl support of the executive sporisor, we have virly
ally no buffer betwesn cur program and the ﬂmﬁwmﬁmﬁmm roadbliocks that always doour We're
going to lears about how to find and “manage” @ sponsor In Chapeer 7. Here, we Just wang
emphasize how imporiant & sponsor is 10 leading you past the cultural barriers that you run EM?
First, you need ad executive spotsos who mmmwwaﬁw% and believes In what CRM can do for your
compaity. I's even betler if the sponsor is the person who initated CRM in the company. Sec-
ond, your sponsor must caity enough clout to nfluence othel parts of the organizadon through
leadership end example. ‘ , . .

KEY IDEA

The dloser your sponacr is to the top of the compary, ﬁm.wmmﬁ ris or her abiliy 1o
Infiuence sxsoutive dnderstandiny and supptn. Bven morg oritieal, .wa% spohser wil
actually have e dout to remove m@mm%m%gmm obstacies

In small compagies, the CEO or ons of il divect repdnts may be plaving the CRM sponsor

role and will sctively participale in the program steering commitice. In larger organizations, 1

Wi sponsor s high enough 1o have the influence vou nead, it's uniikely that he or she wili acte-

ally play any active fole in the program. Stll, it’s essential thay you mmmmmmw have gomg dirdet

mﬁa.gmﬁmmﬂ or you really don’

M.WMEE\.

A L 8, m Crenting Reallstic Enpettations

With spologies to L, wﬁﬁﬁm, thérs i 5o sivcersr’s stone! No CRM software comes
equipped with maglc wands. Figure 6-2 is 2 reminder that there Iy no maglc that will tun our
customers intd the Joyal and profitable opés, That takes planning, time, and focused effort.

o X your company sad your team menibers are looking for a mivscle, they're golag (o be
disappotnied; there’s absolutely Ho way sround it Nomatter how miich you do orhow well you
meei your projeci goals, if people expect something different, they'll consider thé program &
failure, Becauss there are 50 many vojoes making wysdlistic promises in the markeiplace, it's no

S:Iil-wlll‘llll B
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Figers 842 There is nc CRM sorcerer's stone.

 wonder that expeciations ave high, It's sort of like the latest dist fad Gat evetyons jumps cin, No

one reatly wants.to hear that Tosing weight means cutting calofies and increasing exercise. There.

©i8 no magic plil for BRI either It iakes -work, and it takes e, Burit can be doe,

You van successiully lose weiglit és long as you don't expectto lose 50 pouiidi the first

L week you onm guctsed wi-CRM, {0, if you-set realistic expectations ovér tine, You miight be
- asking yourself kow you'll'ever get your organization to have patience and be safisfied with ouly

4 pound o two pet week. Mot comipanies ate se! up to value immediate resilis; not Mcnm e
ones, That's why we'll be concentrating on quick wins to keep progiess visibie, with &
defivary Mﬁmz& program in thé long run. In Chopler 8, as part of our strategic plan, we will
develop a Tosdming. THE roadmiap 15 8 high-level plan with specific projects that we plan fo
deliver based on oy CRM ‘goals and priovii
A large part of the strategic plunning effort is almed ot developing realistic and well-
undersicod expectatons because they are so important. ‘As parg-of the siraiegic plan, you will
%m&% 4 comyndn vision, shared goals, and realistic. expeciaiions across the organizgtion,
Although you will undoubiedly encover some breakthrough ideas on what CRM can do for your
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company, the most inportant cutcome from the internal interviews, meetings, and communics
tion that occu during the planaing phase is fo build this consistency of viston aud expeciation,

You already know what needs. to be done, don’t you? If you didn’t have any ides, you

wouldn's have picked up tis book in e first place. The vision dnd Bmmﬁmv will help you corme
municats your vision %omwwmmm %m organizalion.

6.2 Vizglen and Roadmap

There are several tools that will help you 1o set realistio eapectations. You need 8 vision of
where you want to bé--objective means for setting priorities about which steps along the path o
.wwimwlmwﬁ gnd a roadmap of when you'll gt 1o thess steph

A vision should paint 8 picture that clearly ilustrates where you want youl CHM program
“to end up. What will your company look lke to your customers when yoi havé achieved your

visien? Having a clear vision firmly planted i everyons's mind helps keep the ﬁ,ﬁwﬁﬁ.ﬁmn.

focused. It enables you to wake small sieps that will stéer yobr compauy foward s, goal. Objective
priorities ke iots of the smetion gut of vael cisiofis and help differsat groups m%mﬁwﬁm
reality. A roadeap allows you to stage development and give everyone a reslistic plan about when
different prosents will be completed. We will loarn how 10 use these tools in Chapter 8.

222 infsmal wmﬁg%w@%wmmm

The second weapon we have for managing expécintiong g coirsnideation, and T don't jost
mein putting together a summazy of your steategic plan and e- -matling 1 to everyone in the com-
pany, CRM ifpacts so much of the organizatiol that it {5 éssential to get this lultdal information
out, but that's only the beginning,

Ougoing communication %owmme the life of m@ program is imperative. Qmm lesson st
rsny of us {okay, me 4L 18350} Contnue 10 10am OVEL A0 OVer 13 "that Yol cannot M.%m& key mes-
sagés foo often. Get over the idea that after you've published the ﬁmg and cw.w@é%m, O 08
stop worrying and get down fo the real work, Mol Each time you fopedl your messags, pew peo-
Pt will stert 1o get 3¢, and those who got it befors will Wﬁ renssured of the cominued drention.

Another imporant reason for continubus communication T at almost ail coject plans

‘change during the iife of the troject, mﬁm £p evetyone informed about ihese changes st ey -

are and ; are necdssary, If m@owwm aren’t dware how and why the target has shified, they
will not consider thie Project A SUCCEss.
mmﬁﬁmﬁigm is ?sn&q ﬁmgmmﬁ i any major thange nitiative, bol many of us have

Hule communication experience or are too busy working ¥ have tmis t00. comimunicate. CRM i

a paiticulacly sensitive ireh becauge vendors bave been 5o grandicse in their proriises to deliver

2 fully operationad sorcerer’s stone. The techoology is Important, but It actually is the easiest

part. ,mﬁ smest oriiical and mest »Enmé» element of the CRM lnfrastructure is chapging seople’s

belavior so that they usé the new prodesses, information, and tools . wﬁmxmé the customer

expetience. Gum. your internal comimunications to start the edication and change-management
LOCESS:

\lll.\..l.l.‘l‘
Fpaling w%mwma mxﬁmgmm@ 93

T do all thig, you must have an employee communicstions program outlining your inber-
nal crrizunications goals and strategies. The goal of such a program is to elicit very specific
changes in behavior from employees. The success of your CRM program depends on sentling
stear and pricise messages sutlining the expected changes. Warren Egnal, Vice President at Por-
-or Niveili Convergence Group, which assists client companies with their iniernal aiid exiarnal
%ﬁ%ﬁm%acmm‘ says, “Motivating change is the eritical deiver, for without new behaviors, real
change 18 impossible and reorganizing, reiuventing, or re-branding sitiply becomes & new way
of mﬁmm gld things, raiber than doing thiggs differenty” Warren uses. a five-step prograim to
sifectively reac .etriployeas with inessages critical to organizational suceess;

e Inforing Build awareness,

o Educate: Set expectations and offer information/guidance/msining % reach success.
» Mutivaie: Recognize behavior, and reward dnd publicize achievements.

o Enable: Provide tools needed io succesd.

* Respond: Incorporate interaciive response to lsten and adjust the'progeans,

“This process is not simple to do, and it’s one that many compsnies have ignored because
they arg 5o -equipped to manage it. But it js critical to the success of your program, so if you
don’t have the sxpericnce or time you need, thisis one area in which it's a good idea to get scine
help, Mo one has to be greatat everything!

Not only must ygu ‘be suie to set realistic expectationg, but you also must keep expecia-
ons realistie, This is mamm by frequent Sommmunivation of the project #latus. By the way, this
means honest comipunl 2ot spiin! Tell it like it s, Report issues and Slowdowns, bul don's
dwell on the, Talk about how you plan to address the issues. Kéep communications shoit, ¢
the point, and olear, 1 e rumor mill reports 2 story that doesn’t match your projeds comsnunios
toms, your smployees will quiskly lose all confidence ia the projest and your credibiiiy will
suffer a5 well Sadiy, like the emperor in Pigure 6-3, after your program geis the reputation of
“havieg ho cluthes)” yon may not be able to regain confidence, even if you can recover and get
back on tEack,

Use every means, possible for comumunicating: company newsletters and magazines, e-
mall, bullon boards, coffee talls, whatever. If you have.an smployee portal, make sure that you
Yave o CRM page, and keep it up to date and iaieresting,

£.2.2  Customer Communicalions

.Qw%ﬁmw. our CRM program will impact and make chasges for our cusiomers as well.
Even though these ¢hangss are for the better; it is still iaportant 0 have a plan for Wiinging
about chianged biehiavior for customers. We will address customer communicatioh in Chdpler 18
when we tale our offer to the cusiomer,
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Figure 83 The emperor's new cloihies
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8.3 Bullding an Opsrational Infrastructure O

The operational infrastructure within most companiss wis developed jo support and/or, mﬁaﬁﬁw
a speitic business function, Becavse companies grew up in fanctivnal sios, they developed

thieir computer systems and other infrastructure along the sarme functional Lines. There sxisis - -

e sbiliy 1w connect Inforniation or provesyes acvoss thesd silos,

Akey to real CRM success (1e:, making life better for your custosiisy, st just implemment-
ing a CRM capability) is that customers expect seamless integration across all your company’s
ouch poinig. 1t's really hof rocket sclénce. Who wants to have one customer identification hiffn-
bei while talking 1o the call center, and o dffersat customer ID for Emmmmm on io the Inigmet?
Who wants o be frested Bke & top customer when you make an sirlins reservation, bul weatzd
like.a dog when you were 100 laie to get dn upjgrade. so you have to sitin the back of the plane]
Nobody! In FPart 3 of this book, we will examine specific Emm,omu of integrating pleces of the
infrustructure aoross the entire organization.

Bath of fhese comemnon barrders Is manageable. There are no quichk fines, but with planning
and orgapized effort, these barrbers con be overcome. Now that we™ve talked gbout how 10 mini-
iz these three bariibrs, 16t's look at Hiow 10 overcome cur organizational silos and gaps, W

will learn in Chapter 7 what it takes o set up-a CRM organization that has the best chance of

ditving suocess.

susstions 1oy Bellgetion 95

fuestions for Reflectio

fur the three basriers Hsted, what is your company’s current situstion and what aciions could
o lake 1o address any lssues you have identified?

1. Is the culiure product or nmwgﬁam centered?
2. Does management have realistic expeciutions or are they soutiting on cpmputer magic?

3. Is your company’s Iafrastruciure well integraied and coliwsive or fragmented and dis-
connecied?



CHAPTER 8

L Strategy

kay, we're ready to get to work. As you know, the first step you must take is to
determine how your cormpany is going to approach CRM; what it the right strategy for you? To
creabe your CRM slralegy, you stist by defining where you want 1o be and dedide what kuds of
selafivaships you need to have wiih yowr cusiomers in ordér to stay competitive. You need 1o
undersiand where your company is now, and you muost select the best paih to-get o vour goal,
The guestions you have assweied 4t the ends of the chapters are preparing you to think
bt your organization and begin to formalize and wrticulate whit divection your company's
CEM should take, This chapter considers how to bring: odier imiporiant viewpoints into your
straliegy deflnition. We will identify all the steps that help us collect the knowiedge and perspes-

&
tve of die organization’s executives, cuslomer experts, process expeiis, technics! experts, and
externdl exparts {our customers). We will see how to organize everything that's been learned so
she kinowledge you collect leads you to Jeline tie righl stinlegy and seis guidelines for the orga-
nlzativs 1o make continuots progress and still get started quickdy. Figuie 8-1 shows where we
are 3 the oveiall CRM methodology; we are-at the beginning—-launchisg our CRM efforis by
developing our strategy:

We Laow that there is no magle wand, but with your sivategy and roadaisp in hand, you
wifl be able to build 8 successlul CRM progeara for your organization. Ttmight even start 1o lock
ke magic!

17
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Figes &1 Fhase 1—The Strateglc Flan

8.1 Answering the Three Key Guestions
Whese do you want to 07 Wheye fire. you starting? How are you going lo get there? These are;
the thres questions thal the strutegic planding process will help you snswer 8¢ yOU can sucsess-
fally build your CRM program. Figurt 8-2 remiads us of the three veciors thal shape the cus
tomer experience: what's happning in the markeiplace, what your company says, and what
your cainpany does. To get the answess, you'll be gatheriig Informiation from (or abiout) th
marketplace {customers and cornpetitors) and from lnside your company (from key executives
and employees who have significant customer experience and Knowlsdge).

There are two reasons 1o take & tip: (1) you want to get somewhers, and (2) you wanlio
see and experierice fiew scengry. If you're just out for a ride, you don't really need to plas 2 des-
tination, taki a map,.or even choose a direction, But we are ying to get somewhere; we want (o
move 10 4 place’ where our ceinpany s capable of bullding and pumaging excellent customer
relaticniships so that we can cotsistently increase loyally and revenue. The first thing that we
must do is figure out where we vwant to be at the end of our effouts,
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£44 Where Do You Wantis Go?

The miost importan deliversble of the sirategic planiing phase is to define wiai CRM is
Foing 1o do SOl your dormpany; you'sced o paint 2 vision of what the futuie will look tike. This

1

goul is what will kesp yous program on. track over the Jong haul néeded to achieve you goals.
Remember, thare i3 no CRM mirvana that all companiss must strive to reach.
The priiddry. source of Input for determining your orgarization's CRM goal should come

from owside e organization. CRM is dbout your customers. What do your customers wait,

need, of expect? What is most huportant to them? You don't want to waste your time and
resvurces on capabilities that your customiers don’t care about. Of couise, no one can afford to
BV customers everythidg they eved thought of wanting, A custorier supvey is'a key step; but we

H

must balance it with Tnformation about our own value discipline and our position relative to our
sompetition, We alse need o understand how our company compares (o .ourcompetitors; Do-we
excel, do we havé pully, of are we behind? After all, why focus on areas where we're alicady
mﬁmw Leter fhan the competidon? Fizally, and cbviously, you want to be sure to include the Key
internat plavers aod CRM copititucnts: Asideal as it sounds, we can't doeveryihing that custom:
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ers want, We néed to balance customer expectations against the reality of our company’s business

objectives and plans. The inteinal Interview will allow you to uncover information that will help

you put a realistic boundary around your futare vision and to answer questions such as hese:

o Is your CRM strategy aligned with your overall corporate stratégy and business model?

¥ not, you mast get it aligned o quit now,

o How internally aligned Is the organization around your company’s goals? Your chance
of suceess is greatly increased by a siwongly aligned E.m&ﬁm%mm. but if yours isn’t,
now is your chance 16 de the alignmest.

» What are your polential program, risks? Answeriig this: mawm:mm aliows you to prepars
for aud eliminale obstructions 1o successful comnpletion.

» Does your company krow who your customers are? Wiat industries, whiat size, and
whial biher ségiituts afe ?wwanw?ﬁ You can't build w&mwmmmmﬁw with custoiners if you

don’t eves know what they aze.

s What are: the organizaton’s expectations of CRM? If they aren’t reasonable. or

conslstent, you can prepare tp claify them

1 want io emphasize the frst polat Tswongly recormend that you stop your effoits fight.

now-if you discover that theére Is no congtuence betwean what CEM dan deliver 2nd yolr organt-
zatioi’s strategic goals. I'm quite serious. Because CRM must cross fusctions ifitis to have any

veidl {mpact on the customer eaperience, a lack of compariy-wide goals mearis that yon cannot be -

successfl, That 16 net to say that you couldn’t decide to implement a call &nter management
Sysicin that could be very belpful w clslomers who use thal pasteglar servico fanction, Bul no

matter what the vendor lells you, if die prografn Ten't fully Iniegrated across all the front office

functions, i I is not Customer Relationship Mansgemeat,
&

If you insist on proceeding with & formal, Qomu“mmmnwmmam program without ¢lear align- -

ment with vour organizatffon’s business goals, you will eid up Yke mumwmwﬁ in Figare 8.3, for-

ever struggling to push a boulder uphill and neves quite teaching vour destination. Nothing i3
more frustrating of painful than baving the boulder roll back down over you tiime and again.

Of course, the lnersial inisrviews cah actmally help you aveld the Blsyphus syodrome.”

While you are gathering information internally, you have as excellent opportunity to educate the
organization about CRM and what 1o expect. You also have ilie chance to adapt and align. you
CRM inessage with the overall company goais. You will want {o gather perspectives from all the
CRM fonctions: marketing, sales, customer services, and product support #nd from all levele

within these srgdnizations. Bxecuiives liave & great perspective ou overall company direction
and realities of the marketplace, Individuals such as salds reps and customer service arid suppon

reps who work clossly with customers often have a greater understanding of yourcustomers and
their curreni company experience.

Although you probably have a pietty good idea of what needs to happeén, you will leain

much from the internal interviews that will help you set the right strategy and align with com-

paty g

pmawering the Three Key Busslions

Bigurs B3 i there's vio link between CRM and your compainy strategy, youll find yourse!f here!

gols. Bul the single most important resull of this effort is. getting your key constitients
involved hi the program ealy.

KEY IDEA

The most valuahie result of the intarmal interview step is that'it allows & congitu-
enis.to-gel Invplved, coniribute, and influsncs what CRM will bs for thelr combiny, As
a result, thay will les! included, understond, and responsibie.

Alier you've figured out where you are going, it's important to snderstand where you
BrE HOW

B2 Whers fre Vou Starting?

. Tite-three data collévtion wols we used to determiine our goals are also helpful for gather-

1

....m...u... o . . . . s
g fnforrhation about where we are today, We wiil ask oth long-term direction and cuireni-

T
i?;ﬁgwcmm of everyone we inlerview. Senior executives are most Hikely to provide perspec-

tive gn

wing-terny Jlrectivip, while current-state information will mosi likely come from those
uals who direcily interact with and are closest to the customer.
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| around 8 Broject roadmap, governed _uw your businsss priorities and supplemented by a risk
reduetion strategy.

The siralegle planning process is mcoeﬁmrugm through the use of a set of tools that help
as nolleds Tiformation from key stakeholders that will answer the three steategic questions

Because of the key role that techuology plays in CRM, we &wm need to geta mm%mw% of
the current informaniion and systems techaology state of the conipany. We need to ask m@mﬁ
managers.and [T management these quostions:

.~% What customer information and systems do we already have rugalng?
- ® What customer information/systems prujects are underway?
» What custorier information/systems projects are belng plannsd?

g2 Using Strateglc Planning Tools
The baste strategic planting process (coliecting data, assessing Gndings, creafing a proposal)
can be mmwm%m i any strategic inltiative, Somie of the iools we'il be using also are applicable
any %ﬁ.m%n planaing elfort, Gihers of these tools are specific to-d CRM progrdm. And some of
the tools are fmportant only for sirategic initiatives that incleds iaformation and techuology
components, These toold are based on the informution systets planning principles outtined by
James wmw%m {and othess) more thas a decade ago.

The basie strategic planning process that we will follow and the ten tools we'll be using as
we follow il are showa in Figure 8-4.

i

We witl find cit who is funding these projects, what they do, what Kind of information sre
alveady in-house, ekc. muw&uﬁ.ﬁmmmw%mﬁm cat begume political nightmares because mAnY pev.
ple fear tha: their pet project will be taken over of “ennceled, Many discomnected systerns resuly
frotn the widespread bolief by ¥T folks that the vady way 0 gei something done s to do it theme
selves, Thé reselt, of course, i @m%mwwmg. ﬁ@maﬁgmaa osts your corpany more Amﬁ%
ameunts of money lnvested ofien enongh add up 10 a large total), and eact’ smmali project solves
thie same problem over aid over; yon never get 1o some of the bigger amd higher bnpact projecss

Yui Fact, it is Yikely that you'l uncover some projects st you'H decide to sliminate of come
bine. But that Is ol the purposs of the sistem assessment, and your mesdage introducing the
sutvey must convey that strongly. The message must be aboul helping the customer, sboul
understinding the ways that we currentdy touch our customers, and mgﬁ béing abie fo gww
advaniage.of sl the wmm%mmmwn wi gain from hesy intéractions 16 5%6% the customer’s sxpe-
vience and loyalty and G TEVESIIS: If the message B sbout cost-culting or control people will
».w& Shireatened and become uncosperative, If that’s what people think yeu'fe doing, you can

depend o every project suddenly disappéating underground. This Is & comnion danger and is
fypified by m@ mgmwwa non-complier: “Yes, I agioe, it just doead’t mﬁmw o mefmy function/

1. Interned Dnterdlows

2, Custemmer Susvey

| 3. Competidhve Aptsanents
= 4, Bystemes Inventory

Colleet Data

S/ 'S, Sanunuy Findings

miy project” N e g ies
‘Thie answers to this second question will give us 2 complets pivture of the compaiiy’s cur- - Cusvent ystenis
sent situstion in the areas that are key fo CRM success. We will undersiand the Compiny’s cur- HMMMMMW@WWWM sitan
reit siate: strategic slignmest, customer focus, CRM ws%&g%mm. program risks, and CRM .
faformation snd systerss {owrrent and mwwgﬁw 6. Anshyue fudiags
‘The last step In the strategic plan is 1o understand the best way to xiove our organization HMMWWMWW%WMWMMN ‘
frons ‘where it is now to where we want 1o be, This pla will also be based on the information m&%m

we've collectsd so far

. i . 7. Revompnenduiions 8. F

8.1.3 How Ave You Golng 16 Gel There? Create ¢ Euéps x.ﬁ Besiness Prlerities
The final question that we will answer is how to get from where Wwe die now i our future Proposal : MMMMMMmmwﬁw N : MMWWMWMﬁ%

staie visicn, We will develop a set of plans that will Sescribe the path we'll ke m&mﬂmm from .. . ¢ an Flas

today and luoking oul one 10 two years. After eviiia the nformation you have collected
from infernal and external sources, you will tgpare your CRI sirategic proposal. The proposal
will be.coimy wo pirts: the recomsiendations hat Gescrive where you want 1o be ﬁa the
plan that describes the route you'll ﬁw« to get there, Dng section of your propesal will pe built

Sgiare 54 Siralegic planing protess and tools
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Now that we've introduced a high-level view of the overall strategle planning process thyy
-we'll be wsing, let’s examine how cach toolis used sach of the process steps.
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sy Breateglt Banning Tovls

el

rybie 81 Bualegle Panring Tools

12%

Guestione
821 Toolso! the Trads panning Tosl Wiere | Where |Howdo Puipose Fasul
N Aot ey _ Hage are we | are we | we get
The ivols cutlined in Figure 84 will hielp us gatber the Information needed to answer our oine? | now? | Emw
hree key gaestions. The data that we collect and the resulis of our asségement of diese datz wil Boing- .
allow us §o create & plan that will form the basis of how we move foryard one step al s tmg Customer b4 X What do customers |Customer needs ars the
Table 8-1 presents a suminary of thkse tools, explaing when they should be used, suggests & Survey valuet What dothey  {key input ko priodities.
what purposes they can be ased, and suggests sxpected results, Like, m:.a sw.ﬁ do thiey
i find frustrating?
.ﬂmwmm 8- Stralegic Planning Tocls o Competitive X X How well do custom- | A:compstitive position
Gusstions Assessmment ers think we're dofng? is key luput o priori-
. . : : How well are we dolag [ties.
Planning Teo! Where | Waere | Howdo | Furpuss . Result cemipared o the son-
Stage are we | Bré we | we get petition?
going? | now? | there? . . - . . . .
' B : ; 49 - i Agehan Supmpariee X X X Didwe presentan Usiderstand the organls
Coliect Data Infermal X X Cag we idenify the Enow your objectives findings Fludings overview of business  lzation’s curcent dad
Ingerviewd overall cugient stafe goals, %m%mﬁm@m p : stratogies, issues and  future slate; ideatlfy
1 and fuuive plans? and busliess lssuns, opportupites, current  |areas of congruence
s , - systems, progiam and dissonance:
{How can wetieasine | The thande of success tisks, and our competi- |
internal alignment g greatly sabanced by, tive pocition?
around doinpay 1 §iriing Congrusie. - : .
jebals? - |Analyze X X X |Have vie idemificd Understand strengths,
S — : — | i Flndings gaps and priodttes? | wedlnesses; and crlthe |
W hat dre the potentidl | Be prepayed for pro- What dods ourCus-  feal vasicmer lustgs.
project risks? jgrart eleks, and plan tosmer Totich Polst
: how o prevent them, Wik show?
18w weil doss the / Undesstand customers Creats | Rerommen. X |Have we defined the  |Clowdy define whatis
tconiipany keow who Propasn! daticus seope of the project?  |inciGded in and
the customer i3 and Have wi ihcluded exclisded fSom the
el valus? informiation, pro- CRM progian,
i N I R . cesses, technology and
What is the company’s (Clasify scope; align peopla? i
expesiation of CRM, jand adjust enpedis- .
and is it ressonable?  jtions. Have we addressed the |Ciganlzational changs
— g issue of goveraanee?  [ehsures successofthe
System X Do we undersiand the | Kriow whal you've got; How wiil ilie work bé | progeans.
Inventery clrtent st of CRM [refoous and convergs organized and men.
1 ) informnation andfech-  |actve prijests. aged?
nology; both.current
and planned?
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Table 81 Strategle Planning Touls

Cussiions

wwmmwm Tool | Where ] Whoee [Howdo Purpons ] Result
g are-we | are we | weé got
| going? | now? | thers?

‘What coiiton von-  {Develtp & dominon
cepls have wé defined | language and conteikt
and provided & frame- |for the program.
work for? Did we
includs “Custorer
|\ Expetiencs Maps™?

Flan 1- X Have we ideniifisd top |Identify die starting
puiorities based on project aid the next.
imiernal sndexternal  [hwo to dwee planned
information? ﬁéﬁnx

) - Did we produce a Inital projects wmm%
g . . - : roidmag of when pri- beeh planned, scoped,
, : orities will bappen?  jand died.

Have we uncoveied the B prepared to reduce/
specific risks thaf cur | eliminate risks before
CRM éffort' i Hkely to | they actually gccin

jface? ' . /

For the balunce of this chapter, we will take a dotailed took 2t eaich of the progess sieps and
the tools that are usd o Sccomplish that siep.

8.3 ﬁ@m@mmmm Duta

Let's take a closer logk at how 3 e zach of the dats collection ools thut hislp us find answers
to otir three straegic questions. Fven though the sustomer mustbe the central focys of owr CRM
planning, we will not start by collecting information from: custorness, Tnstead, we will begi our
assessment offort with e Internal § fmterviews. We start here for several reasons:

o Thmes 105 the easiest place to staft 5o we can get going mmmam%

» Cosis it's mporiint {o understand your company’s Surtent vision of Ggm how it
ﬁ»mwm with the organlzational divection before you Start speading the money o assess
nm&oﬁmﬁ and competions.

= Beope: Yot first need to know whiat your company Hdentifics as your CRM focus, and
ihen find out whal your customers think, A totaily blank slate presented to customers
{tell us what you want) fsn’t likely to deliver nctonable resulis.

r——
gotipeting Dl 187

Al projects are affected by the three constraints of time, cost, and zcope, Time répresents
how long you are willing to wall for sonie results; cos? is obviously how much you've willing to
5 s andd stope defines vour expected fesults such gg featiges, performanoe, ete, We'll beconis
very familiar with these hree constraints a5 we sfart 1o uriderstand the tradeoffs that need 10'be
made dorng. the. m@%w planning and infrastructure m%&mnﬁmﬁ vw&ﬁ.

Sat now we begln wilh inigmal data collection, which lavoives two components! inier-
nal interviews (focused on people and processes) and a system inventory ?%mﬁwnﬁﬁ and

seohnology).

2,21 Internal Interviswe

Ag we've discussed, the internal isterviews are Important because they help educste and
shape the organization’s expectations for CRM, The interview process also provides some eriti-
ool insights sbout the Sompany’s current state. and fatiive goals. We will consiruct our interviews
so that we get nformation about bbth the current state and Tuture plans.

We will develop a standard interview template that will be used consistently throughout
your ssezsments. This.allows youto gathier informaticn that can besummarized 1o provide real
jssights inte mdjor concerns of your business. The basic inferview questions will beasked of all
partcipunis {exesutives and other emiployees). Depending on the sizerand specialization of your
company’s business functions, you. may also have a few questions that ars aimed specifically at
arepuiive wﬁaiwﬁ? of Justata single function (e.g., sales or.custpmer servives),

You need 1o be sble 1o complets sach interview in shout an hour Y6u also want to be able
to suruparize and poripare results across all the interviews. Both of thise requirements indicate
that you need to bave a faurly structured interview and avei Jois of sweeping, open-ended gues-
tions. This cati bé hocomiplished even for the broadest concepts like business opportunities and
dsks by forming he question to request s ypecific nimber of responses (M 10p thres opposiuni-
tios) sod gpecific mﬁm.mwm&m (for the coming year, or in the nexi diree to five years). On the
other hand, you want o »wmw ire creative perspectives. Oue of the wost effevtive questions 16 ask
during your internal iithrviews Is “What are the thee stupidest tings we 40 10 our customers
today?” This question E%ﬁmmwm the predictable business wain of diought and usually produces
an ewbarrassed laugh as: ihe géars start to eagage. Conerally, this question efieits sotie really
thoughtful insights about some of those dead clephants that-ars seldom meniionad,

. Drisling the: Internal imterviews, you will also being gathering formation aboust TRM
&%& prijects {formal or skunk works) that are underway. You will ask some very specific
Juestiofns about pames of current and plasned CRM efforts and who owns them. A suismary of
the wpics o be covered in &mmw intervizws is shiowa in Thble 8-2.
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Table 52 The internal Inferview -

.m_wwﬂ%

Purposs

What to Ask

Compuny's overall
shorie and Jong-term
strategic direciion

sWhat do oub infernal and extemal
environments and current basiness
sirategies ook lke?

sWhat is the brand strategy and pel-
miary value for customes?

What are our CRM crganizations
and Jocations?

eHow sirofp is the alignment acivas
Deganieations?

1. What are three o five business
objectives dnd opportunisies plus
business risks and isgues for (1)
“today and (211 thuee to five years?
2. What i3 the predomitiant value
(brand/discipiing) that our company
offers td customers?

Fusetional drection
Yong-term o for the
upconiliyg yeay

o Picture of ihe busizess objeutives
within each Tosidtdonal area ’
o How aligned wre we!

o “With iie whals coinpany?

o Within the funoticn?

o With other fanbtions?

1; What ars three to five goals and
cbjectives Tor follay and future Tor
your Fupctitn? o

‘2. How do these ojectives aligh g_,_‘ ,
with the pverall business .%.mwnmﬁ%
3. Whiit curient and near-lenm ous-
tomes contact effirs do you have]
Who is the contact person? /

Abdul costoingrs

o How well does the company undii-
gtand our sarent/future customers?

o-Aie we Teady 1o segment and Wit

‘mizasiie ts moEt valuable?
e Ave we ready to set the Sage Tor
having costomer nesds didve of

fuluge CRM effors?

1. Impirtant cuslomer segments,

Wibw dre they identified, ars ey

effective, are there different xpects-
“liong by segment?

2. What are U8 stupld and Inconve-
sifgnt things we force our custonuers

.40 today?

CRA expectation

» Have we sssessed CRM under-
siznding and alignment?

& Can we identify the value of CRM?
» What are the ot critied] prjects
and where we should begin?

+What ave the Biggest risks fo pro-
gram succesi?

1, What does CRM mein?

2. Wiat will-k do fer your company,
yous funcilon, dnd,your custoiners?

3, Whar s bighest CRM prioity and
why? '

4. Ao fhere any other CRM-related

grojects snderway? Who ls In chaige

of {iese; projecs?

A sample of an interview survey that was used by a Ewmkm% company in a recent CR3

steategy assessment can be found T Appendix C.

mettaating Dals
poligsting 428

8.3.2 Systems nvenfory

Information and tectinology play a critical role in CRM. In order to plan our program
rondrmdp, we need to know what customer informatica we slready have and what customer
rouch pofnl systéms currently exist, We also need to uncover what projects are pladned or
iready underway, Information for the system inveniory is gathered inifially from the internal
rerviews, You'li learn about many projects that don't have official siaius yet by asking shout
vd-related programs and touch points. .

Armed wiih this knowledge, the team will again develop & staidard form to Build & coime
jete tnventory of all custorner touch systems, Your IT Department will be-a mgjor mcmﬂnm.ow this

inforzeation and may be responsible for completing the invéidory. You will learn about sonie
CRyellorts dudng the internal interviews, so you should foilow up with the business project

=
=

3

manggers o cuihplete the sysiem inventory,

Like the rest of our strategic planning efforts, this syster: inveritory is conducted ata very
high level. You want to know exactly what's wp and ruaging, what projects En..m%ﬁ%mﬁ and
vhat Ts currently being planned. You need to understand what kinds of inforuation aré eaplured
i which systems and the complexity of the current and planned technical architecture. Of
COWSE, Information Technology may need to gather additiona! detalled information as part-of a
%@Lma projeci, but that is not necessary for the strategic plan. You want to-get enough infomma-
mom to undergiang e geners] landscaps and know where to go if you need more inforinstion.

Exampies of the kinds of information that you need to gather to comiplete your inventory are

shows 1 Table 8-3,

Tabls &8 Systems bwenlory

- System inforpmation Technulogy
HEE _Customer 1D (liame/sser TD) Hardware
.mmwvamﬂ _ Contactinfo (a4 m.wm.mm\uwammwmﬁamuilb ‘Size (GB)
Huginess Unlt —Company info {name, size, indusiy) Soltwire/database

- e Thappiime . s N - .
Comlgos Personr —Cwaed protucts {surs/competiions) Closed or ojien archiiectuie
s e N T LIy Sy ai i L Lyl 3
_Puichased service {curs/competiions) Customer contact (e.g: web,
Hve,in __Suspsct/prospacictisiomer #hohie)

Ami il e g wer d ’
L(w wpinent, _ Deals

Lochtiv

. This high-level inventory wili be the basis for undersianding what customer Information
v currently collect, who is responsible for it, and where it's being used.
833 Cuslomer Survey

» The purpose of the customer survey is to understand what is working for your customers
and what isn’t. You will gather information from customer feedback sysiems and any ¢uirent
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customer surveys that have relevant information. You will waat .8.%..@ mww&a%@&mn m”&wwmﬁ
survey as weil, The customer survey mugt focus o the selgiionship .@naa mm. m@, M%Mﬁﬁ
experignce. You shouldn't ask questions that are so Opedi-snded fhal you mmnmwﬁ .ﬁnm.c. a¢] ol
mmﬂmﬁm u@m‘% st going 10 be able 1o fix 85 purt of your CRM uwmg.. Table 8-4 mhz.% cmm.
example of how to credte an eifective bul short mﬁé«.mwmgmﬁ m.m@.,w wo..mmmﬂmmﬁ ﬁwﬁ M wwmwﬂ
tant §o you cusicmérs. This type of survey is wsually conducted by phione, but could also
done online,

Table §-4 Customer Survey

Touch Point 1. Broadcast 1. Mail
.. 2, E-mail 2. Event

3. Systematic 3. Phone/fax
4, Irifernet 4, Persohal

Life Cycle Btage Consider mmmmm .. .

, & Awarencss/inferest & Ingtall . Hﬁ

o Investigation w Lsarnfeustont |
Purchase Use : ﬁ |
s Dvaluaie/choose e Operatd/mainiain’
o Orller/purdiaze o Upgradalretie

Burvey 1, How Tiportant is dowck poins in helpiog you 5

{repiace (he words in itlics with one of the - WCcwsplish Jfe ¢ ele stage

choices frog the ppprogrinte Het above) ) . o
2. How well does tuy fouch polnf comintaticaiion
work for yowfmest your Bfe cyele stage needs?
Not.atall 123 4 5. ompleisly

This very mwﬁmwmmﬁ(@w 15 nﬁ.ﬁ%ww& by using mww T Srvey m%mm.@mm_hw&w .m%w MW muw W%M
eyclefiouch point comblnations you want 1o lsar sbout. The survey s m.wﬁmmw encugh the wﬁm
could easily expouts i yoursslf, Howeves, 1 you tire ,m.m,mm@mmmwm mﬁm i nmm.h.?m wém. youca
ask additional guestions that will help you guther some conipetitive %@mﬁﬁém@ woll s

You shosid supplement this bivad customer survey ..é.wmg suHe E&wﬁmw %m open-ended
futerviews of a few &f wmﬁ, o6t Important nu%@%ﬁwiémm?ﬁg mﬂ.gnwg@mgﬁwm a.w. mm@ ww
your imporiant customer segments. You still capture the saime basid wﬁaﬁwwm@m. bat M,mwm Mw.m..mw
opportunity io gather soine helpful subjective pesgpeciives dd ,wmmq w..aﬁ.w can yleld mg.%‘wm«%w. £

The personal interviews can even help build relationships, but it can also .mmnEm if you
don’t at least follow up. (even if you can’t act) on the input. Omiﬂ wﬂwmm”mew%w% of informiltion
are any castomer surveys or customer feedback you had gathered at ai earlier time (e.g., 2 web
site satisfaction survey).

sezanslig Findings 3

834 Competitive Ass

The soshpetltive gssessmant nformation can becoliected tiough the same cusiciner sue
vey described in Table 8-4. Of course, to be effective in gathering coimpetitive data, Jou el to
commigsion an independent third parly (o ask these questions for you. You're not likely 1o gei
W@M%mm.mﬁﬁ,ﬁm if you go 1o your customers dizectly and ask how you compare to YOUi Cofit-
petitors, Thiz would mean that lnstead of asking about “our” cempany's touch: pofints separdtsly;
yeu would Just have a Yt of compaaies to add to the life cycleltouch pelat mix. Of course; e
Mwm tae tompanies would be yours. The purposs of the canpetliive assessment 15 10 undersiand
siow well you are Qoing in the various CRM areas in comparison to your competitars, Table 88
siows thé questions you would probably add to the survey.

Tabie 3-8 Competitive Assessmern

Creats a list of three or four of the'key competitors that you're terested tn
comparing, Of course, you H add your own compaiy o the 1ist,

Company list

1. aﬁ.ﬁm COmPAny's louch polnt has given you the best éxperience” Why
was it best? .

2. What company’s louch poini as piven you the worst enpérience? Why
was it the worsi?

u.moisa:n_ommax% _.ua,_aqSﬁﬁmumnmmen?oa E.&%nmwﬁm_,wwo;cﬁ
ineet your life cycle siugé néeds? ,
Notat all 123 4 5Complelely

Sepondary rédearch provides snother pood sourse of com giilive information, Fhere have
seet numerous. siudies 16cking at the rélative effectiveness of the various company touch poins;
especially the effectivencss of a company’s Internet presence. You can also do sscondary
resedrch yoursell, but the broad reach and experience of mony consulting firms may iake a
thivd party & better cholce. OF course, like working with auy consuliant, it's you who must decids
Wit you want 10 Knowi

Asesgsing Flndings
i

Usliiz alf the ififormation you have collecied iniernaily and exierna 1Y, you now want 0 suining-
rize what you have learned and analyze your findings o produce ihe sirategy. All programs, even
those that don't involve technology, follow the same basic assessment iteps: consolidate Sndings
aid abhalyre resulis,

Allof the following sets of findings are real, altheugh they are not from a single company.

We will be learuing from XYZ Corporation’s experieaces throughou the rest of this book.

XYZ Corpuration is a medium-sized company founded in 1992 and headquartersd in Chi-
cago. XYZ manufactures and sells envircnment management equipment (electric fans), as
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well as envirohsien: management consulihng and product supppet to. & broad range of custom-
ets, Thay produce very large “systerid” [combinations of thelr large scale B0, and D0 Serles
Fans, plus cofisulling aid support services) fo & wite Jangé of customers, including gome af
the Frtune 50 ag well as many mid-sized companies arovnd the world. XYZ also has 8 few
produsts that aré argeted at consmners and veiy smull businggees. These liclude the very
sitiall 100 Seres fans o5 well a8 pormble (100F) and solarpowersd {1008) models. s

The XYZ examples given have all actudliy occurred, but for a nusiber of companies of dif-
fering sizes, businesses, and geographic locations.

844 Summarize Findings
——— .

The stasting point for the plan is the sum of all the information you've collected from ous-
tomiérs, competitors, and your company ilself. Let's review all the results from XYZ Corpors-

tion's data collection efforts,

Internal Interview

The internal inferviews give us 2 pictaré of where the company i foday and where it weands io ¢

be. There are two seginents of & internal nterview findings: Interview sumsary and 1k summary,
The Interview Summary highlights the Key topics that wete covered by the interviews. It

is very lmportant to clarify sach major point with direct mmﬁww yoa heard, The guotes will make
your presentation more alive and will Tend credibility w0 your findings with recogaizable lan-
gudge. and phrasing. It also anbther opportinify to let your constituents feel involved and.
trclisded, Table 86 summarizes the key fesults from XY 2's internal fnterviews,

‘able 546 WYZ Corporation’s m%ﬁm% Bummary

ol mmaﬁ.@% Guntes Cangruenss

Giow revenue to 5106 million ‘High

Profitable growih

Business objectives

New customer sefling modet: soluions, Tnstalied
baisg, not just boxes

Execute o clhinnel strategy. Customess ase Confused
by our multiple chanmels with different messages.
MNew vertical marke: product categories

Business opportunities

‘Markeiplace consolidation

Comgpeitor price gouging

We don't kaiow who our most valuable {profitabie)
cusiomers are.

Curest Infeastruciee dossn’t support osder snd reve-
nine growihi targets. Iimprove Sales Force productvity.
Too intesnally/product focused

Business 1ssusd

suesnolng Findings: 133
Talls B8 XYZ neﬁaﬁma@ alerview Summmary {Continued)
Tople Interview Guoles Congrusnce

Supld things wedo o
Gureusiomens

Can'i secognize customars across all tovich pelnts,
Don't know who they ars.

We “sell” CRIM solutlons, but.we don't use them. We
miake it difficull to do busiiess with us (buying, sell-
ing, support).

Leaves money-on the lable (iastalled base upgeads and
cross-sell opporiunities)

Laptomer seginentation
and valdation

Industry ssrdents no longer useful; seed pew
dpproath.
Pariners

Customier recognized whersver he inforacts Low
Just soliware: SF automation, call cenier sutomation

360° view of customer

Loyalty, retention, Increased sales

Sales sees sveryihing o
res
Scoring/measuring custosmer value

uf thelr customensfierrio-

What will CRM do for
Yz

Mateli cost of touel poini to value of customer
Can’-reach Snavcls! gouls without it

Whyre should we stan?
What are our piiowites?

Get a Guick win, whatsver can be quick
Customer datsbuse

Personzatized wel siies

Tosal touch polnt and system Integration
Sales Foree Automation

Customer master fiie ("the bible™).

Segimeéntation stiniegies

Very Low

m You notice a column labicled Congruencs In Table 8-6. Conigiuence; the Jevel of coiipany-
wide agreement on a subject, is a very important piece of informialion to know for each of tese
key points covered by the fnlernal lnterviaws. Any area with a low score is a putental risk to

project success. Low congraence [ndicates that everyone has. a diferent set of expectations i

=

this arce. High congruence is an area of sirength that can be leveraged to build understanding

and-support.
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KEY IRDEA

High Congruence = High P

For exaiiiple, if everyone in the Grganizalion knows eaactly what your compainy business

goals are, then you tan leverage s strong congtushce by mwoﬁm.m how your CRM mmdmgg._wm
direcily aligned with and supports those gosls. I your commipany’s view of business goals vasies
all over the miap, then you have hothing with which'to aliga.

The Risk Summary is the other output from the internal lnterviews. This is a critical, bot
cfien wmw.em,m% to propare for the worst, Tf this worst happens, yod cat have your head
in the sand and it can wips you out, or you can bé well prepused so that the fmpact is reduced or
even eliminated, Tust 2 people don't want io wilte a will because 1's such a downer, many think
it’s too negative 1o focus on potential project risks. But the Spposite is wee: Rather thun being
too negative, thinking sbout potential risks doesn’t make mwﬁm mmwmmm“. it helps you wé_ﬁ them,
If you have thought about the potential risky and undérstand .ﬁ%.mﬁmmﬁ you can ﬁmmm@. mmmw
Lmplement ways. of overcoming or avoiding theni. (Okay, the parallel ise't perfect. A will
doesni’t guarantes you sternal 1ife, bui af least you m%m. soimie control aver what happeas to your
“spuff” when you go.) Al the very least, being aware of program risks will ke you sensitive 10
ihe early signs of problems, Znd You tan siop them before they ve really derailed your prograsm.

Tuch risk chould be aesigned g pwaern, This is an individual who will take responsibility

for seeing that the fisk is resolved by providing any necestary plans and TEROUICES: Table §-7.

Yhsts X¥P's koy rick aress,

Tuble 8-7 X¥Z Corporation’s CRM Prograsm. Fisks

Htok Aren , Gustes Twnar
§posisership and Meed prasioniate sxeChtive sUppOiL , Havier
loadership Sponsor ivust make 8 Hnancial commitinent and STICK WITH Y

over ihe long hail.

Sponsor must understund that CRM lenota quick fix and nesds
execulive cloul.

Not enough people understand CRM.

Planning ) Plot having o strategy and plan Yoianda
‘No means of intemal torununkeation
Scope creep, project management

i

ausbelng “indings o

Tatie 8.7 XYZ Corgualion’s CRM Program Risks (Continusd)

Bk Ares Guoles Owner
Ougarization Continuing with silos i Kavier/
’ Too inwaid focused i Zeke

. . , .
ﬁmMWmm\m geograpties, bul'too UK-ceniric
Coufliviing Funictions! busingss maommmm

Techmplogy Don’t have ann overall Kﬁﬁommmw/m@wwﬁaﬁ. Yolanda
Do we really peiveive Ixformation Technology as a sivategic
weagon?

By the way, let me introduce you to-a few members of the XYZ mianagement tehn, Xavier
is the Vicg Presiddnt of Sales and Marketing. XYZ is lucky iliat he is a chitidmatic leaderand 4
very tovolved executive sponsor for the piogiam. Yolanda is the Chief Information Officer

~

Yolands hag an MBA and has had extensive experience in business plansing, findnce, and IT

management befors taking on the CIO tole. Zeke is a senior marketing mansger for one of XYZ
{ogporation's product Enes and has been assigoed the organization-wide responsibility for CRM.

System Inventory

Thiough the huernal Imerviews, we learned about the sysiems that are part of the con-
pany’s 1T tafrastructure, as well as those that are being bullt on or run outside of the IT main.
sirednd, We'll gather this kuowledge of projects that don't have official status by asking about
CRMerelafed proprams and touch points Insiead of IT. Armed with this Knowledge, the team
will contact each of the project owners and complete:the system hiveatory. .

%wa svatern leventory gives ws kpowledge of whede we collect customer information
wday. Most companies: have hundreds of customer databases, many of which are redundant,
inconsistent, or out of date, with more being planned, Laige companies are lkely to numbsg
thede chstomer dutabases in the thousands, Even small companies ofted have muitiple customer
Hes. Each smployee generates his or her own account Lsts, e-mail directories, and spreadshests
o support hisfer business. In Table 8.8, we see XY Z's systems inventory.

7,

Tebie 8- AVZ Corporalion's Syslem lventory

Process Visible benefits (stick and canrol) - Zeke
No culture of vonsistent processes

Byaty
M.mgmm Sintus Purpose Funclion tnforimation eackags
CORMIC Live Order admin-  Coiporate Customar Home grown
istration Markeling Compaiy
Product
Sales-$

Discount-3
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Tabie 8-8 XYZ Corporation’s System Inventory {Conlinued)

.wwwmw Stalus Purposs  Funclion  Informefion  Puackage
oM Live Order Corjorale Customer Home grown
CENTRAL . - Custoier Matketing Company .

Master Contact points
SFa. In SF Automa- Cosisumer Customer mmowwm_w,. A
development  tion Sales Account
Territory
Dieals
Chanasl
CRM Planned SF Business-to- Cistomer Package B
Avloimation business sales  Company
Accolm
Tenitory
Dreals:
CRR Planned . Call center Suppoit TBD: Package B

H¥2 5 acreally fuitly Tocky midny cosipanies have several hundred customer Systenns gy
tiibuted throughout e diganization.

Customer Assessmeit

The custome? fssessment 38 complled Trom your exierndl Surveys. After you have define

the life cyole of your cusToMErs and IeTHTEd CuiTent (and Poleniiar touch peints, you will s

your fustomers witich of these gre important supports for eich stup of thely Jife cycle. Figaes 8-

shows the relative priorities for one of X'Y2’s cusionies seginents, .

This disgram summarizes average responses froin all ciistomers on the Imporiance of th

touch point For each wtage of the customier life cyéle, Later, we will use i io hielp us set ou
project priceities,

7 eenusing Flneings 127

| Consider | Purchase | install | Use
_ Bl

Parsan
Bruren!
Fax

Gngaloy
i

el

System

R

Eymalt

Low. L Wedlum- B

Flgure 553 XYZ's customerpriontized touch polnts

The Competitive Assessmiant

The compgtitive assesgment is also created based on feedback from cusiomers and second-
ary research, MNote that there may be cells for which we haveio luformation. Some of these
mmissing colls are not importeni encugh to pursus (uch & mall o e-mail ducing the purchiate
stage), Cthers, Hke'mall and email during considerstion, we want o confluue working os. But
what's importan; for nbw is that we bave snough Inforraation to-get started in understanding how
we're doing compared to the competition, Figure 8-6 shovws XYZ's relative position compared
v its competitors & Judged by customers and the markeiplace,

Together with. the customer survey juformation, the compelitive assessment hielps us
understand whers we need to start,
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Figure B8 Competifive assessment

Plgors BT XYZ customer Identifed pibrites and gaps
842 Anslyie Findings
Mext, we st analyie all thess Andinge to help vy determing what aeeds 1o be done, When

it neads 1o be done, and the how it seeds io be doss, :

Caps

The custormer touch point matrix provides a piciure of the various média that your com-
pany 15 curzently using o Intersel with your current customer segrments. Figure 8-8' shivws
M.ﬂmm custoiner experiince mafrix for twoof its original industry seginents and for consunmers,

AS you can See, XYZ discovered that there was virtually no difference in the way it was
mmmﬁwmm industry experiences; that's one of the reasons they decided o rethiak deir segmentia-
iion dirategy — they weren't using it anyway!

.. Using the touch point matrix and the customer priority imatrix, we can identify those areas
which we aré nof taking advantage of and which the customer finds to be most important. We
alse cant identify the aveas in which we are doing the poorest in comparison 10 bur tompetiiors
These two tobls form the basts from which all future CRM picjecis can be pricritized and mea-
sured. Agy-project that might iouch the “large busingss™ segment must be govermied and mea-
Stired by ehis Cusiomer Experience Map.

FPricrilies

“To help identify your priorites, you will look at several fuctors, The first pisce of.lnforia-
flon comes from combiplng daw collected frof the two extermal asedssmeints. Flgurs £-7 iHus.
fraies his technlgue: Start with the Customer Performarice Rating, and highlight the cells that
the cusiomer indicaicd wiie of high imporianice Tof hal phase of the lie cysle,

If vou're alresdy dolng beler then competitors i certaln areas, then even if your custon
ers aren't delighted, you may not nized to start there, You Il probably wart 10 star] yOUT progran
in an area where you'se nol GOIGE S0 well. sure, the ared in wiich you'té oiislanding s 8 Com-
potitlve advantage, and you want to maintain that advaniage. If the competition is caicling up.
then you may want to widen your lead. The point {o rememmber is that the competitive sssessment
step will give you the information you nesd 1o make objective decisions about where to start and
whieie to go nexl.

m&%&m& Findings _
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Flnaneke Bervices. Talssommuniogtions Sensumer

Sonsider Pumhase] Inslsl Uey g loraider Fubhase) intel Uay GlenddenPuichase) Instal | s

Figure 88 XYZ's cusiomer touch pali? malrhl for fhsse seyments

8.8 Crasiing a Strateglc Propogal

At the end oF the mm%ﬁm assessment, you will have summarized and analyzed everyiting vou
have Yearned trough your interviews, strveys, and resedreh, You will have & dogument surins-
sizlng what you lewrned from ench of the Tour data collsetion wols Thase mm&mmnﬁ will be used
i mmﬁﬁn@ your sciusl strategit proposal, which inctudes your recommendations of what should
be done and a plan for how io get thesé,

851 Strategle Recommendations

The sel of stategle recommendaticns desciibe Where you propose that your company
shiculd go, Recontimendations are the “what” of your sirztegy and will éover all of the following;

e Seope (nformation, process, technology and people)
* Crgenization and goversance (ownership, standards, customer experience maps)

¢« Conimon Concepts (Sefinitions, famework)
s ey

apmm——————
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we will look at each of these recommendations in more detail, but resncmnbior that at the
spategic plenning level, we ake still looking down from the 160,000-foot level. The strategic rac
ammendativne will be very broad. We will spend time determining the spacifics as we work on
asch individusl project.

.wneﬁm

Boope sels e xemwmmmwm for your efforis. It cuflines the informalion, piotésses, teckintl-
ogy and people that will be included i your CRM prograin. Of course, there will be fmpuct
acrosy the entire company, but the scope (focus, investment) i8 Mmitted to tose people, proe
cesses, dnd 50 on that divectly luteract with the customer, At the sirategic level, we don't have
snough detail 1o actually Build a system, bt we can draw a highi-level pictute of what will be
covered by our CRM prograc. As edcl projict Is launched; we will prodicd a detaited List of
actial date cleinefns that we need in eacli o resolve the current problem or opportisilty.

XYZ's strategle sesulis for setling scope are covered in-detail when we look at eachy of the
fpurcomponents  depth in Chapters 11 iliwough 14,

Inforinailon o the strategy level is a high-level outlie of the stuff that isiperiacy for
auf gompeny 1o kaow sbout. This “stafl” includes:

e Péople—cusiomers, tmployeds

e Pladeg-~-countries, cities

o Thisgg—-products, sguipment, luventory
o Tdeas/conoepls—targels, plans

Process at the strategic level will usually be a list of those muarketing, salés, service, and
support precesses with which a customer interacts diveetlys Order mapagement, caslomer sup-
pors, and dirsst marketitig, forexdmile, CRB doss not cover R&D o product quality, although
thest dlearty do bave 3 strong ihflusnce on the customer experience

- Fechnology Inciudes all the systems that currently of are planned to suppoit CRM pro-
cesses aiid deliver elements of the castomer experience
- %@@mm& inclulle those who work in sales, marketing, customer services, OF product suppost
atel who sielnvelved in the CRM processes and/op those who inicact directly with customers,

The detailed scops for each of these components will be esteblished for each project as the

project defintilon phase is launched,

Grganization and Governance

Crganization and governanhce is a critical element of the strategic recommendations.
Betauge CHM impacts multiple fanciions, you cannot besuccessful unless you have widéspread
ungdessisnding of and suppurt for your governance plan, Whethier it 15 a4 single individual or a
stedring conunittes, they must have the POWER to make and enforce decisions that impact the
{ustémer. Too many mm”’mm_ Chief Customer Gificers (CCO) or Steering Commitices are idenii-
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For sach project, you will define specific business riles and company standards thaf sup-
port each stratggle principle, Individuals Biroughout the organization must have the appropriute
. guldancs and training Specific metrios will be established.

fied but are given no authority to enforce their decisions, This Kind of fgurehead position doiug
lip-service to CRM principles will never lead to successful implementation of 3 CRM program
The. authority given io the individual or grousp must be real, and it must be accompanied by the
responsibility for delivering success, :
Orgenluagion for CRM van, 51 said, come from ap individuil, 8 group, or & combisatio
Because thers i3 seldom a single Ind dividual with fesporsibility for all the CRM funictions, mos
organizations today choose the committes approach. But there is 2 real donger o the, ﬁwmmm.mmm it
the steering council members are hot placed high enough in the organizaiion and don't have
enough clout i make change happen. :
Ancther danger js.that the CCO or ihie council members are o liigh in the organization
and don't understand enough of what CRM is and what's needed to make realishe decisions and
wonitor resuliz, Be wary of the emperor with no clothes! As discussed in Chapter 7, tiis s th

best structure. for CHM loadership:

‘Common Concepis
. ﬁwﬁw\m.@% SONCEPiE arg how we w..wm acorpnch vadersiandine of Gui-cumend stale wud
Biictce %Rmmaw. Thess cutnon Ema%w provide us with a commnon visioh and. mewmmmw for

anderstanding ﬁwﬁ%.&m re golng, whisre we are, how we plaa to get from here to thefs, and a
consistent way 1o understand our progress.

Definitons s a celfeal element of your CRM prograim because they will meke up 8 come
ot lenguage to describe CRM that everyone In your company understands. We discassed the
imporianee of 2 conimon languege in Chapler 2 when we cteated tha definiiton of CHO that we
- npve used hroughout this book. Remember, if you don't &ll agyes on what CRM is, yuu can
Cpever be sure that your approach iz widerstood and supported. At the strategy level, you may
reach agresmnent on valy a few definitions, such as those shown in Table 849,

s A senlor mﬁnmmé sponsor with visibilify who acts a8 program chamion
v A Chief Customer Officer or CRM Cowssicl] made up of seaior functicnal mgammﬁw
who have authority and rasponsibility for the program and are highly lavolved an
knowiedgeable .
* A program team thet knows ihe day-io-day details and can ralse cross-fanctonal issw
o the steering council or COO .
. ﬂénow teains that do the sctial work (Profect teams include bioth IT staff and busine

Table 8¢ Common Vocabulary

Definlilon Puripose

Chi You mius define the asiy of @ conunon understanding and éomsvon expectations
for what your company means by CRM if you wanl yuii project 1o succeed,

people. Thelr relaiive project involvement shifis from phase W phuse of the URM Custorer {pros- Evesyone knows what isncleded I the term "tustomet” It's the C in CRM,
cycle.j: pectisuspect?)
The size and complexity of s structure varies dramatically By e size of the Compan - Castomar seg- You st identify the luiportant groups mw. isboriers (& sligle pordon, buyers of
: wmens corizin products, o group of customers with simiiae chagneteristios, gro.) that your

aud mw the TRM program. Just-be sure that you have all thiree functlons coversd (spousor, le
erihlg, working team):

Governance includes mm thé mdmwm. @%g%wmﬁmm. mmmmﬁm. wmm s on ‘that SREUFE the
vngoing SuCess of your CHE progmnt

b m.w.wwmw wihis 1 west Independent of one ansiier

e mw_wﬁaﬁ life You must deferming whethér your sustomer B oytle represems your lnsehna!
cyels plsgective {such as murkdl, sell, supplit} or your custoniei’s perspestive (8.,
: “wonsider, purdhiase; ele)

« Husiness principles are the bylaws of your CRM program, For each project, you wil
" define specific business rules and company standards that support each principle. Atth
time you sei your sirategy, you wiil heve established only high-lovel principles such
these (denmifled by XYZ:
s We will kdiow who our cuslomners ae.
» We will differeitiate our customers and rest our best customers best,
o We will deliver consisient weatment across alt CRM functions.
» Regponsibility for delivering cusiomer experiente needs 10 be recogiized and widely
comimumicated {up-front communication of whio Is responsible). .
s Messurements need 10 be established. At the steategic level, this might be %wm@u@m 88
an inciease of overall custonier loyalty of a cerain percentage.

. Fouch poisty Vou must define what . touch point Is and which ones sre Irmporiant (o you

N Ag one exmnple, XYZ decided wiva very simple new framework for costomer segments-
“ton that it believed wias 2 much betiér mutoh for how they wanted to manage relatlonships.
: Customer segments had traditionally been-defined based on industry. One of the issuss
. raised during steategic planning was that they don't actually do anything differeqtly based on
indusiry segmentz. There had been an carlier plan to custosiize solutions as well as sales and
Smarketing campaigns to targeta vertcal industry, But thal plan was never put into practice. As a
result of the sieategic plasn, they have three global customer segments. XYZ assigns its customers
e #obal segments based on the criteria in Table 8-10.
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Table 8-10 XY s Stralegic Cuslome! Ssginants
Segrent

Buategle, large, naned conpanies

Assighment Sriteria

People who work at companies that ave pul on fhie lisr because
they are the most valuable 1o XYZ

"

Smallmedium companies ‘Peopie Who work at afy compay not on thé st

Yomie for personal use

LConsuiness People using producis.al

Using these now sogments, XYZ was able 1o define its goal cusiomer experience maps by
custoiner segment. Figure 8.0 shows XYZ's customer experience map for its named customers
Ti shiows Both the touch polnts that will be used for named dccounts and the experienics standand
thiat svill be monitored 1o énsuie that the approprisie level of experiente i delivered:

Using the information Trom the caltomer and competitive sirvey, a5 well as car
sia] kriowledge, we can dofine what types of experienses we want to deliver o different custome
segmenits 5 seen in Figite 8-9, Reviswing and approving e experience standards is oné of the
yespinsibilites of the Stesting Coftmitiee

1
i
own inte

Emmﬁm& mﬁ@wgm ﬁww
L

ife Cycle

- Customer
Consider _ Purchase

I

Figure 88 The named scoountd custbmer expeiience mgy

w&%mm ¢ Frategls Proposal o

Wy create these and other definitions so we have a-common way of Jeséribing and under
sranding what Is being worked o, As you begin project work, you will develop common defini-
w%m& miore detailed items such as'Revenue, Coat of Sules, ete. You will build a dctionury of
FRR terms thet mean the same thing across your sntire organizadon. This mesns that, mé.mﬁp
when anyone looks at any veport, they really undarstand whaveach detal! shpans.

Dioes this medn that all your business people must learn aboul data modeling? Mo, it
doesn't méan dat. But it does mean that the business-can't completely delegate decisions .Mm._...w
they have fo rétaln ownership of the key daid and what hey moan becsuse the business & where
the knwowledge it luformation Techaology can help you define the framework and mwatnialn Se
dictionary, and, of course, they must bulld any new databases to maich.

The CEM framework Is the image tlat brings all these elemerits together, Tt shows the
refationship betwéen the customer and the Tife ycie AL copler, wilh touch poins 7 CRM
@Wmﬁ%ﬁwawm srganized arcund thém, 1 s buili to idensity which of all these CRM program
mwm%mmmémﬁﬁﬁaﬁgm.Euamw,wm%mmmwm&méﬁnmmaﬁﬁw mwwﬁmwsmcwwmﬁ.xﬁ .noéoam.

v

zily,

P

don’s CRM framework.
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1a8
many prigrams ars lavnched on the Basis of wmma.\mmwmm everything. This is a waste of: e and
money and significantdy slenates those Involved in e project. After you have identifisd where
you want o be, it s surprsing how many cuirént projects can wn?mmw be chaninelad in il right
digection with a Hide Emmwm; and effort. Of course, if there are investments being made. mm.mmﬂ,m
that are not lmporiant 1o your cisiomiers, you should take a serious lock at thers. Table m.r:
shows the results of XY2Z's program prioritizalion efforts,

Vour fnternal lsteeviews will revéal which concepis wmé Emm eomings understanding
4Cross your.company. These will be the mést lfiportant mgamﬁm nepding clear and well-com-
muitcaied darificaton. .

8.5, w “The Plan
Thie guee planiyg, Ngwm mmﬁammmm soadmap, and sk mmmﬁwﬁm@ﬁw are built mmwwm resuite
coliscted during the assessments. Your CRM strategic plan will be bailt wound & project toad.

Table 510 %ﬁmﬁ E&mﬁ Frivrltigs

%.@. governed by youd basiness. ﬁﬁcmwmm. and wmvnmmﬁgw@m by arisk Enﬂammm Sirabogy. Yoy
plan will E&&m these uee elements: project priorities, E&wﬁ Bm&mm? anil project risk plas. Froject Area . “m.w% Frivvity
Voles
mw.@,&&mw Friorities rs ﬁw,w%m‘ Personalized EMEEQ. “We sell CRM mouma%y but don't sse e, We g
The m% and Priodities dagram we saw in m.wm%a mh is the fust plece of i ﬁmmw we will uge, websites o Em_a it u_m._os, to'do w«m Hss %NS us.
3 iorities, We wa ; BppoLio sl af has high e s
to m@&% our priotities, We want to mﬁmﬁm@s@iﬁ Mmmmm_.mwﬁ i EWWE £ 8. Conslstent cugtomer identification  Can’ :.naamEnn customers acrods all touch .
customer wﬁmﬁnmwam and wm.waw we are i 3 wesk competitivé position. Busineds imporiance . ot = 3 Jouc 5
et RS Sl A B potats, Don't kuow who ity are.
fs another key factor. _
Geuerally, we'll uncover four of five areas that mieet these criteriz, Of course, an geiunl ©. 55A: Sales Force Autoation Cusrenit fnfrastruchiuns dodsi't suppout growdls tar- 2
project must be focised narowly enbugh that it can be completed In six to nine monihs, but we . gets: Need to improve Sules Force producitivicy.
i stqoe Ti g : : he ohile 1o, 501 H tipsn losne i e . - i
Mﬁﬁ t %ﬂ at %ﬁ .v,mmmm s nadikedy %wﬂé %mmwm Wm able ‘8 ﬁ.. é. g %m& gm%&m i w M.m : £, liigide Subes Thiegration Exectiie on channel strategy, Castomers are con- 1
such o shivst tme Framse, $0 for now we will Just prioritize the business aveas, If the busineds pri- fused by oy uditiple chaunels with differe N
it
crities aren't immediately obvious (often, they are) & gond method for resolving. gifferences of | mitssages o
opinion i¢ for the CRM councit or other knowledge constituents 1o vots. Hers are a couple of T -
; E. Tdefitify siost valudble customers We don’t kiow wiio our mest valuable {piahit. 0

guod mechanizms for ﬁmmmmm. %mmm wﬁamm of priodtization:
: abile) rmvwm%ﬁnm atz.

o 13 Tk %ﬁm@% is given the same mmﬁw o1 of votes. ﬁ@ puniher fs detérmiined by
dividin g the number of lems by mm«% {15 items = 3 vites each; J iems. =7 votes ench)
The knowledgeable voiess can cast their votes any way they wish: gl for one candidate

spread evenly scross several, of Whatever,

o 1% Doliar Test: Bveryone 3 given a hundred dollars io wnﬁa...w They can pat all the
mongy on one e or spread the money ecross several ltemns {the distribution does not

have o be in equal amounts). -

. Now thit we've Identified our initis! priorities, we. need build a coadiap that shows wh
we gt the frst few projects to be and when they are kely to-be lajnshied,

Friject Roadimap

) Curr first projest shiculd be one that is »ﬂmmmpﬁ mﬁxﬁ ms.v criteria above, but.not stategi-
cal :
iy orisieal, Picking 2 mission criticel starting point is too big & risk whed you e ju Just geiling

VS atderil?

Mwwmwwu.w,m o the projieet 1o be compleisd in about ik Ecm&m ot less. Six montlis gives you the
, ility to deliver a progf of concepi, A proof of concept delivers real résults (unkike 5 protoly

which i Just 4 mock up) based on read dutz, It delivers real (if limited) fuictionality and nsmwﬁ
WM%MMMW %wm&,mwm@. wnaking a foundation for adding festures and functionality, A praject of
%%Wi : a_m t M puclect size for proving that your approsch works without the risk il you
w?mpmwﬂé mﬂw Mw that .Mm business or sponsorship has changed before you can finish, If you capy
s project thatls already underway, that is an additional benefit, but you may need to scope

Wi 1o be sure that you can deliver something useful in six months,
Your roadmap lets people know when lulure elemenis are plansed and the six-month

The eandidates are priovitized in the order of votes or dollars received, T have found the N/
3 Test to be most successful because the number of votes allowed varies with the number of
stemns to prioritized, ,ww addition, there are fewer voting nnits o cast, §0 there 1s 8 Songer kel
hood of real choives being made, Others prefer the Ides tha the vot&rs dre making a financial
investinent in thelr decigions, Bither works just fine, . _

Next, we'll ok at ihe system tnventory. What projects aré currendly uiderway or plansied -
in the near term? Identify the projects that map to the highlighted cells in the gaps and priotliies
diagram in Figars 8-7, and corpal them jsto your overall CRM effort. If work has aleeady been
siaried i 8 key area, try 1o build on it {nstead of throwing everyihing awey. It's surprising thai s

Seops gl s
Upe aliows you to deliver quick wins, This is crtical to setling realistic expectations through-
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out the company. Your strategic direction and the CRM cycle ensurs that each project heads yo
toward your desired goal and chécks for changes 1 the goal belore Yaunching fhe next projest,
Krow whers to start, what comes neit, and when it will happen. If you've ideniified projects hat.
are iikely to be canceled, you'll have more loverage if you deliver a quick win. Figure 8111
shiws XYZ's tentative project roadmiap for the first yeat of its CRM program,

The project roadimiap Is especially inportant for. organizations that hove 1ow mgmmwmgn@
around the direevion and priotities ol Thelr CRM programs. There is another useful device for
msw&%ﬁm projest cobesiveness. IU'S important to créate an {démtity foi major cletnents of the
new CHEM program.

“The tean desided to name i sew cusiomer master for its vﬁﬁgmﬁ electronlc costorner
identification or B Cid {yes, cuts acronyms are-very popular). This lnternal brand name for the
systerm or project (ofien ﬂﬁw s0me nmmuﬁﬁmm logo) gives the crpanibation & shoriband way of
ﬁ%ﬁﬁgm and referTing o the wm&ﬁg s sure: uan wil have one o twd of colfes mugs that are.
ghmilar 1o the one in Figure 8-12.

it helps team members come togethes wotnd mmm commen program gosl. And, of course,
it’s the reason thal many of us will wéver have to buy another T-shirt agaiis .

af az a3

1. Castosmer Master (EICIE
2. 5T Autorastion (SFA)
- Worth Armesion
- Ew@%g&me =
- Eurupe .
- Lt Ameria
3. wﬁﬁm& Astount dediseied
Websites Sy XYE)

oo

atl

} slruct
Bigure 811 XYZ Comporalion’s project roadimap

treal of etuginon as well 25 Compaiy-peciic HSKs 10 our CRM Fio

regating & Strategle Propugst
Lraading Ed PosH; 148

Figurg 812 EI Cid internal Brarnid dentity

Kisk Reduction Plan
Lhe risk eduction plia allows us to be prepared in advance to mmﬁmmﬁw or relice tie
TEblE 8-12 Tists the

s 1i8K8 to our CRM Fiogra m

ey risks idenidfied by XYZ Corporation and the sirategies it esteblished to address each of these

We dlno Wil Have to identify who is respousible for implementing eacl strategy and when.

ATe semme 50 colticel that we want to take some steps up.front? Are there others izl can wait

e ge6 signs of the problem arising? You'll answer all these questioas as part of your risk

prevéntion plan,

Now tiat we have compicted our CRM straegy, we are ready to start buildisg our infra-
ture by launching our first project,

#
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Tuble 812 Y2 Corporalion’s Rigk Redustion Plan

- Prograrm Rske WMMMMM ’ Biralegies

t. Governancs model = steering comupities and
execuiive sponsd

2. Cross-fusictional working teains chatiered

3, Develop overall plan and roadmap, tod Xeep
thern: up 1o date

4, Busliiesy and fechnology prograin Managers
5, Woll-defined busisvss processes

6. Finntize Information Techmology architecturs

Lack of sponsorship, leadersilp  1,2,3,4,8

Guild key master files
7. Porinal change-manugenent plan
8. Formie! comeaunigation pla
Mo formal planning medad 47,8
Lack of conmistent provesss - 5,7
Crganizations] siles . 31,278
Technciogy 6,5

Questions for Refiection
These guestions will start you thinking about where your company is iodey and where it
headed, First think about where you want to be, thes wilte down your current status fov esch of

=

H

§

the foliowing comimon concepts:

1. Vhat's die future and current state of your customer segmentation strategy?

2. What's the current state of your customes’s life cyele? Should it change in the futore’
How can you help? , :

3. Fhat's the fabure. and current state of your customer touch point strategy?

CHAPTER 9

e've completed the necessary preparations Tor our CRM program and ereated our
strategy, B's tmeto start building (e supposting infrastrueture that will allow us to deliver CRM
suctess, In the second phiase of the CRM lifecycle, we will work bu projscts that will create the
components that are tecessary for CRM success. As a résult of the strategic planning process,
we have identified the business goals and opportunities and the customer and compatitive prioti-
ties that helped ug priceitize where we should begin, Figuie 9-1 shows that launching the project
{s the transition step between stiategy development and actially building the infrastieriuse,

Like all the transition steps that will follow; the projeet lausch ends the preceding fifzeycle
phase and starts ihe next phase. Typleally transitions signal a shift in responsibiliies. The
profect launch is when the IT functions begin to fake on more responsibility from the business
fumetions, There are two key steps fuvolved:

» Select the best project
+ Deterznine scope, schiedule, resources

These steps do represent the begloning of the transitics, but not a complete hand off. Too

many companies think the bugiess involvement ends here, but these compenies never deliver
successful projicis,

151



CHAPTER 18

vV e've complefed building a piece of the infrastriscture and veviewsd the effpétive-
ness of the development. nmw% Then we delivered the offer o the targeted castomers and s
sured those results, Now it's tine to-evaluate the impect of the overall project. This is the
fransttion step a.mrmﬁﬁmm %@ next project, This Is when we mémmﬁm a0t only e tesulls @m mﬁ
last project, but gather ﬁwm mmm@ww it informmtion we nesd 1o decide what, if any, stratgy e
recitons need 10.be made for the next project gycle. Asyou can sée Tn Figire 191, we-ate taking
the fual tabsition stopf before we'te ready 10 st e cycle all over agsin.

It's mporfasit to keep In mind that in any resl world CRM environment multiple: CRM
projects are likely (o be uaddrway simultanecusly. Many of fhese “sleps” are goiig on at mmﬂm.
asd, of course 2 single CRM praject wil be the basis for mubtiple sud simusltansous offars. Thi
can. gt complex very quickly whikch 15 ancther reason for following a standard process %..,m
wacking resulis,

InChapter {8, we looked atoffer perfonmdnce messtres, bul now it's tme w evalugis &
resilis of the entlre H&@ﬂ cycle we've just completed. We will evaluas the prolest &
standpoint of comypsny resulls and lmpact on (e customer by asing two seis of tools:

o Perforinagce Metries
@ Valus Metrits

mmwﬂmaﬁwmmwm nmistrios measure the resulis of a particelyy camg -Hirne shag-
shot, Value ooy rasasure and project resulis bver a period of thine for the lnvestneats made
durifig 4 parficulsy project oyels,

326
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(evaluale
results)

Figure 19-F Evalusle Pesulis

trie
161 Evsiuating Performence Me ,w
In Chapter 18, we sot some very specific and measurable goals for the project offer as mwmﬁ.ﬁ

Table Mm-n mmmﬁﬁmﬁ mieasurable, and fime. gg&

Tabsle 161 Valoncia Offer Ohiectives and Mebsuias

Oblective: ntronse Proilt

‘Bell 150 totnl units of dither Serles $25 or
827 systenss o the tarpeted customér:
yrithin four moashs .
Beducs by 35% the nuigber of B15.and 817
systocas owned by targeled Cuslomers Gd
ander support colilract

Performianes of Ml
Orders . Toll-frez number oriler for wwu
and ‘827 ﬁéﬂmﬁg
Trober of 1tal Blx purchases
by axget cusiomers.
Teads Huinber of inguides
Gveratt Mumber of calls

Eoaisat

the six

ng Perlermance Mewlos 337

The projeci team wanted to know how many calls were.received, how many in Ligies were
received {and Iater turned into qualified leads and finally sales), and how ey nmﬁmwﬁmmw Qi
exdctly what the offer asked them io do {buy via the toli-free telephione puinber), Maybe mast
.N.%Mwmmﬁmmw AV messured all the orders-for 82x products placed by targefed customers dusing

mbnth project period. Of couise, it can be valuzble to look at new results periodicalty.

The perfod shonid be based on the aversge buying-decision time for the product, but d good nile
of thumb is to check twice more over a period equal to the crigival project perddod (2.8, for
Valaucia two more checks at diree-mionth intervals is @ good plag)

: g&%ﬁgmm mewics Is to measurs the lmpact of the specific campalpn‘in
bwo, areas: e overall company performance, and customéer sstisfaction and loyaliy,

18.1.1 Company Basuils

As we kiow, the end goal of CRM is to wmrﬁm,..w profit by either i Increasing revenis oo

Mﬁmmﬂmmm COsis,

We counted the number of ceders that were received

I e T - B A N S WS et

fnicreqse Revenue

OW W

aan gasily caloulage the Incressed revenue, and by subtracting the cost of sales, we kaow the

imoact on E&mw mﬁ Ahls ignores e realily thal many campaigns doa

Ll

t deliver lmmediate

@mem\. We also deed 10 weasure sales that might be guined duough e laflueacs of the project
ou fuiure prodoct purchases:

-]

&

cugfoniess not in the target seguents

L]

Leads that were converied to biyers who purchased after the fowsmonidy project
window

Orders resulting fom seformals and offer Lformation sl was passed alopg to

sﬁ

Orders restiliing from sucesss with the original offer (test purchase)

And e infleenses go on, depending on your projest situation, For example; there. 1. dag

peTLEng
cult i m
distussed in Chapter 18,

ot g

top of mind” result froh receiving a recent {and appealing) offer. Infact when swveyed, 65

of HP's customers complained tiat they dida’t secelve cnough information! It is diffi-

easure Indirect influcnees, bui Mo are ways to dentily the source of the veder that we

Redice Cost

For the Valencia project, theve was a sizjor cost saviigs at contributed to company
Brodt P
Over time, the equipisent had become prome o fadlwre, and some of tie replacement parls were

AR

it

(=

oduct support contracts on'the old 815 and 817 micdel: were no longer moneymakers.

ard and nesdsd W be special srdersd, so they were very expeisive,

*

&



Chapter 19 ¢ Evaiuating Profes Beay

Not all projects will have this particular cost savings feature, wﬁ {here dre other weys of
reducing tompany cosis. The Valencia call to action grcouraged the use of e call conter {
wmm% the order, On aversge, i took shout twb hiotrs 10 identify the peoper product confizuration
prepare thie quote, and enier {he ordel A very conservative o for & sales 1ep {fully lopded) &
$500 per hour, For a telesales rep, it's about $150 per hous, 1t i safe fo subtract aboul $700 m%ﬁ.
the average cost of sales for ordsrs tuken by phone. Herd are soroe othér exasnples:

o A pew system for configuration is casler and more mmm&zmﬂ 16 use
*The selesales team has an automsied knowledge base, $0 configwation and mwaw

mﬁw%mwom takes legs thme.
o @ﬁmﬁ.ﬁm the right cuglel

Remember to Yook af all the cost saving opportunities that im mpact profit, not, just mﬁ
ificrease in fevenue. Bven though incressed revenue is the frue benefit 16 be derived froam mmwﬁ

jt-can be difficult to show m@ﬂmw@ short ferem profit resolis,

Reiurn on Dwestment (RO =Reality or Myih .
RO{is another perforfaance metdo (hat te often used 1 compare the cost of delivering 2
profect to the fnanciel repubs achisved. Financial retum on investment s calculated by dividing
the toial cost of completing the project by the totl cost savings and sales (minug the cost of
sales), ise very sound measure of the worth of the valve of a project, and it has long beer
faviired by Finance, Butit's mﬁ gompletaly clear 5& & CRM project van recover i the short term
the cost of building the sew § Zoire, Cerainly, we can measure the RO on the offer {cost o
ﬁmﬁmm& and deliver message divided by profit that sesalted from the offer), but o § H the
compiter and network costs, programeer salarey, and training and educstion of the ﬁ@w@nm [
and the new end users 15 another story, @e fairly evaluats the whole CRM .@Emmﬁ gycle, we mmmm

Ao e

to consider Egm@ﬁz@%m@% wgmﬁ. .mwm.,mmﬁ,mﬁg@am%gw&%Emmamwmﬁm&mg
whether an investment was worthwhile, Generally, we measurs the regults of ihe fiitial offer(s)
aid profect what we'll expiet to gun by using the Same M%Mgamﬁ. o repeal mﬁ @mﬁ over 2
puriod of years. The tme fo resoup all the expénee is called the mwmwwmn.w period and %ﬁmm&umm of
this company’s financlal situation, about theee years ie generally @m&%@m m,wmwnmmwwm, , :

Arthur Hughes prefers Lifetime Value (LTV) measures to ROI for just this reason. Time
framed messwrement approathes like dmple RO bave, decording to Hoghes, the problem %%

although

ROT Is clearly e way o measure the immediate rpaull of auy Jirect sintketing mw%‘ LLTV
{Lifetime Yaiue] caiculations include duch faciors as the refention rate, the m@mmﬁmm inte, and
ihe {long-term) spending rale, rather thag Just té respoige 16 an lininediate profaotion

Calenlatdng the payback period is much ke LTV in'that both Jook at the contribution ovet
2 mumber of yeais.

geaiuading Perforuanss Belios 338

1942 Customer Fagulle {Loyally end Satlslaetion)

Another area, in our customer-centered Srganization, thet is importan: to sigsise and
understand is the E%mﬁ on the 05639 relationskip. At the very least, check a saniple of cus:
rorers b after gvery project. Remember, as lung as you per-
form these tests on a falsdy Rmcm& wmwww. the trend in what you find is mors importani thag
whether or not you hiavé the perfect survey and petfect tools to produst an absclutely reliable
seore. We kapw that sadsfaction is-a nécessary but iisufficient condition for customier loyalty,

bitt it is & 500d place 16 ShaL.

Satisfaction

Satisfartion con falrly sasily e messured slmply by asking your cudtomers how th they fzel
ahout the contact they just received from you. Of course, we dont want 1o have tie survey catse
dissatisfaction; Wb many interacticns can be wwfmlmwmmimﬁ%mmg Strveys should be nged
diciously in the context of an overall plan for customer contacl,

T recently bought a new cars As T was leaving die dealership, miy selesrmag and by Taatagey
both told me that T would be recelving a survey regarding my satisfaction with the buying expe-
sieace. Unless T could answer that  was satisfied with the experience, T was told, iy salesimEn
would be In trouble. Himitm, T got the point—but &id the auio company? What did they think
they were measuring anyway? Did they know what was happening in the dealerships? If they
did, were they serious about really wnderstanding customer satisfuction or just serious dbout
being able to publish high satisfaction scores? Unless I absolutely desplsed évery moment of the
car purchase (i which ase 1 probably wouldn't have purchased anyway), I wés going io indi-
cat that T was af least very satisfied if not delighed with the experibnee T didn'y mind helplag
out the sales guy, becauss te sedmed o need the sGppost. But dossn't ihe alio company Yeally
want.io kuow if thelr dealerships are satislying customers? Fragkl y, ihe whole experisncs hurnsd
me off - but of coutse, T dida’t tell thérm that! Now'I _E" share (he experitnce with-clizntd a8 an
sraraple of whal gut'ts do:

There are 5o many better aliernatives if you really want'to koow what youE Cusiomers
think, Why didn’s the car compaay jusi send me the survey without any ¢oachitig? Betier yet,
they could havs nmmﬁwwm& for & elephone survey from an independent 12 lemarketing company:
 yoa want fo ghold bothering too mady customers, rémeniber fhat you dou’t have to sumple
everyons. You can gain sigaificant information from a siall} fandom sample of cusiomert
© In all our telationship management efforts (from interaciion to follow up 1o satisfaction
strveys), we should always remermnber the meaning of the Hippocratic oath: Flrst, 26 siv Karm.
The cath sot only makes good moral sease, it mekes good praciical sense too, Campaigus that
damagt customier selationchips (for example, vnsolicited e-mail, which is always perceived as
spum} should be halied immediately and dever, ever repeated. At least you've skiown YO cus-
fommers that you lsiensd {o thelr concerng.even if the originat practice was unpopalar, Remember
&m we discussed that fixing 4 cusiomer problem can actuslly increase satisfaction. Never mak-
85 iny tuistakes is about like never borrowing any mioney; it doesn't hudt your’ “eredit” rating,

O

but i dossn't do it dhy good elther.




Chgpier 18 » Evilusting Projest Raauy

%

y that customers don't e

fportant each wﬁgﬁwmwg is. Don’t spend ving
19-2.

about. An mwm.ﬂvww of sachia. %?E%m@m %&wﬁ Mm.ww%m.ﬁ »mw%

Tabis 192 Satstaction and Imporianos

. What s your %ﬂémmaw af your m&mmvm@g.w kaowiedge of the wwa&m%

Poor 123 45 Extdnsive
How jsportunt is. 2t fhat you Bave's knowledgeable salesporso when makinp 2 purchase?
123485 Verylmporant

Not Imporiant’

Finally, sstisfacton $ more Iimportant 5y 1 Susiomer &wmgm%%%%ww%ﬁg
sedres ‘Compars curpent satisfaction soores jo the ré FITy prs i

et
nﬁ%ﬁ expesience 25 o rolative messurs, rather

o Kyally

T many cases, loyely s 5 blisd smotion, bul customisr loyalty is based on the pustoaer’s
value perception and is measured by behsvior, Satisfaciion is an indicator, but trus Joyaly ls ovi
deneed only over dme. For some produsts {like reftigeratons or, in my case, cars), the wmqmm.m..

gycle is very long; It may be years before the dealer knows whether I will be a loyal, repeat
buyer, One good meastee, though, is where I get the car serviced, which also can fipact overs]
Toyalty, gw‘&@ gt be messured over e, bt ﬁmm@nmg is ofien used 46 a loyalty indlcaw

Share of %&@m
ﬁ&w@ share measures the percent of puchases from your company copipdred to it pur
chases made jn your markes. In the customer relationship worid, Peppers and Rogers popularized

the soncept of “shae mm wallst” Share of wallet rEPIBETES the peroentags of what 5 custon

‘‘‘‘‘‘‘ PP

spends in total Wﬁwﬂm@%x& compered to how much of that siéney comes 1o ) your wcﬁw%w
Share of wallet is anothet good indicator of loyalty, OF course, the calculation is made,
Beassd on a budges sstimate (shee and type of cowpany, income and address of consumers). w@ﬁ

custorers will il w@m how mhuch they bave © mm@mm on computer technology of oi diifng oW

over thie nexl yoar .
# «

8.2 @mm@ﬁmamﬁ@ Value Meirics
Vajue Is 2 two-way street. The customer value proposition is eaﬁﬁﬁﬁm of the advantages hat
ouy product has over Gther products. Customer Lifetims Value (LTY) is the nm@@mﬂp of using 8

Customer's purchass hisiory 1o predict how much she w will spead over the entire Hime she remains

& Gﬁmwmmw

w,w«, wgw mie of 4 customier 2 as expected relention rate baied on. w.wgﬁsh mémwmnm. &mw

mwﬁmwmmﬁ all the Tevenus HEEIE m:mmmwwmmaﬁam aver a mmn% of years less the cost o acquing
and gerve that customer Besides retention rate, other factors such 28 referral Fates and mﬁmm%mw

.qu valug idn

Reviswing snd Tuning Your Strstegy: P
rates are ssed, As divcussed in-Chapter 17, 1TV is the expecied wo;m ».83 & custonicr over ihe
punbir of years the customer femains a customer, B

. The formuls can become very n@ﬁE?Ed and there can be concerns about scouraiely

capturing all the possible variables. For this reason, it's often recommended that you worry

shout trends in LTV rather than the absolute-score. If you always caloulate your LTV in the samg

.ihen you can iell whether you're making progress (or losing ground), even if the précise

' perfect. T _

Ckay, we've finished a complete project and misasured and learned from o am&rf The
gkt siep is o start all over again,

18,3 mmﬁ@%mm and Tuning Your Strategy

We we rudy W begin the next project cycle by taking everything we've leamed during the
project {about business priositles, customer enpeotations, and fechnclogy-——all the elemments of
she orighnal strategic plan) and testing that all our assumptions are the same as we get.ready to
taunch the next project. As indicated in Figure 19-2, we wiil repeat the same process that we've
done before, but hopefully wo'il be a liwde beter at iteach thne,

v

Flgure 19-2 Poviewing and Rining the sirategle plan
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T waiit to raake oae mors point: You deg’t/ g i
ishied befors stheting the fext one, in mwﬁ thatls %m %w cise. You mﬁﬂ mm@m tohs amwm that mmw
sphnbever you have leamed from ong w0 &mm the next, Sdll, it's best o Snjsh the st vﬁwﬂ

mﬁmﬁﬁ%
We've mﬁ%& mma nﬁBﬁw@ﬁ nwﬁwm and are stardng the next. The wmﬁa%w will remain the -
sage except for gny e walve-identified and adopted. Now let's Tike fook o how

we keep aif this greal new mmﬁm wm&mﬁmm along, Even moré important, In Chaptér 20 we'll Jook
at another good way to improve project ROT business results: mismaging data guallty. L

Guestlons for Reflection
Think about how your compaty goes about maldng lnvesiment decistons. This will .% you y%
propared you must be 1o justify the vadus of any project befors you st and how 0 a%mmﬁww
hoasure results. With this understanding, you ko how much work you'll have io do %mgw
sneirics and capturng informeton.

1. Does your company tequise & detailed cost justification for every project, o does {
generaity give oul small wm&m@m i fest idens?

3, Doss dnyone sctually look at fhe financial sesuits? Is anything %&m@mw done if %m
sesults are good versos when {hey ars bad?

3. Is the “fox guanding the chicken house, 7 ap Is stineons who s sot part om he w@%
teas calowlating (of & leastapviewing) metrics caleulated 7
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Customer Privacy:
eize Your
ortunity

e @.fvr\(ﬁ‘
~ UStomer privacy, once upon a {ime a topic of greal inicsest and ever increasing . r?{mH
importance is still around. California’s staie legislature cariie very close to pagsing a A_mﬁ‘pb

establishi a no-plione zoue, a “do not phone™ list that anyone felemmkeling to California resi- = Fanee
dents would be fequired todse, It dida’t quite pass—ihis fime. A
Privacy s still a Liuge political issue and 2 huge legal issug, bul most imporiant, itis a buge A

J.Tll..lr e T ek, S amemipy e S e e

oppartunity for you to build frus{ “and loyalty, with yous customers aud enhance your brand
{mage! Like many of the things we've already discussed, the Internel hasn't created the privacy \
.mmmw but ft has Significanty raised jts vigibility and hmportance. Za%mmm iHlusteates how perve.
sive a topic has becoms better than wlien it becomes the subject of humor in a publication like
The New Torker (see Figure 22-1).

m?.mmwmnﬁ and legal impleations of an individual’s sight fo privacy (o be left slonsy are
far froni understood, much less well defined, Clobally as well as in North America, the political
climate regarding privacy I8 inconsisteat, and (e legal situation continues to evolve. Burope
enacied ity Directive o Data Privacy in October 1998, which profibits fhe transfes of personal
data to rion-Eurdpean Union nations that do ot meet the Buropeaii “adequacy” standard for pi-
vacy protection. The United States government initlally Tavored indusicy seif-regulation based.
o industey shouldering responsibility for adopting sound privacy practices, hoping to limif the
snount of ,amwmamgé legisiation Rurnpering the mmmwmﬁm Endustry. Litle industry movement cou-
pled With strong cousuingr concens resulted 1 the croall om of soiile Indusiry-spedific leglelation
in e Uaited. States, with the possibility of more to come.! Much of the rest of the woild sseine

_. E&m@mmnm&ﬁnmoumwmmmﬁwmmomgwﬁ:Wmmmm.uwcnﬁm&M,.cww.nﬂm.m&&aﬁmuﬁmﬁmﬁamwm.q.f_mw2
legistation {n 2reas such as financial servicss and childron's privacy, -

The Direct Murketng, Assoélation (DMA) hes an Informeilve web ilie that answers common Suiliess gues-
oty regarding the figv Gramm-Leach-Bliley Act passed eady in 2002, You'll fiad-iv &t wive.thé-dia.ofg/ gov-
ernmelgrammicachblileyact shtmifiop

For more informativn oo the Thildren's Online Privacy Protection Act (COPPA} which weni lnto efféct in
April, 2000, see the Federid Trade Commission’s excéllent KIDZPRIVACY web site at www. i govilicpicuis
Hnefedtams/iidzprivacy/index. hims

ok
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for a consistent global spprozeh to privacy because the latemet knows nothing about country.

"Wa don't want just anyong cum um.mn.mw«m and
making toast Type in your password.”

Figure 22-1 A Hale privacy numor
to Favor limiting Tegistation, thus encouraging the growth of thie Triternet, There 15 @ stong case

Boiders, but it may take o lohg thne w get there. , ;
" Because so many customers are adopting the web W @mﬁwm.gwﬁmmm. e-com u
Yuen exploding. Blectronic sales to conzuiners passed $20 wmm@a in mmﬁw.. and mﬁmwﬁmﬁ oHing
revenue is projected at §124 billion in 2004, Internet sules in the wmwwaﬁmnmwgvﬁﬂm@ﬁ market are
prowing st an even faster tals and will eclipse the consumer g-marked. mmm. m,wm@ mﬁn ﬂﬁw .mmm»
iemers who remain reluciant to move to the web, with privacy and security conceris amm,gmﬁ
as the biggest barriers. The Garter Group reporied that of fhose custorers éw.m bought online in
(43 1995, 38 percent sgreed that privacy concéns provented themm from plating ma@mw .c&ﬁmu :
And Jupiter Communication tells vs that 58 percent of customars they survéyed were ﬁmﬁ&
about a company selling thelr informadon fo 2 Qdrd party, . :
This is where your opportuiity presents ltself, .ﬁvw,mmm%mﬁww.ww e mwm«mﬁwnm gwé@mm
duing right and not doing it wrong, You st siop thinking sbout privacy m& 8 mﬁ.ﬁw% igsue o
fegal threal tiat Is about to be inposed. Privacy is a tremendous oppertunity 16 Tmprove your -
customer relationships, increase trust, nd build loyally: Bob Do, President of the Peppers and

Wmm..ﬁm.mémw. put 1 this way:

comindice has

ywhy Bhould You Carst 277

rivacy-is the single greatsst threat o ihe soccesslul hnplementation of otic-to-one [relativn:
ship managemefsl], Any company that is-golng to do [one-to-one] and net iotally reipect the,
privacy of the customer's Informaticn s just waiting for disdster.. . begging for a disaster;

I could not agres more!

22.1 Why Should You Care?

As we've'alrdady discussed, there is general sgresment that customer foyalty and satlsfaction
wilt be the differentiators between successful companies and unsuccessful ongs, You may be one
i the many businesses hoping 10 move cusiomers 10 the web: Afler L, s clearly e £05t oSt
effective way (o enable many sales, marketing, and support activides. Speaking at an Internet
cenference in New York on the lopic of whether privacy laws would crush many promifsing
Iniernet businesses, [BM] CEQ Lou Gérstner sald: _

Trust ts dhe most fandamental element of bunding, and if we do 20t act responsibly on this
, seery then we russ the Hsk of choldag off this entlye Indlusiry.

You may also be using information you have collected from your customers io help you.
sensge and improve your customer interactions. After all, information is the key ingiediant
whin building sxeellent tusiciier éxperiences on and off the web. In liew of direct Literactions,

. this critical data will help you undersiand your custoxers’ heeds, target and persohatize Tnterad-

tions, and eustoniize product and service offéerings, With thet said, custotiers currontly &g prelty
refpetant to give you thelr date, They're especially worfed aboul glving you dats oaline Becapse

of the pereeption that it 18 fust 5o sasy for anyoae 10 acoess large amounts of data at warp speeds.
Customers are especially toncgrned about fraud, harm to their financiel and/or credit standing,
identity theft, and invasive ‘marketing. All of these are bazed on misuse of pérsonal information
and, aldiough the web increases perceived tisk, none of these is limiled 1o web-collected data.
{bdy Credis rating ﬁmw/./ porarily ruined by semeone who used my name, address, and phong
nusmber froin ihe telephone book to get a new phone actoun, and {hen néver pald, Ji fock
ﬁaw&m:wg%&w of phone calls, and Intecvention by the police 6 Haally steajghten #t outand
stop the threatenisig phoe calld from colléction agenciss.)

So why have consnmers béen so hypér-aware and 5o hervous? First, muichi more informa-
ot is collected znd seemingly available 16 more peoplc at & much fster rate, It just seemis togi-
cal that if somsone 1§ storing lots of information about me T 2 database and the dutabases are 5l
cotingcted to the Internel, ten there Is Hile 1o siop thieves and hackers frout getting tieir hands
on 1t Second, thank the media, Internet abuse is a much mors exciting sfory to write about tha
telephons book abuse..

If you're seiious about doing some (or ail) of your Business wansaciions on the web, you
Low have 2 goided opporunity. o make privacy part of your brand image and your strategy for
building customer trust and loyalty, In fact we've all boughia little more time right now. lssues
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of secu . ; ;

we cant do privacy ourselves or it will eventtally be done to us L
’ 3 . : s Fap il Y o ) N

Thie privacy opporfunity is twofold, T, you San use your comphny’s position on privecy

. . . ,m [ L oy T
sity are outweighing issues of privacy for many customers. But s Biatus will never asy,
. !

to enhance and sweggthen your brand image. (Note hat, as Aays, nage/message alignmant

‘atiers, If you have a poor reputation for deing the right thing for customers, then positioning
yourself as a privacy leader will appear hypocritical and will actually gawm?vm%cmm_ Wmammwm
information is the Lfeblood. of relationship manageiment and ¢-Commerce, the most sutcessiul

e -

companmes wiil b those thet gam Gustomer frast, becauss only then witl wgmﬂﬁﬁw‘@@m their
(Al rmation. 1 stongly disagree with the well-knowi Sificon Valley executive .ﬁwa wwﬁ custemn-
ers that ﬂw@ shiould “Get over it beciuse they have no privicy.rights. Privary is sot golng away,
so: get over ihat! All this privacy frenzy makes governimnenis hervous ﬁ& that %om,& mwake us
aérvous. We heve a small window of opportunity 1o take some steps thait show we niidersiand the
" imporiance of privacy We must take responsibility for our owa wnmmwm.mo we .ﬁm show down the
Tegislation that could significantly sestrict our ability o nnnmmﬁ bugingss ~ ..a.ﬁ. we ﬁm&.mm the
sight shings. ¢ how do we know what the right things are? Let's Toick at whal mﬁﬁ& really is so

we lnow what we're dealing with,

22.2 Whatls Privacy?

First, Yet’s try 1o demystify the whole {opie. Privacy 15 about an Individual’s right to have hisher

personally identifiable data protected, at horae wnd 2t work, Personally identifiable nformition

Theludes all the data that helps us o identify o contact an .Emwean&w plus all of the additional

b it e store about these individuals. It does not cover anonymous behavior thel is not

[ -

VT we iEeEnEed ndividnal or trend data that is Just a suinmary of what Jots mwww%ﬁmmmw
have done. Privacy appliss io all the data you pollest (of have wmmmnﬂmmwwm% your Customess,
whether online or off. But in spite of ail the legal and polit :

hatenc, creatng an eifective po-

vacy policy and Eﬁm&mm,w&ﬁ customers’ datg s really m&.wmnwmw .m.&w.hm.u

299 What Do the Flve Elemsnts of Privacy Mean to You?
Thiere are just a few basic principles that you fieed to understand: nptics, choige .m&nﬁ.m, mmmm
accuiacy, mﬁnﬁww.mmu oversight. Then you netd io-kaow what they shean 10 you in building

your company s CRM prograi.

2231 Molice _ |

Awareness 1t telling the wuth sbout what dats you collect, where you get it, why Mwm.m%m
it, how you use it, and whom you je1 seg it Start with developing an fnternal Q@mﬁwﬁ&
will be the basis for defining your company's practices and tie Toundation from which you'li
make customers aware of your intent. Kesp your policy simiple and scourate. Because your wmwﬁm
nal practices must naich your stated policy, begin by m,ummamﬁmﬁ. %wﬁ you already do. This
way, you doi't nead to worry dbout getting suassive approvals of making Jots of changes happen

immediataly.

What Do {he Flve Blemenis of wm«mmw fdwan 16 You? ra:]

Next, you should create an onling Privacy Statement, This is where the fubber mests the
soad for your customers — where you disclose what you're doing: Create a very short stuement
{hat bidefly summarizes yout company’s policies. You should begly placing (s Gh &1l Rardéopy
response documenls such as product registration cards, It can also beGsed G Tie PHOIE When
customer service reps are collecting cusiomer infonnation that would be extiemely valuabile for
undérstanding your ¢uslomer’s experience. .

ake sure your pariners (with whom you imust share customer Infonnation iy order 10 do
business) have a privacy policy that Ty at Jedst as stringent as yours Iz, Include his requilrement In

your- tontract with them, As in all other aspects of the total customer experieiice, the customer

percelves that he Is dolng business with you, not the reiailer or dedlern
Cet mwéwamm with ethucating your customers about what they should expect regarding the
privacy of thelr personally identihiable mformation. Use commol language. ¥ou fieed to build
confidence and not hide behind confising Tangrage that no one understands. It would tremen-
dously help cusiomers (o understand What to ook for if we ail vrganized our privacy starments
dround these same five elsmients, Make it part of your brand sirategy. If you're dolng betber at
this privacy thing thag your compeiitors, let your customers know, But don't do it by slamning
your competifion; el custorners what to look for and how efieciively you are protecting them!

22.22 Cholce

, mfw.ﬁlwmw.wwwmu.«mm mmﬁmm.%@nmmm@ﬁ.ﬁ%m.wﬁm@S.mwﬁmmSwmﬁmwommmm.mﬁ_mmﬁmmﬂo.mnﬂ.
you. us2 his data in the ways you've described. Adter-you've mads the cusiomer awars of what
you intend 1wdo ﬁ& his infortnation (besides the mmm.ma trafisaction heis performingy give hima
chanee fosefuse giving permission for these additional usee. But no mattér what he chodes, he
can, siill complete the Curvent Tansdciion, Note that this is much beiter than Toslng &t ordey

.

because the customer didn’t ke your policy and didn’t have aay other way 10 let you Xuow}
Cholcs reguites fhat you provide 2 way to lat the customer answer “yes™ or *no”” to whether you
can use his data alffer e transacton is completed. How would you use ithis data? Typidal uses

safe 5o thal you caticontlnug to honot the costomet's de

tion- 13 you do what you promised snd continue to develop the réla
il § : - A S . ]
relent over tine, recognizing that you are a compduy with integrity that thsy can trusi with even

wmore of their lnfonmation.

Important concepts that relate to glving your customers control over how you use their
dafa includé what you do if ihey huve not told you what they want (opi-in vérsus opt-oul) and
your policy on sending unscliclied &- mail (spam),

et 8 1 oo st B e

Opt-in/Opt-out
The guestion of opt-infopi-out is one element of choice, and it is less confusiag thas it has
been inade to appear. It involves only one thing: What do you do with customer data when the
cugivmer hds not answered the choice question? Obviously, it 1s perfectly fine to contact a per-

e LY
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son who has said “yes)" end itis ahuolutely not okay to contact a person wio says “no) But éwm
should %g do with those people who did not auswer sither way?

1-in moans that if g customer did pot snswer the guesiion, dhimoas i W.ﬁ
angwered “ao” (do not contact), This §s the law in Europe, and many companiss ar
making it their policy. Por cxample, HP has changed is gentect policy cﬂ?m .
e Opt-oul means dat 3 & cestomer 24 nol answer the guesiion, you may Heal

he answered. “yes” ﬂ&a@ o contaets, This is standard for miost of %m world ﬁﬁﬁ%

Euarope.

a8

The wiost importut thing fo undérstand about this opt-in/opt-omt guéstion s that it doss
not clisnge what you ask the cusiomer, Sut how you behave afler b has made his decision. Ag
opi-in poticy includes only those who answered yes, while an opi-out, policy exihedes valy mﬂﬁw..

ﬁme said no. Thersfore, you must know ‘what the customer actuaily said. It fs criticad that you .
igver inier ﬂ%?ﬁ.& the cuslomer’s chidios, You mist store 5« actual 3@@5&. whether i i

“yes.” *No;" or nothing ﬁ&% chiose elther),

mw,%

I'm mm&m%mm spam within the “cholce” section, 2 ahhough technically & offery customens :

ne choice 8t all. Spam is narrowly defined as sending thousands of completely Uniar, eted ernal

messages by caloniating common name vartiations (e.g., jdoe@ibm,com; john- -doe@ibm.com;

Jokm_dos; jobn.doe; dosjonn; and so on). In the broader Ewm?mm that has come into popular use

itis eny @I¥1%% s-mail ther you didn’s want 0 receive! Spamis unacceptable, 1 it's not %@f

aguinst the law where you are, it will be soon. Worse, i has 2 horrible impact on your cuglomers”

ability 30 trust yuu. You should e-mail only if & Cusiower has given @Qﬁﬁmgem {opt-in is becoms

ing the universal standard for e-mail) and always make i cagy for bes o say 6o to fuiusk email’
by ?démmmm an ensy W use :nwewnm option in every e-madl you send, -

1n addition to sddressing the basic guestionsof ﬁm%mﬁmgﬂ mmﬁmé andd wwmd%nm,,w aioess,

you may alio went to weck cusiomer prefesences In L6 of how they wish 0. be conacied,

Which fouch points would they prefer you 1o use? Thelr choices ngﬁ include phooe, qéﬁw

and direct mail. Swictly speaking, asking the tivo basic mmﬁ.w%m CoVEDS ou, but 18 2 pood

business. practice and good relationship management to get customiers preferences. Some pooplte
fee] that the elephone {or g-mail, or whatever) is mors nvasive than other touch polngs, so i you
wllow them o choust the Ways Yo can contact them, you BEa “relaticaship” advaniage. You
cail continue e communidate with ther while ?w@ﬁ%m&m and respecting theix preferences.
Why give up ail opperunity to contact a Customer just becdust he dogin’t want to be tele
phoned? By capluring and seving contact proferences, you will keep aceess open | to more of your
customers {ust not through all touch polifs), .

. Afier you have gained permission, you must 6o w%%mmmww ty nwmmwm your policy @m anst
you must not relax i) withoul Rwﬁﬁammﬂ Cusiomer's permission. Mt Gl words, before

et Do the Flve Slements of Privesy Wowi to VesT 361

changing or relaxing your policy, you must ask for peralssion to continue using the cusfomed’s
information! This requires that you not only save what the customer said, but when he said 3t
{date) so you know which version of your policy was agreed to. For example; should you %ﬁm«
ta change vustent policy and start to link your ancnymous web beliavior data to your customer

“Jist, you must get cusiomer permission first,

Throughout this bogk, you have been encouraged o think of your custorier data asa com-
puny asset and to treat it as such. It might logically follow that if your customer database s an
assel, it should be avallable for dse 4s you wish oreven for sale if a company misst Houidate a1
$is other assets. No final decision has been made as to what will be iiepal, but most courts have
takés & conservative stand supporting consumer privacy protection.

The difference between a vustomer nformation asget and data warehouse is that there
hasn't been agreement that you ctually own your cusiomer information dsset, Y still belongs o
FOuUT Customers, svei though they have given it to you to use. It parallels the situation in which

" you lease equipinent or stock lnaventory diat you haven't parchased yet, Thers I3 grest benefit to

having scoess 1o these assets, but if you go out of busiiess, you mo; t get to sell those assels;
they go back (o the owner, =

22.2.2 Accessand Accuracy

Acturacy and access refers lo Jetling & customst review and conect his owa data, This is
often the siost difficult ltem for's company to gecomyslish, especially because, ia - teors ¥, 1t

. w@.ﬁ apply to all oftline data a5 well as online. By the way, “access and accuravy™ Has been the

faw in many countries in Turope for & luilg tme, tong belors most of s eviei hisard of the webl

5o what can you do? The minhnsm - but acceptable — soluton is to have tools and processes b,

place (such as an iiventory of all your mefor cusiomer datsbases) that will allow you to easily
serieve end peind all stored customer information, (Credit burksue hdve doss is for U?rmmv
Send it to the customer with an offer to correct-information dint he marks up and sends Bicke
you. {Thvicusly, you should actuzlly make the requested comestions to his data.) It's even ok 5
to chasge the customer a reasonable fee o cover your cosls mE. crésting this type of report,
{Apain, the credit bursaus gre an mw,.mﬁmwm )

Qamﬁ.ﬁwww cu keed to build 2 mmvmgmq for customens o revisw and correct as soon 48 pos-
sible anly Jaia that ey have gven onlie. THis 15 @ big Step in GUllding cusiomer CoRfidente, )
Customers ars snuch more nervous about the hought m», wiming el information Sver foz big
Bleck box where it will remadn forever invisible sad wmmum%mwwm. Als, consider thist this cfti be

!

a great opportunity to have your customers mainialn your datsbase for you {yielding o mbse
accurale databise for much less money). Make this part of your data quality mahagement strat-
egy. Cusiomers are cerlainly in the best position to keep thelr profiles accurate and up to dite. If
you have buill a strong relationship with your customers, they will see a benefit In keeping you
posied sbout changes in thelr Hves: (I never change my e-mall addiess withouy letting United
Albrlines konow right awey) And, you'll get ua additional indicator of your most loyal cuslomers,
Someone whio’s iaintaining his data at your site is investing his time in your relaticoship!
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22.2.4 Ssourlly .

Seeurity i keeping cusiomer {nformation safe frojy anyons @.uwm\.ﬂ xéwwmw. you .Wmﬁjmmw
glanned fo'share it You should protect your custonses” E&mw&@._ entifiable mm»m from the
moment it Jeaves thelr PC untll you no longér wﬂm it, While it wwﬁﬂm &.ﬁw the wﬁﬁmﬁ da
shiould be encrypied, After it's stored in one of FOur cOmpany’s %ﬁwwg, i mmauw.m be @wom_mﬁ%
Wik @ combination of & firewall, efcryption, and passwords. Don't forget &mm this wmmmxmﬁmm
mw.wn.mam oy Eny database mm;\.wm. part of your busingss mmﬁwomﬁﬁ: ot vamﬁ% nn.m.mﬂ,ma ety
compuien T kizow Chmplinies who've Been very proud of helr memﬁ,% @ﬁmﬁ_.mmwmﬁﬁ Sm.w g
have one of their databases Hacked while Tt sat outside the company's i&wm.\waeﬂu@ invelveg
flnding the right mwmmmﬁm and technology and using them. For example, aam,» Sﬁ.an your et
wisl frewsT because you know you plan 1o Jog on remotely while on vacation. This could amwm.
the way o 8 computer byeak in, :

22.3.8 Oversighi

Oversighi refirs © glying your customers the oplion i contact ._mm wmmmm@mmm.m party |
they feel theis privacy fights haye been abuged, Providing mmanmw o a diird w&.@ is .mm wwm%.m
way §o build customier rust, and 1S & responsible way 1o combihe mmm..mww&ﬁmwm with %m.mmam .
the E‘mnﬂmﬁ ihiat self-regulation leaves the fox guarding the nwwmw%.wcamm.. Nwm&ém@. privae
sedl programs, speh as the BREBOaline (subsidiary Ra .ﬁm m%@ mﬁwmﬂmm wﬂgﬁ mwmam& mwm.
oifer policy review and dispute resolution, but in ap impartial way, .@w frst slep is.lo %ﬁ..ﬁ
compaiy & chance 1o show thal the somplaint a wm?g_mﬁm& 0r 1o mx 5] ,memm %&. weren m BWare
of, Oaly if the company refuses to cortéct a reported violation ﬁmm.mmmoammm refer the issue 10
ihe TIC for final resolution under the false advertising statutes mﬁ have awnﬁmm ,.Wm years. Tay
g strong supporter of BRBOnline becnuse ey have all the bases covered, including these:

o A strong Brand image 1a the consuimer advocacy arena
» A yobust assessinent priiceis _ . .
N m%mmmm infrastructire for dealing with fonsumer complaints and for working with th

Foteral Trade Comenission jo resolve disputes. . o
¢ Giobal wisibility and global cotineclions:

BBEBOalioe has ﬁwwwﬁm with governmefil groups and sonsuiner crganizatons uﬁummm iy
world o develop a m_mwmm. Tetwork of privacy seals. Much like mﬂm.mﬁﬁﬂwm&m_&m Bureaus mm,
advertising seal, these privacy seals Indicats that ﬁw@ngﬁ%w that displays the seal www,g&
reviewsd, has mel & set of privacy standerds, and is suihorized (o displsy the seal: The .mamw alsh
guaramees the custoteer an avehlc through which any coneerns fie may have can be mmmw&m@
The first international partnership of {if kind was established. with the- Japaness Privacy Seal
suthority (JIPD), BEBCaline bas also been actively engaged with the Depurtent of ﬂmﬁﬂﬁ%
on another initiafive known as Safe Harbor In .mm..mmom.mo‘..h,%@r@ thie differences i privacy
appioachies, the United States governmeit and the Buropean Union jointly launched the m%
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Harbor initiative st the European Union approved in July 2600, Safe harboris cumrently in use:
with Hewlett-Packard being one of the first large compasies to be certified. The BEBOnline Pri-
vacy Seal includes all requiredients for the United States/ European Unfon Safe Hatbor Agree-
mest, Companies who receive Safe Harbor certification from the Departinent of Commerce ate
complisnt with the Buropean Unlon Data Protection Directive and may, thetefore, transier Euro-
pesn customer data across borders, Having the seal means that cusiomer lnformation can be
wansferred acrods ‘country borders. This is a huge advaninge for the many companiss whoss
business crosses borders and almost mandatosy for caline businesses that can't conbrol whio

< aocesses thélr web site.

S
22.4 Writlhg Your Online Statement

While each company has iis own culiure, practices, and econcinic sifuations, little is to be
gained by providing customérs with a lengtiy discussion of developing idie details of your internp!
policy. But the external stateménis we make o our cusiomers are a different siory, We wilk focus
on developlng your eatine privacy statement bacauss the more we.cai use a siandard framework

for commicating out policies, the casier it will be for customers to understand what they need

A

1o understand, The online stafement 15 critical because so many customers are pasticularly con
derned shout releasing thelr personal data over the Internet, If you have uncovered some nrem

wheze you ars particulady vulherable since you first created your liitgenal policy, you can indluds
informstion B the online statement bous which arsae you are working to lmproves The goalls lo
write 8 true sfatement thet I3 clear and complete, 50 you earn your customers” trust and get them

w0 frust you with fore of theiy online buskess and personal oAt
The online statemént should ba created with (he followlhg points in mind:

o Cutline your company’s comiilment to respectisg the privacy righis of vowr
cuistomers, Follow through on youb promise Wib your Goons, Wiake your privicy
silement eagy 10 nd. FroviTIng a lvery Lok IO 00T AGme page (and preferably
ffom every page on your standard navigaton banner) is & sirong stutement,

- Qw.wﬁwm oui- siatement ardund the five key clements, Licluding these elements will
dhsure that you have thought about alf the ssuss you need to cover, and it will help
sdfucate your customers 43 1o what they should look for in a privacy staterent.

Use simple, clear language, If your privacy sistement reads like your Terms and
Conditions docurnent, then you have missed the boat (that is, unless your Terms and
Conditions are als very easy to understand, 2nd then you're way ahead of the game).
Provide an easy way (o contact youl company if a customer has conterns or m.mmmmomw
aboutl the privacy statement, Don'’t forget that you have to feipondl This is a very
sensllive J35ue with somt customers. If ‘they toek the Hins 1o ralse ah lssue or concarn,
you better fullow up — or you've losi ihat cusiomer plus everyons else he cay influence.
Speak thi¢ wruth. If you caa't do it, don’t say that you do. MNothing reduces frust guickes

. | N
than a broken promise.
——————

£
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s Inclade o date. This lets the customer koow thal privacy .n@mmm@m to be of curren
.,mgﬁcmm%m to yoi (at feast 28 long as the date fan't two years old), It also lets customerd:
Know that your policies ass active and will valve over me. : :

There are some “privacy staterdent géngrators” available on the web that can also help you
develop an cnline statemeint. 1 haven't found one m.E really Creaies @ simiple, readable, and
understandable document that is organized around these five principies. However, these tools
offer another goud way 10 get sturled, Generator programs ask & series of guestions about your
infornation collection and mansgement practices, and then produce 8 document that summe-
rizes your responses. You can find a good example of a genierator at the Direct Eﬁw«mmm Asso-
clation web siier . .

= www.hedma, org/library/privacy/eresting. shimd

Vou cas also ush sxlsting privacy stitemients to help You create your OWE. You can easily”
find examples on your dwn, but I've listed & fow hire thal cover @ wide range of formats and
contént (From May 2001). Trecently checked and sofé have besn gﬁgwﬂ_ but mhany a8 s
e farm.

"« Sony Corporation of Americs: Sony has imbedded jis statemment in iis Terms and
Conditions, ﬁmﬂmmwlﬁﬁgmw Sony’s privacy stalement included & single paragraph 3.
childesn’s privacy in addition to the paragraph quoted below! . , :

Privacy Poilcy

%
Tids web site, including any subsite acoossible through the homepage, {the “Site") mm..wﬁ.?.

. Yished and maistalned by subsidises, affiliates and/or roinied entities of Sony Corporitog of
Arserlea ("Sony™. You gan s-mail v a0 webmatter®warniisoi. oo, When you anter Ay
subsite socessible through ihis homepage, such subsite may have lis oven pivacy “.ﬁwmnmv
wineh I speeific w such subsite. When you access, trowae or use this $ite you ﬁ%mﬁwﬁww-
it Hmitation or qualification, the sexms and conditions of any privacy policies set forth in sy
sibsite.

| WWW.S0RY.COM

While. the intent was clear, would diis statement inspire your confidente? Happtly,
Sony has significantly updated it online privacy siatemient 0 cover the bage prnciples
though it is st fmbedded in de Torms and Conditions seciiod.

o Suz Microsystems: Sun has e a good job keeping its statement siziple and
rganizing it around most of the basic principles (excluding oversight). This is @ souad

yirilog Your Online Biatement ' 385

effort to get started and to honestly describe whal they doand what Siey’re working oi
‘They also include a daie-on their staternent; Unfortusately, this date is dlmost thive
years old! Does this feel like an up-to-date policy? .
s %Eﬁ Both of these companics bave eadlly undersiandable
stateinents ovganized sround the basic elements, again encloding oversight,. Visa in
pasticular has done a good job of making the key elements very visible while siili
sllowing the customer to diill down and get more detalled information. Visa b giay

A

added a section on “Customer Service and Recowse,” which is 4 siep 1owdrd thivd-

party oversight, When you are already doing the right thifigs, there is o restrictive
burden afded by displaying a thicd-party “seal of approval.” Tagtead, it wili bulld your
customers’ confidence and loyalty,

WWW.AMBZONLCOM
www.visa.fom

* Tntel, Hodsk, aud HP: These three companies huve created faily dmple,
inderstandable, ouline privacy statersents that cover the five elementy, Tncluding
oversight. All carry a privacy seal. Al direcily link from the liome page, and &l have an
obvious etnall button for feedback. Tniels Foedback request clearly fells the customer
that if he is not satisfied with Intel’s response, he should contzet the seal provider via
the supplied link. This is an excellent practice.

www intsl.com
www.koedsk.com
Www.hip.com

Table 22-1 containg a sample Bamework for a privacy siatensal thar will help you ask
yourself all the key questions. Your statement shotld address each of these elements and should
seflect yoir owi Company’s positlon on sack polft

After you've crosied your inkidal policy and customer com fpcuments, you
have at leket mmade youwr customers gware of what you are dolng, They can vote with thelr mouse
or irash Baskes if they're not comforiable with the way you do business. But, Because that's not
really the buicoms yoi've looking for, over tine you will want to enlishics your polity W
ishiprove your privaty prastices 4nd image. Because policy and taternal practives miust romain i
perfect alignment, yop will have fo provide Yaliing o all IRdIvIdUals who interact Wih (captire,
[aiTnEe, UsEY Custormey data about your new policles. As [n all ottier "people behavior™ change

sicati

mgnagemient piojeots, you Mmusl Bave 8 way of measuring end enforcing resulis: Everyone in

your soimpany must snderstand and gbide by your privacy policy.

.
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%M%%m 221 Privacy Statement Framiawork

ﬁzﬁﬁ.wﬁ&.ﬁmggmAma&.mgﬁmaﬁmmwaﬁoéw&ewoﬁmgw
fvas e safely : s gt 2 Very Lmpartant.

o Your privacy and the safety of hé dats you give us ar :
Ve want yd _ ¢ wé do with your data. . |

o ‘We want you to understind what we do wi o e e gt e

i i le with' aciives, I you are not comforisble, you hiavs te

We want you to.be comfortable with these practioss: If yor ot ole, you i :

| %m%w%%w%mwm%m 1o diee your dats, We imay modily this stateninl fronht tirie to tine, It was lagt
updated on dd g YyYy :

Meotlce (What information we collect and use
« What data we collect (divectly and from thind purties)

» How we use it -

o ‘With whom we share-it

» Do we larget chiidren, and If 5o, how do we deal with COFPA?
+ Do weuse cookizs, and If 5o, how can you turd tem off?

Chuice (How we duteimine what you will allow us fo do with your data)
o What we do when we first collect your data
» Wiat we do when you changs your mind

»gwawmwmnw (How we glan o ket you séview and gorrect the mﬁns.ﬁnw. of your data)

» How we give you acosss 10 review .wmﬁ@mﬁ
» How we ke the changss you request -

Bevurlty (How wo hydicatly protedt your dma) .

Wl we do wiile your informatlon is iraveling to our ot

» Whai we do Snee your Information I inside (electronic and @ﬁﬁﬁ.ﬁ%@&
o Whal vwmgmwmw i Tueve set op fo ensure physical safety and v&&wgw

- . . o . b 2t e S
Oversight {What options you have if we haven’y Tived up fo our Hmﬁ%ﬁ 3

o How o cBntact u2 . .
+ Where 16 go i you're not satisfied with our responbe

225 Mariaging the Balance betwesn Seif-reguistion gnd P@@mmwm_mm@n n
One of .m,wm Tost negative wmwnmﬁ@m from 4l the wmﬁ.amn. &@%u.gémﬁm thaat nﬁwﬁmmwmmww
actially discoiraged from posting their ﬁmcmew Mamnw@w‘.wwnmwma%ﬁm@ .S, gﬁﬂmﬁ%wm%w o
mmw mwmwwmw a privacy policy can get 1o ﬂowgw for not living up o m. nwﬁmﬁw? - mmww "
safér not mmﬁwmm a pelicy, Unfortonately, this is head-in-the-sand thinking. The real 1

{gnoring prvacy will be complicaied la

reaiilias,

anid, 1 hard-Hoers on
we would enact Sarselves or that our customers would demand, Unforusately, hard-fing .

Bt sides of the privacy questions make things worse. Self-regulation advocales reject mmwmwwm
w X i . L an.w.
posed Tegislation rather than working to make suse the .mmﬂw are reaspnable. mﬁmxxmm privacy

ws created by legisiators who don’t saderstand gwmmwmmm, .
tricti i i ith thagn anythin
tities. These are likely to.be much more restrictive and difficult o work with thaiy anythiag -
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advocates reject solutions that aren’t perfect. An example of a great inlilative that many privacy
hard-tiners ciitlcize because it doesn't mm.ra every bit of the probieim is Em.wmmﬁﬁ,ﬁ.mmw.wmemw
‘Prefecences (for additional information on P3P, see www.w3.org/P3P/}.developed by the vWosld
Wide. Web Consortium. P3P isa seftware tool that allows a customer to dbbine his privacy mwmm
erences 50 that his computer can check 2 company’s policy and decide whether it's an acespiable
place to do business. T
~ On ihe other hand, direct marketers and database markéting advocaies reject mmw.mmmmwww

islation, o matlter how benign, This ncludes the atietupts by the Federal Trade Comiraia-

at ig

- ston 16 require that all companies doing businsse on the web have a basic privacy policy. Having

such a policy would, at a minlmum, eliminate the problem we just discussed: Somie companies
aveid displaying a policy because only then might they be valterable 0 privacy complaints,
ARhough this head-Tn-The-said Thirking mught be fechmivully COTect, Tt only Hales Cusioners
fess uuiting and more leery of sharing theit information with all nomuwmnmwm..w,m..mamﬁemw cycle.
We warit 1o be self-regulated, but we're reluctant to take the flost step and maks sy privaey
promises. So customers’ trust of our sense of nentions goes down, as does the government's.
opinion of how tesponsible we're being, Government then ralses the prospect of legislsiion as
the ouly viable aliernative because industry isn't taking responsibility, This causes more fear that
ous smell legal step will lead to a totally restrictive environiment, so we scream sgifregulation
even louder: We have i break this cycle. We all sust create and post-nling privagy staterments
on our web sites how, Because it's a reasonable requirement, we should also get behind the
efforts to adopi legislaton to that effect, making the playing field level for all of us and takinga

step toward bullding credibility with our costomers and the government,

22.6 Qelling Staried Now
If you are zerious about dolng business in the 21st ceitury, then you need to reatize diat privacy
is a real Tesue a6d one that's liere lo-stay. You can use it to your advaniage to build strong rela-
tonships by taking steps 1o ensure that cusiomers are comfortable, Your company should act
nowOF privacy will be done & you, Take these first steps:
— T e e

o Undderstand what privacy isall sbout,

* Develop a company privacy policy ihat reflects what you do. It can evolve over tim= as
yout capabilities Inprove. I's better to be accizalc than 1o have 4 ideal policy. Post an
sitine version of your policy.

* Geta Privacy Seal Use simple and consistent language to describe what you do.

» Take responsibility gngﬁm. Let yous cusioiners know that you
accept the responsibility of protecting their personslly ideatifishle Informalion as
carefislly as you would the credit cdrds In your wallet.

@ Help lead the charge in building awareness and educating the marketplace, Make vour

efforts visible,

F
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As you have probably gusssed by now, I am & strong ‘advocate of taking a commbn-senss ..
approsch 1o things and not overcomplicating fnatizrs. mm you overanalyze an issue, you just ge
paralyzed. Use common gense, snd use yourself as an exampie. How do you feel mwwwﬁ how youy:
personal data should be used and protected? Undlerstand what your compuny is doing today, fix’

the things that are obvious aadfor easy to fix, and fwolve your staff in orderio start the bali roll
ing. JUST DO AT! :

Questions for Reflection
Fiink show what kinds of privacy commitments your company makes 10 yOur customens
1. Is there a privacy notice on your website? Do'youhave a separate privacy mam@.w
2. 1f there arc any, are ihey widely known and understood inside the company? Are the
widtely foliowed? o . :
3. Do your policies cover all five eleménts?

CHAPTER 23

-0t It,

andging costomer selationships today really means twening the management of the
relationship over (o yoir tusicmers. 108 a scary thought, lsn’t 57 How do you lev cusfomers man-
age thelr pwa relationships without giving up total control of your businessT And even If you did
give up control, K wouldn't really do your customers much good if you lose nioney and hiave to
go.out of business because you “delighted” thent, The dot.com debacke taught many people tht
important lezson.,

Customers require. thit comipsnies give them what they want, the way they waant it, and
whesn they want it. The trick is-giving custoniers chojess about how they interact with your com-

sy without giving the company away. Balancisg pricrities is what customer relationship masn-

spement is abogt,

25,3 Rnowing Your Company’s CRM Goals
w&m&‘ any company could “buy Y eustonier Toyally with great free produtis and services. Many
of the sow defunct dot.eoms 3id exactly that! And where are tizir customers today? | can’t tell

"y enactly, but theyre certalaly to Touger the loydl customers they onte were (o companiles tiat

o fonger exist, Happy cusioimers sad 1oyal eyeballs are not the only measure of suveess; profit
i gl fmportant, The sscret io CRM success is finding the right balance beiweén customey
aiperionce and company proflt, as iflustrated in Figure 23-1,

Alpost every CRM business decision involves finding the right balance between nlernal
and external investments, between dctions and resulis,
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