ON THE MARK

CX innovation:
Let’s break
it down

T

he theme of this issue of Intelligent Sourcing is innovation and
there is no area of business
that is innovating faster than
customer experience (CX). Once
considered to be just the call centre in
the basement, managing the interactions
between a brand and their customers has become a highly specialized
discipline with several global suppliers
managing customers across all industries
from government to retail.
But first, it is worth defining the
difference between customer service
and customer experience for those
of you not steeped in industry jargon.
Customer service generally refers to
the communication channel brands
offer to customers who have a problem
or question – those post-sale calls or
emails when there is a problem with a
purchase. Customer experience is the
entirety of all interactions between a
customer and brand – asking an airline
on Twitter about the movies on your
next flight or commenting on a supermarket Facebook page about a recipe
might be good examples of interactions
that are now common, but are not part
of the traditional post-purchase custom-
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well, but you will never find the great
ones without the experimentation.
Creating an environment that embraces
failure and learns from it is usually the
biggest challenge for companies that
want to innovate.

Mark Hillary says
companies must stop selling
and deliver what customers
actually need

er service engagement.
Innovation is also a loosely defined
concept. It doesn’t necessarily mean
invention or an entirely new process;
innovation usually involves taking processes you already know and understand, and mixing them together in a
different way to create something new.
Companies that manage to truly lead
in innovation are actually quite rare
because innovation requires an attitude
to failure that most managers fear. To innovate requires a lot of experimentation,
testing new ideas and new combinations
of ideas. Naturally you will never find
that every combination of ideas works
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Why innovate?

Why is innovation needed anyway?
This is the first question any executive might ask. The customer service
process is usually well defined. There
are metrics in place that measure how
a contact centre manages customer
interactions, and what are the specific
key performance indicators and service
level agreements . This is especially true
when the process is outsourced to a
customer service supplier, because the
supplier has to be measured so they can
charge the correct prices.
The thing is, the way that customers
interact with companies is dramatically
changing and so the idea of building a
contact centre then locking down measurements on customer interactions –
such as how quickly you can deal with a
customer phone call – don’t work in the
present day. A better way to think of the
modern customer experience is to look

Customer expectations and
journey: This change in the customer

journey is creating an expectation in
customers that their favourite brands
are a part of their life, almost friends.
Interaction and engagement is an
ongoing process and not something

that only takes place when there is a
problem. Customers want to ask their
favourite brand questions before a
purchase, during a purchase and long
after a purchase. There is no longer the
traditional “waterfall” journey of informing a customer about a product, giving
them more information, processing a
sale, then handing a customer service
interaction only after a purchase.

Technology: Almost every new

technology development is now being
deployed by brands keen to discover
how they can improve the customer
experience. Think of just a few recent
developments and you get the picture:
artificial intelligence (AI), machine learning, virtual reality, augmented reality,
app store distribution, cloud computing,
omnichannel, location awareness, data

“Look at brands that
understand the value
of a lifetime
relationship.”
analytics and personalization. Companies
are deploying many of these tools in a
bid to learn more about what customers
think and the line between human and
digital interactions is often being blurred
as AI systems improve and offer 24/7
instant interactions. The hundreds of
millions of voice assistants – such as
Google Home and Amazon Echo – now
sold around the world demonstrate that
technologies such as AI and voice recognition are now commonplace and used
by customers of all demographics.
t

at brands that already understand the value of a lifetime relationship: for example,
Apple, Nike, or Harley Davidson. All
these brands realized long ago that interacting with their customers is not a customer support process, it is essential for
them to build an engagement that should
last for about half a century, not a few
minutes. Customer expectations about
brand interactions are clearly changing,
but what other drivers are feeding into
the innovation we can observe in modern customer experience?
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Automation: Tools such as robotic
process automation and chatbots have
been transforming customer interactions
in two main ways. Many brands are
finding that for simple or repetitive questions, customers prefer service that is
automated because it is immediate and
works. There is also an opportunity to
automate the support of human customer service agents – so they immediately
have access to information or answers,
creating a super-agent that can answer
almost any question immediately. The
blend between human and digital service
is one area that is causing brands many
problems at present as there is rarely a
seamless transition.

Customer-centricity: This has largely been driven by new market entrants
redefining how industries should work,
often enabled by various technologies.
For example financial technology
(fintech) solutions in banking are
allowing new companies to offer
foreign exchange transfers or loans
just by creating an app with these
services. No need to build a branch
network or manage legacy technologies,
just build a service around the needs
of the customer.
An even bigger consideration is the
way that customer journeys are creating
a need for brands to rebuild their
internal structures. When the process of
interacting with a customer was well defined and worked in stages, then it made
sense to structure company departments around processes such as sales,
marketing, advertising, customer service,
or public relations. How do these silos
work in an environment where customers ask questions not directly related
to sales? How do you manage blogs or
online reviews about your products –
or even just customers talking to each
other directly on social networks? Every
part of the business that interacts with
customers must be working as a single
team and this may require considerable
internal change and reorganization, even
for such a simple strategy as integrating
customer service and marketing into a
single team.
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Think need, not sell

When I was a teenager I drove an old
Ford Escort. I bought a Haynes manual
and learned how to change the filters,
the oil, the brakes, and perform all but
the most complex jobs needed to maintain my car. But when I looked at the
computer-controlled engine on my most
recent car I knew that my only option
was to take it to the dealer for servicing.
The modern customer service environment today is similar to this situation
with car engines. It used to be possible
to hire a few agents and let them answer
customer calls from a dedicated area of
your office, but so much has changed.
Customers expect more in terms of
channels they can use and times they
want to interact. Constantly emerging
technologies and business models are
challenging how brands used to do
business – entire companies are being
rebuilt around what customers need
rather than what companies want to sell.
The only way to both deliver and innovate in this environment is to build an
ecosystem of partners who know more
about delivering service to customers
than you do.
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“Customer journeys
are creating a need
for brands to rebuild
their internal
structures.”

As I have outlined, CX is tied to innovation in so many ways that it is rapidly
becoming the number one priority for
most CEOs. The need to redefine how
CX works is driving technology strategies, sales, marketing, service and even
the underlying business model of some
brands. Look how major consumer
product companies such as Unilever are
exploring subscriptions instead of retail.
CX is driving change across every
industry today because customers of
Amazon don’t expect poor service from
their electricity supplier today – they
know how customer service should be.
CX used to be all about contact centres,
but today it is focused on innovation
and some of the most exciting emerging
technologies.

