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1. Introduction and Background

1.1  The aim of this White Paper is to describe the use of the Keystar Consultancy Services (KCS) Key Procurement Process for the selection and procurement of Customer Relationship Management (CRM) Systems.

1.2  KCS operates in the financial services, utilities, retail and public sectors delivering leading edge business and systems solutions.  Capabilities include strategic business and systems change, rapid systems development and e-commerce applications.

1.3  Keystar Consultancy Services' mission is to  provide leading-edge quality business and systems  solutions encompassing: 

· Business Change


· Programme / Project Management


· Strategic Systems Planning


· Rapid Systems Development


· Process and System Usability Evaluation.
The KCS skill set currently encompasses:

· Strategic Consultancy 

· Strategic Information Systems Planning

· Programme and Project Management 

· Business Analysis and Requirements Definition

· Product Evaluation and Selection 

· Usability Evaluation 

· Rapid Systems Delivery 

· Workflow and Document Management.
1.4  The background to this White Paper is the work KCS has undertaken with customers and partnering with other consultancies on the strategy and tactics of implementing Customer Relationship Systems. 
2.  CRM - A Key Business Enabler

2.1 The rationale behind CRM is to increase the value of customers (and hence profitability) by engaging in relationships with customers, rather than merely conducting transactions with them.

2.2 The key business drivers for CRM are:

· Customer expectations and decreasing tolerance of failure
· Customer Service is fast becoming the sole differentiator between providers.

· The benefits of customer retention and Cross Selling.

· One-to-One marketing, Affinity Marketing, Personalised Products etc.

· Continual need to reduce costs.

· Need to “direct” customers to appropriate sales / servicing medium.
2.3 The business problems facing potential users of CRM systems are wide and complex and do not centre on the enabling systems issues.  They can be summarised as:

· How best to marshal all necessary customer data.
· Transforming the data into customer information.

· Acquiring the enabling systems that ensure the customer information can be used to manage the customer relationship, and “closing the loop” by learning about the customer from each customer contact.

· Developing and maintaining the corporate culture to do all of this and gain real value from it.
2.4 Consequently, CRM can be defined as:

· Strategy and tactics to maximise the value of customer information and customer contacts within an enterprise.

· “The customer is the centre of our world”.

· CRM is not just smart software.
2.5 A typical CRM / Business Systems Architecture is shown in the model at Figure 1 overleaf.  The model divides an enterprise into Front Office (Marketing, Sales, and Sales Support), Back Office (Business Processing and Customer Services), and the general administration (Legal, Office Services, IT, etc).

The Front Office will use CRM and customer information to segment and identify target customers, drive campaigns, pre-sell, and sell in a managed and informed model against a stated set of strategies.  The Back Office will use the common information created and maintained by the business processes / processing systems to intelligently service customers post-sale, and try to turn servicing events into sales opportunities.  The enterprise administration will use CRM management information to plan and manage enterprise resources and assets (people, plant, processes, systems etc).
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Figure 1.  A Typical CRM / Business Systems Architecture

3.  The Key Procurement Process

3.1 KCS has a standard methodology, called Key Procure, for the procurement of information systems and services, which has been successfully used in CRM selection and acquisition.  The starting point for the methodology is the establishment of a plan for the procurement exercise, which will draw together a core team to undertake the selection and procurement process.  The core team will logically include key business and technical representatives, internal procurement management and, where necessary, consultancy support.

3.2 The overview of the methodology is shown in Figure 2 below.
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3.3  The stages in the methodology are described in the following sub-sections:

· Define Business / Technical Requirements covering the following key areas:

· Business Background

· Business Process

· Functional Specification

· Data Model / System Process Flow

· System Requirements

· Operational Requirements

· Volumetrics.
· Long-listing of vendors and systems drawn up and documented through desk / initial research against the following criteria:

· All systems meet the current level of described business/systems requirements to varying degrees

· All vendors financially stable and trading without impediment

· All vendors plan to continue support for the products selected in the foreseeable future.

· Short-listing of vendors and systems using a broad-brush approach via further desk research and initial vendor meetings and possible use of an RFI (Request for Information).  Criteria used are:

· Broad-brush ranking approach taken

· Criteria

· Match to perceived business / system requirements

· Local presence, experience and support

· Scalability and flexibility of system solution

· Cost v functionality 

· Blind scoring - KCS technical expertise used.

The background vendor / system data and criteria can be used in a blind scoring exercise to produce a Short-listing matrix as in Figure 3 overleaf.

· Develop an RFP (Request for Proposals) to be sent to the Short-listed vendors covering:

· Introduction

· Background Information

· Procurement Approach

· Requirements

· Background

· The Requirements

· Business Requirements

· System Requirements

· Implementation and Support Requirements

· Costs and Configurations

· Contact Details

Typically, and RFP will contain two to three hundred questions which should be answered in the vendors’ proposals.
Figure 3.  Short-listing Matrix

· Determine selection criteria with the core selection team.  This is key and will determine the “winners”.  Generic selection criteria are:

· Strategic Fit

· Functional Fit

· Technical Fit

· Implementation and Support Fit

· Costs.

Then match and cross-refer the criteria to sections in the RFP

· Rank and weight the selection criteria in the following way:

Criteria
        Rank (1-6)
   Weight(1=100%)
Functional Fit
     1


100

Technical Fit
     1


100

Implementation
     2

  
  90

Costs                         3


  80

Support

     4


  70

Strategic Fit
     5


  60
· Individual questions are rated:

· “Must” = 5

· “Should” = 3

· “Must not Preclude” = 1

· Issue RFP to Short-listed vendors electronically.  First check whether they are ready and willing to respond, and after it has been issued, check again.

· When the responses to the RFP are returned the answers to each questions need to be scored by the “owner” of the particular selection criteria that the question falls in to.  Responses are scored:

· E  -  is assigned if the vendor measurably exceeds the stated requirement without any shortcoming (scores 3)
· M  -  is assigned if the vendor meets the requirement adequately without any shortcoming (scores 2)

· P  -  is assigned if the vendor proposes a partial solution to the requirement (scores 1)

· F  -  is assigned if the vendor fails to provide a practical solution to the requirement (scores 0).

· Run vendor presentations and demonstrations, seeking attendee feedback and ratings.
· Take up telephone references, at least two per vendor in a documented manner.
· Visit reference sites.  Choose one relevant site from three proposed by each vendor.
· Undertake individual vendor / system evaluation days to concentrate on key points emerging from the responses to the RFP.
3.4  In
 summary the Key Procure system selection and procurement methodology is:

· Fair and open process
· Simple yet comprehensive methodology
· Maximises internal expertise / limits consultancy involvement

· Re-useable

· Focuses on business need

· Provides an audit trail of documentation.

4. Contact KCS

4.1 If you have a business problem you would like to discuss please contact Bruce Spicer at Keystar Consultancy Services at any of the following:

CONTACT:
Bruce Spicer

Email: 
bs@keystar-consultancy.com
Write:

Keystar Consultancy Services Ltd




Abbey House




Grenville Place




Bracknell




RG12 1BP




UK

Telephone:
+44 (0)1344 423996

Fax:

+44 (0)1344 424024
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