
The CRM Evolution Continues: 
From Relationship Management to

Experience Management 
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What a difference a year makes. In the introduction to 
last year’s Defying the Limits book, we explored an
evolutionary shift that many believed heralded the end 
of CRM as we knew it. We said the capital-intensive,

technology-centric concept of CRM will finally be retired, replaced 
by “customer centricity” as a best practice. 

Twelve months later, the evolution of CRM is well under way. In
fact, we feel confident this year stating that the changes in the ways
companies define and use CRM do not constitute merely an evolution
in business practice, but a revolution.

What is different from last year to this? For starters, the reasons 
why companies invest in CRM certainly have changed. Traditionally,
companies have focused their CRM investments on tactical outcomes –
reducing costs, for example, or making customer management activities
more efficient. Today we are seeing CRM play a broader, more strategic
role by helping to grow the business – a shift driven, in large part, by
improving economic conditions.

The how also has changed. Increasingly, companies approach CRM as
a means to an end, not an end in itself. Executives have learned how to
ground their CRM investments in a solid business case, set reasonable
expectations of return, and measure the impact of new capabilities on
business performance. They also are more likely to embrace new and
more cost-effective ways of acquiring specific CRM capabilities instead 
of relying solely on the traditional packaged software approach.

A third key difference: what CRM represents. For years, the term
“CRM” chiefly meant software. Now, executives are far more likely
to include customer-facing strategies and customer-focused business
processes in their definition of a CRM program. Furthermore, they are
more likely to consider the ability to influence workforce behavior as
essential to the success of their programs.

In short, as a number of successful companies illustrate, CRM 
is helping organizations solidify or even expand their lead over
competitors as the economy continues to strengthen and present 
new opportunities for growth.

The Drive Toward Growth
The evolution – or revolution – of CRM reflects the changing business
and economic landscape. Compared with only two years ago, companies
today are much more concerned with growth and innovation, while
remaining sensitive to cost and competition.

A survey published earlier this year by the Economist Intelligence
Unit (EIU) revealed an overwhelming percentage of chief executives
expect either modest (53 percent) or robust (34 percent) growth in
revenues and profits in 2005. Seventy-four percent of these CEOs also
believe prospects for business in the global marketplace will be good 
or very good in the next 36 months.

Organic growth requires customers, and Accenture’s own research – 

a survey of several hundred top executives around the world – found that

executives also are making customer relationships a priority. Acquiring new

customers, increasing customer loyalty and retention, increasing revenue

from current customers, and increasing customer service capability were

among the top 10 issues for leaders of organizations across myriad industry

segments. In fact, customer acquisition was cited by one-third of participating

executives as one of their biggest concerns. 

Few companies illustrate these issues better than North American
consumer electronics retailer Best Buy. As Al Lenzmeier, the company’s
president and chief operating officer, explains, “Best Buy is in the midst
of a company transformation to put the customer at the center of all
that we do.” Best Buy conducts in-depth research into what types of
consumers contribute most to its margins, and then approaches each
segment differently through targeted storefront and marketing
operations – including a state-of-the-art call center. 

So far, this transformation is delivering: the company has reported
that these segmented stores grew sales last year at twice the rate of
other Best Buy stores.

The actions of such companies as Best Buy also point to a renewed
confidence in CRM. After many years of hand-wringing – by executives,
analysts and the media – over the return on CRM investment, CRM
now is playing a major role in driving growth in leading companies
around the world. 

Loyalty: The Key to Growth
Sensing this shift that CRM was undergoing, Accenture embarked 
on a major research effort to more deeply explore what defines 
mastery of marketing and customer management in high-performing
companies. And we found that many companies effectively have
“cracked the code,” so to speak, when it comes to CRM. Rather than
implementing technology-focused, efficiency-enabling programs to
optimize a specific customer-facing function, they have devised more
strategic and holistic capabilities that are enabling them to grow
profitably and position themselves for sustained high performance.

Specifically, our research found that leading companies owe their
success in large part to a broad, integrated approach to customer
management that enables them to orchestrate all the activities that
influence customer loyalty – including those traditionally associated
with the marketing function as well as those that more conventional
organizations often view as the separate domains of sales, customer
service, and research and product development. Loyalty is the 
linchpin because it’s the foundation of the four key drivers of
profitable, organic growth – acquiring new customers, retaining
existing customers, selling more to all customers, and establishing 
a premium for one’s brand. The companies that are positively
influencing customer loyalty through their CRM efforts are the
ones that are posting the strongest growth figures and are putting
distance between themselves and their competitors.

CRM: From Cost Reduction to Loyalty and Growth
The early indicators of this shift in CRM focus from costs to loyalty 
and growth – as illustrated by the leaders we identified in our 
research, as well as a number of innovative companies with which 
we’ve worked – include:
■ Increased attention to and development of a branded customer

experience;
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has been turning heads and winning raves from a whole new
generation of car buyers. Likewise, McDonald’s – long the pacesetter
for the fast-food industry – has overcome its recent stumbles by
addressing quality and service shortcomings and launching an
engaging new ad campaign.

■ Some started as an also-ran but have taken great strides to reinvent
themselves. Samsung used to be synonymous with low-priced
“copycat” consumer electronics products of mediocre quality. Today,
the Korean juggernaut has one of the world’s best-known and most
valuable brands because of a string of innovative mobile phones,
compact-disc players and other gadgets that have firmly established
the company as one of today’s foremost purveyors of “cool.”

Regardless of their path, these companies are using the unique
experiences they generate for customers to foster unparalleled loyalty –
much to the delight of their shareholders.

Deeper Commitment to Customer Insight
We’ve also seen companies increasingly recognizing that fostering
enduring customer loyalty – and, consequently, driving sustainable
revenue and bottom-line growth – requires two critical actions:
mastering the use of technology to generate customer and business
insights in real time; and having the leadership ability to create
decision-making structures that accelerate these insights into action.

The United States Postal Service, for example, used customer insight
to help improve its ability to face off against formidable competitors 
in the express-mail segment. By implementing a new data warehouse
that integrates data on 16 million customers from more than 30
disparate systems, the postal service was able to develop deeper insights
into its customers. These insights enabled the organization to create
more relevant service offerings, ensure a level of service for customers
appropriate to the amount of business they do with the postal service,
and grow its overall customer base.

Similarly, France-based Bouygues Telecom dramatically improved 
its campaign management process by adopting new customer insight
capabilities. The company built a new campaign data repository in
which customer data could be consolidated and from which relevant
data for specific campaigns can be pulled quickly. By pairing this
repository with a new campaign management system, the company 
has enabled marketing personnel to more effectively access, analyze 
and segment customer data; more efficiently and effectively launch
campaigns to the right audience; and evaluate the effects of the
campaign in time to make necessary adjustments. 

■ Deeper commitment to developing and operationalizing 
customer insights;

■ Stronger focus on marketing as a science; and
■ Move toward more pragmatic and less capital-intensive ways – 

such as “on-demand CRM” – to acquire necessary customer
management capabilities.

Increased Attention to the 
Branded Customer Experience
According to our high-performance marketing and customer manage-
ment research, a consistent “branded” customer experience plays a
greater role in creating loyal customers than any other customer-facing

capability – accounting for one-third of an organization’s ability to
achieve high customer loyalty. Accenture defines a branded customer
experience as the strategic management of customer touch points to
deliver consistently on the brand promise and generate sustainable
value for the company and its customers.

We found companies that exhibit qualities of a high-performance
business excel in marshaling their CRM investments to help create 
and deliver a branded customer experience. We further discovered that
these leaders have taken different paths to such an experience. 
■ Some are long-established companies that have always been masters,

such as Procter & Gamble, the world’s largest consumer products
manufacturer. Founded in 1837, P&G boasts $14 billion-dollar global
brands as the result of more than 150 years of continuous innovation
in connecting with consumers. These brands include category leaders
(and household names) such as Pampers, Charmin and Tide – each
with a clear, distinct and familiar brand promise.

■ Some are new entrants on the scene that, although they don’t have
the legacy and pedigree of a century-old organization, were able 
to quickly establish themselves as leaders. Amazon and Starbucks 
are two of the best examples. In a little over a decade, Amazon has
silenced its most vocal critics as it moved from technology innovator
to the dominant force in online retailing – all the while setting and
raising the bar for the Web shopping experience. Starbucks proved
that people would pay $3 for a cup of coffee – several times a day – 
if it was served with a heaping helping of trendy vibes, interesting
music and a friendly, laid-back atmosphere.

■ Some were leaders, lost their way, then regained their footing and are
back on top. Cadillac used to be a stodgy brand that your grandfather
drove. But through a combination of sizzling new products and catchy
advertising (backed by a heavy dose of Led Zeppelin music), Cadillac
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Rather than implementing technology-focused, efficiency-enabling programs to optimize a specific

customer-facing function, they have devised more strategic and holistic capabilities that are enabling

them to grow profitably and position themselves for sustained high performance.



A More Scientific Approach to Marketing
In our recent work with companies around the world, we found a
number of leading organizations that are using advanced analytics to
transform the way they make marketing budget allocation decisions.
By adopting a more scientific and rigorous approach to marketing,
these companies are more effectively matching marketing expendi-
tures with customer segments that merit the investment. In the
process, the organizations are generating a much higher return on
their marketing activities.

Samsung is one example of a company taking such a “scientific”
approach to marketing. The company found that selling 14 product cate-
gories in more than 200 countries created the daunting challenge of decid-
ing how to most effectively allocate its $1 billion marketing budget across
476 category/country combinations – a decision that hinged on under-
standing where the strongest (and weakest) opportunities for ROI lay.

Samsung launched an 18-month project to gather detailed
information on those 476 category/country combinations; assemble 
all that data on a single, easy-to-use site; and employ the analytical
power of software to predict the impact of different resource allocations.
The result was M-Net. Not only does the site house reams of data, 
but it also provides the analytic tools needed to make sense of it. 
Now Samsung managers can analyze the results of recent marketing
investments around the globe and build predictive models and 
what-if scenarios to test future investments.

Snack-food manufacturer Frito-Lay has embarked on an initiative 
to develop a pioneering marketing intelligence portal. The objective 
of this portal is to give Frito-Lay’s brand management and brand
support functions powerful business intelligence on the performance
of their products and supporting marketing efforts. The marketing
portal will integrate various disparate sources of internal and 
external marketing and sales data, and through powerful reporting
capabilities will deliver insights into the product performance that 
are currently only possible through complex ad-hoc reporting and
analysis. In addition, the marketing intelligence portal will make
available to Frito-Lay a number of marketing analytics capabilities,
including marketing-mix scenario planning and optimization, and
demand forecasting.

The Frito-Lay marketing intelligence portal is expected to give 
Frito-Lay a competitive edge through advanced marketing intelligence,
and drive process efficiencies through the automation and simplification
of data integration and report developments. 

Pragmatic Capability Acquisition
While technology remains critical to the effective management of
customer relationships, we’re finding increasing acknowledgement
among leading companies that technology no longer defines their 
CRM efforts. In fact, many organizations have recognized that the
traditional CRM software purchase model is fundamentally flawed.

Rather than continuing to spend large sums of money to acquire and
implement a CRM packaged solution, companies today are exploring 
an option that is rapidly gaining favor: “on-demand” or “pay-as-you-go”
CRM solutions. Unlike packaged solutions, the on-demand model

enables user companies to subscribe to a CRM service and pay only 
for the software features they use. Because the service allows companies
to scale up or down their use as market and business conditions 
dictate – and hosting, support and maintenance is handled by the
service provider – on-demand CRM offers greater flexibility and lower
operational costs than purchased packaged software.

Indeed, interest in on-demand CRM solutions is running high.
According to researcher Aberdeen Group, more than 85 percent of
organizations surveyed plan to evaluate on-demand CRM applications
when considering their next CRM solution. One company that is at 
the forefront of exploring on-demand CRM solutions for its sales
function is Kaiser Permanente. The health-services company is in the
midst of a sales force transformation effort – which began with a
strategic assessment of Kaiser’s current capabilities and requirements
for end-to-end lead management – and has decided that on-demand
CRM represents the best option for the necessary supporting technologies.
More than 800 sales people across four lines of business and six U.S.
regions will be affected by the effort.

Other companies are dramatically reducing the cost of their CRM
investment by taking advantage of a more flexible sourcing model 
for customer contact support that leverages the best mix of options
available globally, both insourced and outsourced. For example, to
continuously enhance service levels, Professional Education Institute –
an education and training institute focused on real estate investing 
and financial management – uses multiple outsourcers. According to
Chief Marketing Office Roger Sinnes, this approach helps the company
“create an environment of healthy competition between multiple
outsourcers where each vendor has an equal opportunity to earn the
lion’s share of your call volume. It not only increases overall performance,
but also gives you that backup if a vendor runs into an issue where
they can’t handle your calls.”

When companies are not locked into a sole-provider arrangement, or
bound by the constraints of one provider’s infrastructure, they retain the
ability to respond quickly to new opportunities and competitive threats.

Conclusion
In the past 12 months, we’ve seen CRM reach a major milestone in 
its evolution. No longer is CRM seen as a purely technology-driven
approach to optimizing the efficiency of individual corporate
functions. Today, it is a powerful driving force behind the growth 
of leading organizations around the world. Indeed, regardless of
industry segment or geography, these leaders stand as vivid testament 
to how CRM – when “done right” – can help businesses capitalize 
on new market opportunities that have emerged along with the
resurgent economy.

As you read the insightful, informative articles that follow, you’ll
find further explication of the developments just discussed – as well 
as more in-depth profiles of businesses and government agencies 
that represent the vanguard in the next phase of CRM. We trust 
you’ll benefit from these insights and find useful information on 
how CRM can position your organization for success and high
performance in the years to come. ■
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