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An explosion of new advanced analytics tools have arrived on the market to transform customer service and support. While these tools all
yield significant revenue opportunities, most IT leaders supporting customer experience projects still fail to exploit the possibilities.

Key Challenges

Most customer service organizations lack a knowledge of what advanced analytics can do to improve the service experience.

Most business intelligence teams have no integration with the IT leaders assigned to customer service and support, nor do they have
the Ph.D. statisticians that a marketing staff would have to perform predictive modeling.

Nearly 90% of customer service and support organizations do not have their own budget, making the creation of a compelling business
case essential to engage in any type of advanced analytics project.

Recommendations
IT leaders assigned to customer service and support should:

Prepare for advanced analytics by measuring the present state of customer service.

Determine exactly where and how customer service improvements should be made.

Select the technologies that will drive advanced, predictive customer service capabilities.

Find the business analysts with the advanced analytics skills required for customer service.

Customer service organizations are laggards in deploying advanced analytics. This is not because of a lack of appreciation for the power
that analytics bring, nor a lack of interest. The issue, rather, is limited budget and limited access to analytics experts, which flows from a
lack of appreciation higher up in the organization for the role of customer service in the business.

There is extensive use of standard analytics, such as reporting, which can be on a variety of topics that impact the efficiency or customer
service such as:

Average handling time on a phone call

Case escalation

http://www.gartner.com/analyst/9451


Percentage of calls deflected through interactive voice response (IVR), search

Percentage of calls deflected through chat, email, co-browsing, video sessions

Satisfaction scores given by customers for interactions on various channels

Blended satisfaction scores across channels

Net Promoter Score (NPS)

Agent satisfaction

Agent attrition

While useful and necessary, these efficiency-focused analytics merely describe the situation. They do not predict, and especially do not tell,
what to do next. The next step in customer service (already underway within the leading customer service organizations such as DirectTV,
Starwood Hotels & Resorts Worldwide, KLM, Belgacom Group, Starbucks and Wells Fargo) is to introduce more powerful analytics that
describe both what is likely to happen next (predictive) and what steps the customer service organization should take (prescriptive). There
is another level of prescriptive analytics emerging that is of tremendous value to both the organization and the customer: personalization
— advising customers of actions they might want to take based on the analysis that the enterprise has taken on their behalf. Examples of
this can be seen in Google Now, where the system analyzes texts and location, and then alerts and provides Google users with pinpoint
advice specific to them.

Prepare for Advanced Analytics by Measuring the Present State of Customer Service
As useful as advanced analytics could be for a customer service organization, they need to be targeted at specific use cases. The most
successful companies are using advanced analytics to leverage customer service to achieve larger enterprise goals, such as brand
awareness, multichannel adoption, higher uptake of marketing offers, and as a way to check that their customer segmentation strategies
are accurate.

Gartner recommends that only customer service organizations that are engaged in cross-departmental strategies consider advanced
analytics. The value of these tools comes when marketing, digital commerce, sales and customer support are aligned around key
objectives. For example, if the vice president of operations or the head of IT assigned to customer support is already working with IT
colleagues assigned to departments such as marketing or digital commerce, then the use of advanced analytics would be an accelerator
to key objectives. Together, the cross-departmental team can map out the goals for the advanced analytics. A sample approach is shown
in Figure 1.

Figure 1. Customer Service Benefits From Advanced Analytics



Source: Gartner (May 2015)

Determine Exactly Where, and How, Customer Service Improvements Should Be Made
Once the strategy for advanced analytics is put in place, then goals can be established for what metrics need improvement, and how
advanced analytics tools will be used to achieve it. For example, we have set some potential targets in Figure 2.

Figure 2. Focus Advanced Analytics on Measurements and Goals



Source; Gartner (May 2015)

In this example, the customer service director has worked with colleagues across IT to qualify the best practices in the industry for
customer support. Using these industry best practices as a guideline, the team can then determine, with the help of marketing, which of the
metrics are most important for the enterprise.

A secondary, but no less important, outcome of this exercise is that everyone involved in customer service, both IT and customer support
personnel at all levels, understand the new goals and objectives, and the purpose of the specific analytics tools that are being put in place.

Select the Technologies That Will Drive Advanced, Predictive Customer Service Capabilities
Once an understanding of the measurements and goals for customer service are in hand, it is a straightforward task to map where
traditional analytics are an adequate approach and where advanced analytics products must be brought in. It is equally important to decide
if improved service capabilities could be achieved just as well through change management. For example, a process consultant examines
patterns of customer experience, and based on this, tweaks existing software or adjusts workflows. We have seen companies link social
media listening technologies to their customer service agents' desktops. With this small change, the agent is now aware of the most likely
reason for the customer's chat, text or call. In another case, a bank linked its ATM machines to its text messaging. In an instance where
there was a problem with a customer's credit card or debit card, the ATM read the customer data and sent a message to the customer
advising on what step to take. This was a "prediction" of what would happen next, without relying on any advanced technologies.

An instance where advanced analytics are useful is to improve the case deflection rate from self-service channels, such as IVR, FAQs and
search technologies. When these rates fall short of the industry best practices, the question becomes, "Why is this so?" One answer might
be because of a failure to predict the most likely reason for the customer complaint or question.

Predicting the reason for a customer complaint might require:

Statistics about which customers, in which segments, are failing and succeeding on each channel

Establishing a connection to the information from an object (car, medical device) or the person



Analyzing diagnostic data from previous complaints regarding the same equipment or service

The statistics might be the mean time between failures (MTBF) of a part, and the conditional element of how that part (or product)
performs under certain conditions. For example, an aircraft that takes off and lands in cool, dry conditions has substantially different MTBF
than one in a desert region.

The skills to achieve this advanced analytics competency can only be useful once there is the competency to perform the extraction,
transformation and loading (ETL) functions required. This may be more complicated than it at first appears because the data formats may
not be standard relational data, but rather images, sounds, sensor signals, Web traffic and mobile device information. Therefore, it is
critical for the IT head assigned to the customer support or field service support organization to work closely with the advanced business
intelligence teams, or to find new resources to work with the data.

Select the Technologies That Will Drive Prescriptive Customer Service Capabilities
Both prescriptive and predictive analytics are used in many customer service and field service scenarios to respond to customers before
they are aware they have a problem, or to make them a marketing offer in the midst of a customer service activity. In the case of field
service, advanced analytics can determine/predict the likelihood that a part will require replacement, repair or calibration before that state
occurs. Techniques such as inventory optimization or parts planning allow companies to predict service requirements. Then the
prescriptive analytics are used to determine the makeup of the field service force, and to suggest changes to the existing inspection and
maintenance schedules. Products from companies such as PTC (http://www.ptc.com/) are examples of these capabilities.

An additional field service technique is workforce optimization. Any company that has a complex piece of capital equipment (such as
medical diagnostics, printing equipment, aerospace manufactured assemblies [engines, gears, blades], railroad infrastructure, oil rigs,
trucks, power plants, telecommunications equipment) must anticipate not just the likelihood of a breakdown, but also the number of field
technicians, their locations, availability and skills. Products such as those from ClickSoftware (http://www.clicksoftware.com/) provide this
capability.

In the area of marketing offers during a customer service interaction, advanced analytics examine the customer's past behaviors,
consumption patterns, individual economics of accounts and channel usage to extract a precise offer out of a possible universe of
hundreds of offers. Software companies such as Pontis (http://www.pontis.com/) are helping businesses achieve these goals of lifting
offer acceptance significantly.

Find the Business Analysts With the Advanced Analytics Skills Required for Customer Service
Standard analytics are well-known, and the expertise required to use the tools is relatively easy to acquire. However, advanced analytics
tools often require instruction from the vendor that sells the product. Within the organization, the business intelligence team may not be
familiar with the new tools or methodologies. Look to leverage skills and tools from marketing.

Also, as a part of the vendor evaluation process, take steps to obtain the names of reference customers who can discuss the success and
the challenges that might have come about during a deployment.

There can be a set of new skills that needs to be onboarded, such as understanding neural networks, or regression tree analysis and
modeling, new forms of graph analysis and rule induction. There is a move to simplify some of the new tools, and to make them more
visual and easier to explore and set up, however, importing data into the tools, and in the right format, may not be easy. This is also the
case with integrating the tools with customer service and support applications.

To successfully obtain budgetary approval for the tools, and the human resources required to optimize their use, we recommend working
with the vendor on the business cases that they have delivered. There are many cases where the vendor will agree to a "pay by results"
deal, wherein it receives money only for the deployment costs, plus a percentage of the profit from service process optimization or
improvements to marketing offer performance. A large consumer-oriented company might have 20 or more Ph.D. statisticians as business
analysts on the marketing staff just to do predictive modeling. IT should try to create a relationship with marketing to work on some of the
use cases.

Do not be shy about proposing alternative product pricing scenarios, as the vendors themselves are looking for the best way to monetize
their products.

A telecommunications provider in Eastern Europe used a predictive analytics technique during a customer service interaction to determine
the personalized marketing offer that would appeal to a customer. By suppressing offers entirely (where appropriate), or by making a highly
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personalized offer (as appropriate), customers were far more satisfied with the company for catering to their preferences. This raised the
Net Promoter Score over 15%. In addition, those customers were more than 10% more interested in receiving future offers, and overall
spent 2% more with the company.

"Focus on the 'Three Vs' of Big Data Analytics: Variability, Veracity and Value" (http://www.gartner.com/document/code/270472?
ref=ggrec&refval=3053417)

"Predicts 2015: A Step Change in the Industrialization of Advanced Analytics" (http://www.gartner.com/document/code/270560?
ref=ggrec&refval=3053417)

"How to Be Agile With Business Analytics" (http://www.gartner.com/document/code/270535?ref=ggrec&refval=3053417)

"Predicts 2015: Weak Mobile Customer Service Is Harming Customer Engagement" (http://www.gartner.com/document/code/270957?
ref=ggrec&refval=3053417)

"Market Guide for Digital Personalization Engines" (http://www.gartner.com/document/code/262995?ref=ggrec&refval=3053417)

We conducted research during the course of client calls, as well as through discussions with software providers of advanced analytics.
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