
    

Customer-Focused Business Alignment

Abt Associates has developed a research-
based consulting tool called customer-
focused business alignment. Many firms
are transforming their organizations to
meet the demands of their new competi-
tive environments. These transforma-
tions represent significant challenges,
involving alignment of systems and struc-
tures with business strategies, core com-
petencies, and work processes. Key to
the transformation is that the organiza-
tion becomes more customer-driven.
Management and staff must learn more
about their external and internal cus-
tomers – their values, needs, expecta-
tions, and priorities. Becoming a success-
ful customer-driven organization
requires that this knowledge be used to
drive all subsequent steps along the
firm’s value chain:

Transformed Business Value
This customer-driven shift has profound
organizational implications, from strate-
gy through systems and staffing. To sup-
port the transition, Abt Associates’ cus-
tomer-driven business alignment process
moves from developing an overall plan,
through assessing the customer needs
and competitive environment, to deter-
mining specific action programs to focus
resources on the requirements of key
customer groups.

Business Alignment process
Abt Associates’ Business Alignment
Process framework uses various tools to
identify key opportunities. These typical-
ly include both qualitative and quantita-
tive survey research directed to current

and prospective customers and employ-
ees, and competitors. Abt Associates’
approach to these metrics is rooted in
our previous research, which shows that
high performing organizations create a
self-reinforcing cycle of improvement.
For example, employees who feel posi-
tively about their service performance
tend to be more satisfied with their jobs.
They also tend to stay committed to the
organization. Satisfied and loyal employ-
ees tend to give better service to cus-
tomers, both external and internal.
Other Abt Associates tools include:

• Competitive benchmarking:
Identification of organizational mod-
els within and outside the immediate
market. Through primary and second-
ary data collection, Abt Associates
assesses both the competitors’
approach, and our clients’ relative
opportunities.

• Process mapping: In some cases, the
current organization structure is
inconsistent with the core customer-
driven business processes. Abt
Associates maps the current process
against the customer-driven process, to
identify gaps that may need to be
closed.
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• Cost analyses: Operational structure
needs to be both effective and effi-
cient. Abt Associates analyzes current
organizational costs vs. perceived
value, to identify potential areas for
savings.

In a typical Abt Associates loyalty analy-
sis, each major customer group is pro-
filed based on its current and potential
commitment, or loyalty, to the firm.
These profiles provide critical data that
allow management to assess the value of
each segment to the firm, and hence
decisions on where to focus resources to
address the requirements of the key
group.
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Business Research 
and Consulting (BRC) 
at Abt Associates Inc.
This newsletter is published periodi-
cally as a service to Abt Associates
clients in the Technology and
Telecom industries. This issue’s
focus is on how firms can better
align their processes with customer
needs
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Loyalty Analysis
The value of these metrics is realized
when the results are translated into a
series of actions throughout the firm. In
our experience, a successful program
demands:

• Strong leadership from the top of the
organization;

• Commitment of adequate resources;
and

• A well-structured process for identify-
ing and prioritizing investments for
improvement; and a framework of
metrics to measure progress.

Many of the priorities for action are out
of necessity longer-term initiatives. In
addition, Abt Associates often finds it
valuable to demonstrate early results, to
build momentum for change, and
encourage the active participation of
those skeptics who are to be found in
every organization. We therefore typical-
ly identify a limited number of quick hits
and drive their implementation as soon
as possible, measuring the results as this
is achieved. Example of these actions:

Quick Hit Actions
The goal at this stage is to identify solu-
tions that meet three criteria: 1) are
clearly important to profitability; 2) can
be implemented fairly quickly; and 3)
have a high chance of being successfully
implemented by the parts of the organi-
zation that will be affected.

E-Commerce Developments

As the Internet continues to dramatically
impact the way business is being con-
ducted in all segments of the market-
place, Abt Associates  is helping both tra-
ditional “brick and mortar” and new
“.com” companies identify ways to
exploit emerging opportunities. With
companies now working towards inte-
grating their core business processes
with their customers, suppliers and
strategic partners, managers need to
understand how to leverage the Internet
to improve customer service, reduce cost
and improve communication with their
constituents. Managers must also know
how to position unique product, service
and delivery options to excite customers
in an increasingly competitive world.

Abt Associates’
research techniques
are continuously
evolving to under-
stand customer atti-
tudes, behaviors, and
ever-changing expec-
tations in this new
on-line world. This
means under-stand-
ing technology adop-
tion rates in different
segments of the B2C
and B2B market-
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places, preferences for integrated on-
line applications, and what it takes to
attract and retain users. Frequent e-com-
merce issues we address are:

Customer Selection – by identifying
high-value prospects and their needs for
web-based products and services.
Product and Service Delivery – by evalu-
ating web site features, functionality, and
customer service issues.

E-loyalty – by understanding “sticky”
applications and what it takes to create
committed customers. 

Recent consulting and research engage-
ments include:

• A major Telecommunications
Equipment provider to evaluate con-
tent and functionality, assess market
reaction, and identify optimal target
markets for a new integrated informa-
tion delivery product.

• A large Software and Hardware
provider to redefine its relationships
with its strategic business partners,
identify emerging potential partners,
and design a best practice partner pro-
gram offering compelling value propo-
sitions designed to attract and retain
key strategic partners.
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Abt Associates Inc. 
at a glance
Abt Associates Inc. was founded
three and a half decades ago by
social scientist Clark Abt. Today, the
firm numbers just under 1,000 full-
time worldwide employees and $198
million in annual revenues. Based in
Boston, Abt U.S. offices include
Chicago, Washington, and
Lexington.

If you have any questions or com-
ments on this letter or other Abt
services, please contact Helena Long
at 781-372-6520 or
helena_long@abtassoc.com.

Abt Associates Inc.
55 Wheeler Street
Cambridge, MA 02138
617.492.7100
www.abtassociates.com/brc
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Ø Key Process
Ø Benchmarks
Ø Profitability
Ø Service Requirements
Ø Performance
Ø Gaps
Ø Improvement
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Drive choices around
strategic decisions:
– What to do
– What not to do
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Reconfigure operating
model/business system

nn

     

Improve current and
future unit
performance:
– Effectiveness
– Efficiency
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Results:
– Improved performance
– Reduced costs
– Growth in revenue
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Ø Lack of customer
information:
– Demographic
– Transaction
history

– Predictive
capability

ØCSR training/
incentives

ØTechnical service
integration

Ø Data capture
processes

ØDatabases/
networks for
data capture/
storage

ØMessaging systems

Ø Ineffective use
of existing
information

ØTraining/
incentives

Ø Cross-selling
processes

ØData access

Ø Lack of customer
focused sales
orientation

Customer Service
Ø Does not know customer

Ø Weak service delivery

Ø Outmoded infrastructure

Ø Minimal data retention

Hiring
Ø Insufficient staffing

Ø Poorly trained sales reps

Loyalty Analysis

Quick hit Actions

                                           


