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Despite being aware of the business benefits of improved customer service, public and private 

organizations globally are struggling to step up to the mark and in some cases are getting punished 

by regulators and their customers, putting the very future of their businesses at risk. 

The traditional view of the customer relationship as a simple dichotomy between the competing 

needs of the business for improved productivity and efficiency and the needs of the customer 

for improved service levels and increased satisfaction is no longer valid. Businesses struggling to 

improve their customer service are failing to recognize the role and consider the needs of their 

own employees. Traditional approaches to customer service using CRM and automated workflows 

are failing because they do not consider the power of the employee. Attempts to automate the 

employee out of the customer service equation have backfired.

This paper shows how successful customer service organizations have transformed customer service 

by empowering their employees.  We will see how Case Management applications are best placed 

to deliver employee empowerment and transform customer service, delivering benefits to all three 

stakeholders in the customer relationship; the customer, the business and the employee.

Executive Summary
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Introduction 
We all work in Customer Service. No matter where 
we work or how we work we all have customers. 
We all perform work for either external or internal 
customers and as a result all work performed within 
an organization can be classified, in very broad terms, 
as customer service. 

Take for example Southwest Airlines. Southwest 
regularly win awards for customer service and in May 
2011, Consumer Reports ranked Southwest Airlines 
as the Top Airline in Customer Service. To an outsider 
they are an airline whose main function is to transport 
passengers, and hopefully their bags, safely from 
one part of North America to another. Southwest1 
however describe themselves slightly differently:

 “We like to think of ourselves as a Customer Service 
company that happens to fly aeroplanes (on schedule, 
with personality and perks along the way). How may 
we help you today?”

For work so fundamental to the well being of an 
organization one would expect customer service 
processes to be highly mature. Yet hardly a week goes 
by where we don’t read of a major bank, retailer or 
public utility struggling with customer issues. In 2011  
in the UK British Gas have been fined £2M and the 
Royal Bank of Scotland made subject to an enquiry 
both for poor complaint handling2. Meanwhile in 
the USA the better business bureau recorded that 
customer complaints about banks were up 42% since 
20083.

Today most organizations are aware of the business 
benefits of improved customer service, delivering for 
example customer loyalty, lifetime and brand value. In 
addition it is undoubtedly true that many of the large 
private and public sector organizations struggling to 
deliver improved customer service are today already 
spending large sums on CRM (Customer Relationship 
Management) and contact centre technology 
supposedly designed to help them manage their 
customer relationships. Yet despite this investment 
many organizations seem unable to halt the decline in 
customer satisfaction. So what’s going wrong?

Most businesses have little difficulty handling 
routine customer requests such as providing account 
information, placing a service request or raising new 
purchase orders either automatically online or via a 
call centre. Organizations however are struggling to 

handle unexpected requests. This paper will show 
that the true customer service champions are those 
organizations that can master the unpredictable and 
handle exceptions to their normal business processes. 
We will see how organizations like Ritz Carlton, Disney 
and Zappos get customer service right through the 
empowerment of their employees and in turn deliver 
award winning customer service.

We will show how today organizations can deliver 
employee empowerment and as a result transform 
their customer experience through the use of Case 
Management solutions.

The Customer Service Relationship
The customer service relationship is often incorrectly 
framed as a simple dichotomy between the 
competing needs of the business for improved 
productivity and efficiency and the needs of the 
customer for improved service levels and increased 
satisfaction. This paper challenges this simplistic 
view by introducing a third factor into the customer 
relationship, the employee, and suggests that only 
by meeting the needs of the employee as well as 
the customer and the business can the issues facing 
customer service be addressed. 

Organization

Employee

OrganizationCustomer

Customer

BUSINESS

BPM, CRM, ERP

EMPLOYEE CUSTOMER

Unified Comms, 
Web, CRM, ERP.

Social, Email, 
Unified Comms, 

Web

The Customer Service Relationship
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Customer Service: The Customer Perspective
At the beginning of 2011 it took me two months, 8 
lengthy phone calls and £35 to carry out a simple 
name change on a joint mortgage account I have 
with a major pan European bank. The call centre 
agent I initially engaged did not have the authority 
to carry out the change and I was redirected to 
a second department. The second department’s 
business application was not integrated with the 
call centre and as a result I had to resubmit my 
request and security details.  Despite having another 
account with the same bank in the correct names the 
second department requested a marriage certificate 
from me in order to carry out the name change. To 
add insult to injury the certificate was mislaid by the 
bank for three weeks following receipt and it took 
several days for the name change to be effective on 
all the bank applications.

In my case it was clear that despite having multiple 
accounts the bank did not have a “single view” of 
me as a customer. Many banking systems are today 
still organized around accounts and not individuals. 
It also was clear that the bank was using multiple 
stand alone business applications. The initial call 
centre agent was using a CRM system with some 
very basic workflow and scripts to ensure security 
policy was followed. This CRM platform was not 
integrated with the second department authorized 
to carry out the account name change resulting in 
multiple requests for security clearance and delays 
in updating the system when the change was 
eventually approved. 

We have all had similar poor customer experiences 
like these. Outside the call centre for example at 
the airline check in desk or at the supermarket 
checkout till we regularly come face to face with 
rule bound employees, restrained by technology 
into following inflexible paths in how they handle 
customers. In the UK this is often referred to as the 
“computer says no” culture4 where employees have 
been given templates or strict procedures to follow 
when engaging with customers and do not have the 
authority to deviate from the prescribed path. 

It is obviously better for organizations if all 
customers can be fitted neatly into a simple pattern. 
This however is obviously unrealistic. The majority of 
customer engagements follow a similar pattern that 
can be predefined and easily automated for example 
obtaining an account balance, booking a flight or 
requesting a car service and customers are happy to 
follow. Many organizations however struggle when 
they have to handle exceptions even in supposedly 

routine processes such as a customer complaint, a 
request for a refund or in my case a name change 
on an account. Handling exceptions or non-routine 
requests is however when the top customer service 
organizations step up and differentiate themselves 
from their competition. 

Today there is a perception among customers 
that the rush to outsource call centres has lead 
to a reduction in the quality of customer service 
and that many organizations are focused on 
profit before customer service. In addition there 
is a widely held belief that during the economic 
downturn as organizations attempt to drive 
down costs customer service is one of the first 
departments to suffer. 

Today the individual customer has never had so 
much power. Rather than simply sharing a poor 
customer experience with just close family and 
friends the individual customer via social media 
can get their complaint quickly read by thousands 
many of whom could be prospective customers or 
competitors. A single negative post about a hotel 
or restaurant on TripAdvisor can have enormous 
impact and destroy a hard won business reputation 
in minutes.  

Customer Service: The Organization Perspective
In addition to the perceived drop in service 
quality by customers many private and public 
sector organizations are reporting an increase in 
complaints. In the UK banking sector for example 
Lloyds Banking Group received nearly 2,000 formal 
complaints every day from customers in the second 
half of 2010 – a rise of 14% on the first half5. 

In the USA the better business bureau recorded a 
9.7% rise in customer complaints in 2010, up to 
almost 1 million complaints overall3.

This rise in complaints is likely due to a variety 
of factors. First of all the increase in customer 
complaints may be attributed to the 'more roads 
= more traffic' effect where the ease and multiple 
channels (email, social media, telephone, mobile, 
instant messaging) for making a complaint about 
an organization has lead to an increase. 

The rise may also be due to a negative reaction by 
customers who perceive that during the recession 
organizations have targeted customer service to 
deliver efficiencies and that the rush to outsource 
work to call centres at home and abroad has led 
to a reduction in staff training and drop in service 
quality. 
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Most organizations employ a variety of business 
applications to carry out their day to day processes. 
While driving tangible business benefits for 
individual departments within the organization 
their proliferation and their lack of integration 
may actually be starting to negatively impact the 
customer. For example the service desk may be 
using a CRM system to record customer requests 
but it may be using a separate Electronic Content 
Management (ECM) system to hold their contract 
data. In addition separate systems may be being 
used for billing and order management. A typical 
customer engagement for example to obtain a 
warranty replacement may require access to all 
of these applications.  The lack of integration 
between departments and applications is a recipe 
for errors and delays as employees switch between 
applications to retrieve the correct data for the 
customer.

Irrespective of the reasons why complaints are on 
the rise they cannot be ignored. The complaints 
must be registered, validated, prioritized and 
managed by the organization.   

The Business Case for Customer Service

The items below starkly illustrate the business case 
for improved customer service:

• Customers are more likely to share a negative 
experience than a positive one.

• Customers who voice a complaint are twice 
as likely to repurchase, if the complaint is 
resolved to their satisfaction. Therefore, 
a complaint should be viewed, not as a 
problem, but as an opportunity to retain a 
loyal customer.

• It is estimated that it costs 20 times more to 
find a new customer than to keep an existing 
one. Some studies have found that a small 
improvement in customer retention can 
increase profitability by up to 95%.

• The Customer Experience Impact 2010 report 
reveals that 82% of consumers in the U.S. 
said they’ve stopped doing business with 
a company due to a poor customer service 
experience.13

Customer Service: The Employee Perspective
Often ignored in the context of the relationship 
between the organization and the customer are the 
needs of the employees. Customer service agents 
are often the first point of call for the unhappy 
customer and represent the face of the organization.  

We have all experienced unhappy, de-motivated 
or disgruntled employees in a call centre, at 
a restaurant or when making a purchase and 
understand the negative impact it has on our overall 
experience. Happy employees definitely have a 
positive impact on the customer experience.

The Customer Experience Impact 2010 report 
reveals that 82% of consumers in the U.S. said 
they’ve stopped doing business with a company due 
to a poor customer service experience. Of these, 
73% cited rude staff as the primary pain point. 

On many occasions where the customer has 
perceived a rude member of staff it is in reality 
a highly rule bound employee constrained by 
business rules in what they can and can’t do for 
their customer. In addition the agent may be 
further constrained by a basic lack of information 
due to disconnected and poorly integrated I.T. 
systems. What looks like rudeness and inflexibility 
to the customer is in reality an employee that 
is not empowered to respond imaginatively to 
the customer issue. What starts out as a small 
customer issue quickly escalates into to a full blown 
complaint and a highly dissatisfied customer. 

Cary Cooper, Professor of Management at Lancaster 
University, says that too many companies imagine 
that, in rule-bound workplaces, employees will still 
recognize that solving customers’ problems must 
come first. In practice the majority of employees 
are too frightened of getting things wrong to make 
that effort, he says. Give them a procedure and 
they’ll follow it blindly6. 

Call centres have notoriously high employee 
turnover ratios, some in excess of 50% per year, 
leading to a knock on negative impact on customer 
service and the organization's bottom line. 
Customer service can be a stressful job where staff 
regularly engage with unhappy and sometimes irate 
customers in turn leading to job dissatisfaction. On 
top of this many companies enforce strict targets 
such as average call handling time forcing agents 
to behave in ways that actually lower customer 
satisfaction.
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Successful Customer Service 
Organizations
It isn’t all bad news out there. Many organizations have 
responded imaginatively to the challenge presented 
by customer service and are being rewarded by their 
customers in turn. Globalization and shorter product 
development cycles are making it more and more 
difficult for organizations to differentiate themselves on 
product and price. As a result many organizations now 
see customer service as a key area of differentiation and 
a core component of their marketing mix for attracting 
new customers and retaining existing ones.

In February 2011 JD Power and Associates issued their 
inaugural cross-industry report to identify best practices 
in customer service across more than 20 Industries7.

This report stated that many brands that provide 
exceptional customer service employ certain key 
practices, including:

• Communicating effectively and proactively with 
customers.

• Empowering their people to solve problems.

• Measuring and understanding customer 
expectations.

• Providing their products and services with speed 
and convenience.

The report identified 40 brands as 2011 customer 
service champions. One of these, the Ritz Carlton 
Hotel group for example authorizes every front desk 
employee, bell boy and housekeeping to spend up to a 
maximum of $2,000 on the spot to resolve a customer 
complaint. Managers can spend up to $5,000.  

Elsewhere in the American service industry Hampton 
Inn and Walt Disney World follow similar approaches 
to Ritz Carlton. Disney World employees are 
authorized to replace lost tickets, spilled food, and 
damaged souvenirs, even if the damage was caused 
by the guest. At Hampton Inn every hotel employee 
is empowered to invoke the company’s “100% 
Hampton” guarantee and award a one-night free 
stay to a guest who is unhappy for any reason. The 
company estimates that, for every dollar it gives 
away, it gains about seven dollars in repeat business.

Zappos, another JD Power customer service champion 
encourages “weirdness” and fosters creativity, fun 
and employee empowerment - particularly when it 
comes to service - employees don’t work from a script 
and are encouraged to go to great lengths to delight 
customers and solve problems.

In the UK First Direct regularly leads the financial 
services industry for customer service. First Direct 
ensures that whether customers communicate by 
phone, written correspondence or the Internet, 
service representatives have a single customer view, 
encompassing all interactions via different channels, 
as well as the range of products held, customer 
preferences and so on. Coupled with a high level of 
connectedness in First Direct’s systems architecture, 
and a culture of empowerment, this integration leads 
to more than 90 per cent of customer requests being 
handled at first point of contact, usually without any 
‘passing off’ of calls.11

The leitmotif in the examples above is of course 
employee empowerment. Recognition that at 
customer touch points employees must be given 
the responsibility to use their judgement and the 
authority to make decisions on behalf of their 
customer and the organization.

In many cases however job dissatisfaction and demotivation is because jobs are reduced to following a script 
and employees have little or no opportunity to use their initiative or suggest alternative solutions for their 
customers. In the next section we will see how successful customer service organizations have identified the 
employee as a route to transforming customer service.

Stake Holder Customer 
Service Requirements

Multi-Channel 
Access
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“I am empowered to create unique, memorable and 
personal experiences for our guests.”8

Ritz Carlton 

In the UK government and private organizations have 
begun to recognize the importance of employee 
empowerment and the positive impact it has 
in competitiveness and performance as well  as 
transforming customer service. 

“Engaging for Success: enhancing performance 
through employee engagement”12 was written 
following a request by the Secretary of State for 
Business in the autumn of 2008 to take an in-depth 
look at employee engagement and to report on 
its potential benefits for companies, organizations 
and individual employees. The conclusion was 
unequivocal “if the potential that resides in the 
country’s workforce was more fully unleashed, we 
could see a step change in workplace performance 
and in employee well-being, for the considerable 
benefit of UK PLC”. Again employee empowerment 
was core theme of the report.

Elsewhere in the UK Jo Causon, chief executive at the 
Institute of Customer Services states that a customer 
culture can be developed through investment in 
people and empowerment of staff and “allowing 
employees to make decisions at the right time, with 
judgements based on balance between the business 
and the customer”10. Sainsbury’s supermarket 
meanwhile, understanding the critical importance of 
employees in the customer relationship has merged 
their HR and customer service departments.

Before looking at how business applications can 
empower employees and transform customer service 
we’ll take a look at what is meant by employee 
empowerment. 

Employee Empowerment

“Empowerment is the process of  enabling  
or  authorizing an individual to think, 
behave, take action, and control work and 
decision making in autonomous ways.” 
Wikipedia 

The empowered employee has the authority to act. 
He or she has the authority not only to use their 
initiative to solve customer problems but to also 

change how they perform their work. In a customer 
service context empowerment passes decision 
making from within the organization to the front of 
house. 

While understanding the benefits of employee 
empowerment many managers and executives 
are concerned that an empowered employee may 
become overly generous, too willing to compromise 
and 'give away the store' to satisfy their customer. 
They thus perceive empowerment as a risk to the 
business and many attempt to mitigate these risks 
through the imposition of rules and guidelines which 
in turn only serve to disempower the employee and 
limit the effectiveness of the change they had hoped 
to make.

Another approach exists however that empowers the 
employee and also protects the business interests. 
As empowerment is fundamentally about decision 
making, the organization wishing to empower their 
employees should instead focus on making the 
employee decision making process more effective.  

To ensure effective decision making by employees 
the organization must therefore ensure that the 
employee has available all of the information 
necessary to make the correct decision in the best 
interests of the business. When this is in place, a 
lighter touch when it comes to rules and guidelines 
can still be applied to protect the business and reduce 
risk without disempowering the employee. 

In the Ritz Carlton, Hampton and Disney examples 
above the employees were empowered to address 
the customer problem on the spot. All three 
organizations applied light touch rules or stabilizers in 
terms of maximum giveaways by the employee thus 
minimizing the risk to the business of overly generous 
employees.

Employee empowerment isn’t however about giving 
employees access to money or giveaways to solve 
customer complaints. The majority of customer 
engagements aren’t complaints and instead are 
purchases, repair queries, quotes, requests for 
information or support that sometimes turn into 
complaints when the initial engagement is poorly 
handled. 

The empowered employee has the authority to 
provide a quote, approve a loan, accept a purchase 
request, change a contract or accept a warranty 
repair without having to contact a supervisor. In 
order to make these decisions the employee must be 
supported by business applications that horizontally 
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Hampton’s “100% Satisfaction Guarantee” 
is a unique program that ensures guests the 
optimum experience in service during their stay 
or their money back. The program also empowers 
employees who are able to offer the guarantee to 
any guest who is less than satisfied with their stay.9
Hampton

e.g. SAP, Oracle, Salesforce.com and Microsoft 
Dynamics CRM. From a business point of view the 
main strength of CRM applications resides in how 
they manage customer data across the sales lifecycle 
from bid to support. 

When contacted by the customer for help the 
customer service agent utilizes the CRM application 
to validate the customer account details, input the 
customer data, initiate the customer service request 
and, if necessary, route the request to the next tier of 
customer service. CRM applications today frequently 
allow inclusion of some basic scripts that can be 
followed by the service representative and in some 
cases basic linear workflows are utilized that guide 
the agent through the data entry and customer 
engagement steps.

CRM applications however pose problems for all 
three stakeholders in the customer relationship.

From the employee point of view as the size of the 
CRM data increases it can become cumbersome and 
difficult to navigate. A lot of valuable customer data is 
stored and while it remains useful for audit purposes 
the data is pretty much useless unless it is presented 
in context to the employee during a customer 

Empowering 
Employees 
using Case 
Management

cut across the multiple platforms within the 
organization where the data to support their decision 
may reside. 

In their book 'Empowered: Unleash your employees, 
energize your customers, and transform your 
business', Josh Bernoff and Ted Schadler call these 
empowered employees HEROs (highly empowered 
and resourceful operatives). The authors propose 
that organizations face a management challenge in 
how they use I.T. to support HEROs and encourage 
innovation while simultaneously keeping their 
companies safe and secure as well. The book raises a 
concept called the 'Information Workplace' that ties 
together all the information that the HERO needs 
in order to do their job; collaboration tools, content 
tools and business applications but suggests that this 
is still some way off for most companies. 

In the next section I will show that the “Information 
Workplace” as described by Bernhoff and Schadler is 
no longer a concept, it is available today and can be 
delivered using Case Management.   

Empowering Employees using Case 
Management
Today employees use a variety of business 
applications in order to get their work done. Below I 
will take a look at some of the applications currently 
used to deliver customer service and show how Case 
Management applications are best placed to deliver 
employee empowerment and transform customer 
service. 

“Fire and Forget” - CRM and Customer Service 

Many organizations today handle their customer 
engagements for sales, marketing and support using a 
Customer Relationship Management (CRM) solution 
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engagement. When an exception occurs customer 
service employees tied to a CRM system have little 
opportunity to choose alternate paths for resolving 
the customer issue.   

From an organization perspective CRM systems 
manage customer data but don’t put it to work. In 
order to extract value from this data organizations 
need other business applications that can deliver 
the right data to the right person at the right time. 
Due to their scope (service, sales, marketing), CRM 
user interfaces are often complex and thus partially 
used which in turn hinder the effectiveness of the 
CRM application. In many cases the CRM system 
is not integrated to back office systems where 
additional customer data may reside creating delays 
in information retrieval, driving up costs. In most 
organizations CRM system licenses are only given to 
customer facing employees despite the fact that the 
answer to a customer issue may reside with another 
employee.

From the customer point of view interaction with 
an organization may occur through a variety of 
departments and channels for example web, email, 
phone and instant messaging. Unless all customer 
facing employees have access to the CRM system 
and are following the same processes not all of the 
customer data will be captured. Once a customer 
incident has been raised on the CRM system and 
routed to an appropriate colleague the call centre 
agent usually has no further involvement in the 
customer issue. In effect the call centre agent is no 
longer the case owner and has carried out a “Fire and 
Forget” on the case. Should the customer return to 
the call centre for a status update they can expect 
delays as the agent interrogates multiple applications 
for the information. Should the customer make an 
unplanned request the service agent regularly has 
to ask the customer to contact another department 
directly or terminate the call to seek the right 
information.

In summary many organizations through their CRM 
systems remain wedded to a sequential, inflexible 
approach to customer service. CRM applications 
quickly run out of steam when an unplanned event or 
an exception to the process occurs while complexity 
and poor usability make them inappropriate on their 
own for high volume customer service applications. 

“Taking Care of Business”  - BPM and Customer 
Service 

Many organizations have attempted to address the 
complexity, usability and volume limitations of CRM 

suites by the use of Business Process Management 
(BPM) technologies. 

Business Process Management (BPM) combines 
disciplines for managing business processes with 
the enabling technology to facilitate their design 
and delivery. BPM technologies have been used 
successfully by organizations within a customer 
service context to drive down delivery costs. Many 
customer engagements such as obtaining account 
status information, topping up a mobile phone 
or making standard catalog purchases are high 
volume and require little or no worker discretion. As 
a result automation of these processes using a BPM 
application can be extremely effective delivering 
benefits to both the organization (efficiency, 
reduced cost) and the end customer (speed, multi 
channel access).  As well as dealing with high volume 
processes BPM technologies are extremely effective 
in managing regulatory and legislative compliance 
for example handling background security checks and 
automating credit approvals. 

BPM applications help to address some of the 
customer service issues raised by CRM applications 
on their own namely usability, volume handling 
and improving the ability to handle more complex 
customer engagements. From an employee 
empowerment point of view however BPM 
applications could actually make the situation 
worse. Many BPM applications force employees to 
adhere to predefined workflow steps, business rules 
and performance targets which together serve to 
disempower the employee and further promote the 
“computer says no” culture.

As shown in the diagram above together BPM and 
CRM applications can address service requests that 
are of low to average complexity but struggle when it 
comes to addressing lower volume, unpredictable and 
sometimes highly complex requests. This is however 
the current customer service pain point and is where 
customer service champions excel as we have seen 
through the empowerment of their employees. 
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The next section shows how Case Management 
applications allow organizations to bridge this gap, 
empower their employees and deliver transformative 
customer service.

“Empowering Employees” - Case Management 
and Customer Service

One of the consequences of the automation of 
customer service processes and the drive towards 
customer self-service is that when a customer call 
reaches the service desk it is typically one that is 
unpredictable and not easy to solve. As a result the 
employee serving the customer must have deeper 
knowledge, a wider skill set and access to a wide 
variety of business applications in order to progress 
the customer issue. These workers are often referred 
to as knowledge or information workers and in 
order to successfully close the customer issue they 
must be equipped to handle this unpredictability 
and complexity. To do this effectively they must be 
empowered.

Between 25% and 40% of the workforce can be 
classified as Knowledge Workers today, and this 
proportion is expected to increase as automation 
of routine business processes continues. Knowledge 
workers also have a disproportionate impact on the 
success and growth of the organizations they work for. 
The most important processes in most organizations 
involve knowledge work – they add the most value 
and have the greatest impact on long-term success. 

“Case Management is the management of long-
lived collaborative processes that require secure 
coordination of knowledge, content, correspondence 
and resources to achieve an objective or goal. The 
path of execution cannot be predefined. Human 
judgment is required in determining how to proceed, 
and the state of a case can be affected by external 
events.” 

Singularity14

Case Management business applications allow 
organizations to handle both routine and 
unpredictable processes. Case Management enables 
organizations to strike the appropriate balance 
between automating repetitive and mundane aspects 
of knowledge work while simultaneously ensuring 
that employees are best placed to handle the 
unpredictable events that trip up many organizations.  

Where BPM focuses on the needs of the business 
for improved efficiency and compliance Case 

Management applications also focus on the needs of 
the employee and thus allow organizations to meet 
the needs of all three stakeholders in the customer 
service relationship. 
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From the employee perspective Case Management 
solutions deliver empowerment through support for 
decision making. Case Management applications act 
as the consolidation point for the multiple business 
applications and data repositories used within the 
organization allowing the employee or case worker to 
have a consolidated, holistic view of the issue or case 
they are working on. Case Management solutions 
support decision making by delivering information to 
the employee in context, delivering data to the right 
person, at right place at the right time. This is done 
through the orchestration of multiple front office 
(email, CRM, social, unified communications) and 
back office (ECM, ERP, billing, supply chain) business 
applications to deliver access to customer information 
where ever it resides in the organization. Decision 
making is further supported by providing employees 
with access to historical information (past behaviors, 
purchases, patterns), real-time information (order 
status, inventory levels, SLA status) as well as external 
information (external data sets, weather, credit 
checks). 

Case Management applications give employees 
the flexibility to choose or define alternative paths 
towards the resolution of a case. For example 
an employee can repeat steps in a process, skip 
unnecessary steps or create an ad-hoc one off process 
during the execution of a case. This transforms the 
customer engagement from the “computer says no” 
to the “computer says how”.
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The employee thus becomes the single point of truth 
for their work continuously aware of the current 
status, history and targets and has the power to make 
immediate decisions on behalf of their customer and 
the business. The “fire and forget” approach commonly 
associated with many customer engagements is thus 
transformed to a one to one relationship between the 
employee and their customer.

From the business perspective Case Management 
solutions deliver a number of compelling benefits. 
Case Management applications recognize the 
predictable and unpredictable nature of modern 
work. They fulfil the business need for greater 
efficiency by enabling the automation of predictable 
processes while maximizing employee support when 
unpredictable events occur. The consolidation of 
multiple business applications eliminates application 
switching, increasing productivity and driving down 
latency within the process itself. 

The business need for control is supported by the 
ability to set employee goals, targets and milestones 
while still allowing the employee to decide how the 
case is progressed. 

Case Management solutions allow organizations to 
leverage and extend existing software assets. Business 
data held in silos throughout the organization can 
now be put to work delivering it in context to the 
employee. In addition Case Management allows 
organizations to deliver consistency across customer 
engagements while opening the way for upsell and 
advanced analytics. 

From a customer perspective Case Management 
through empowerment of the employee  transforms 
the customer experience. 

The ability of the employee using a Case Management 
solution to act as a single point of contact for the 
customer issue, transforms the customer experience 
and eliminates the frustration of being passed to 
multiple departments within an organization in order 
to get an issue resolved.

Integration of multiple business applications through 
Case Management reduces delays due to application 
switching and allows customers to receive a 
consistent experience with the company via whatever 
channel they choose to engage the organization. 

By giving the employee a 360o view of their customer, 
devolving decision making and allowing employees 
to select alternative or define new ad hoc paths 
issues are more likely to be closed at the first point of 

contact delivering benefits to both the customer and 
the business.

Finally Case Management has the potential to free 
employees from the drudgery and constraints of the 
rule-bound workplace, increasing job satisfaction, 
employee motivation, leading to a better overall 
customer experience. 
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As shown in the diagram above Case Management 
allows organizations to address the complete 
spectrum of service requests, delivering automation 
and driving down inefficiencies in the handling of low 
to average complexity requests while simultaneously 
transforming how low volume, unpredictable, 
complex cases are handled through empowerment of 
the information worker. In reality within a single 
organization a spectrum of business processes will 
exist from the routine and easily automated business 
processes to unpredictable processes requiring high 
levels of employee involvement.  Leading customer 
service organizations will deploy a mix of CRM for 
customer data management, BPM to drive down the 
costs associated with delivering predictable customer 
processes and Case Management to support complex 
or unpredictable processes.
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Conclusion
Many organizations have been successful in automating routine customer processes but are struggling to master 

the unpredictable. Poor customer service processes are tripping up many large public sector and private sector 

organizations and they are suffering penalties as a result. Customer service champions however have identified 

employee empowerment as the missing piece in the customer service jigsaw. Many organizations are starting to 

realize that by empowering their employees and devolving decision making in a controlled fashion from within the 

organization to their customer facing teams, they can deliver transformative customer service.

Case Management applications recognize the predictable and unpredictable nature of modern work, allowing 

organizations to automate routine customer processes and improve how they handle exceptions. By simultaneously 

meeting the needs of all three stakeholders in the customer relationship; the customer, the business and the 

employee, Case Management applications address the weaknesses of many of the business applications such as 

CRM used by many organizations to deliver customer support. 

Case Management helps organizations deliver employee empowerment while still retaining control. Through 

support for decision making, the orchestration of multiple business applications, delivery of data in context and 

elimination of application switching, organizations can improve the quality and efficiency of unpredictable customer 

engagements. By focusing on the employee Case Management allows organizations to transform the customer 

experience from the “computer says no” to the “computer says how”.
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More Information

Singularity has been recognized by leading independent analysts as a leader in providing Case Management 
solutions. Singularity’s TotalAgility product has been designed to support the requirements of the information or 
knowledge  worker allowing customer processes to adapt as they unfold, delivering employee empowerment and 
improving the productivity and quality of Case Management work.

Singularity’s TotalAgility product integrates seamlessly with other essential business applications to deliver 
unequalled Case Management excellence, including content/document/records management (eDRM), 
communication/collaboration management, customer relationship management (CRM). The TotalAgility product 
delivers industry leading integration to the Microsoft stack leveraging the strengths of SharePoint, Dynamics CRM, 
Exchange, Lync and Windows mobile to deliver an enterprise class Case Management solution.

The TotalAgility product delivers support for both BPM and Case Management business processes within same 
application allowing organizations to support business processes across the entire spectrum, from routine procedures 
to complex Case Management practices. 

Singularity has considerable experience in the Case Management market and was identified by Forrester as a leader 
in their Dynamic Case Management Wave published in Q1 2011.15
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Contact Us
We would be delighted to discuss any 
aspects of Case Management with you. 
Please feel free to contact us: 

Tel:  +44 (0)28 7126 7767
Fax: +44 (0)28 7126 8085
Email: info@singularitylive.com
Web:  www.singularitylive.com  


