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Here is the final module, Module 10, entitled Putting it All Together. This module is not specifically about
any of the phases of the Practical CSM Framework as we have been going through in Modules 3 to 9.
Instead it’s about the whole thing — the end-to-end process of managing customers right from first
contact or even beforehand, through to the complete realization of all the customers’ (and indeed our
own) outcomes.

Before you watch the videos, please make sure you have read Chapter Twelve: Concluding Thoughts and
Chapter Three: Customer Success Management Tasks, Tools and Techniques from your training manual.
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Putting It All Together Video One — Agenda

» The Customer Success Knowledge Base
» Using a Best Practice Framework

» Using Tools and Templates

The topics for discussion in Video One are firstly a discussion around the concepts around and best
practices for a customer success knowledge base, secondly, advice and ideas around selecting, utilizing
and customizing a best practice framework, and finally a brief discussion on the benefits of using tools
and templates and a summary of how to use each of the free to download tools and templates that we
have been referencing for each of the phases within the Practical CSM Framework as we have been
going along, and updating best practices.
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Practical CSM

The Customer Success Knowledge Base
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One of the core concepts of the Practical CSM Framework which perhaps has not been given sufficient
mention of as yet within these training videos, is called the “Central Repository”. You can see this central
repository in the standard Practical CSM Framework image, right in the middle of the diagram.

This central location for it is of course deliberate and is what makes it so useful. Its purpose is to act as a
knowledge base for all customer success-related information and data, and to make it available to
everyone who needs access to it. The Practical CSM Framework makes no stipulations about how you
store the data you as an individual CSM and you and your colleagues as a CSM create, edit, manage and
share. The only recommendations we’d make are:
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The Customer Success Knowledge Base 1. Manage All Legal and Regulatory Requirements

» Local and regional legal and regulatory requirements around the storage and
utilization of personal data must be followed

» The term “personal data” refers to any information relating to an identified or

1

identifiable person “...who can be identified, directly or indirectly, in particular by
reference to an identifier such as a name, an identification number, location data, an online
identifier or to one or more factors specific to the physical, physiological, genetic, mental,

economic, cultural or social identity of that natural person.”

1. Manage All Legal and Regulatory Requirements

Make sure that any local and regional legal and regulatory requirements around the storage and
utilization of personal data is followed. For example, if you are based in the European Union then it is
likely your country follows the EU Data Protection Directive which provides the legal framework for how
personal data can be used. In the USA on the other hand there is not one single data protection law
equivalent to this directive, but instead there is a raft of legislation that it is important that companies
ensure they are aware of.

The term “personal data” refers to any information relating to an identified or identifiable person
“..who can be identified, directly or indirectly, in particular by reference to an identifier such as a name,
an identification number, location data, an online identifier or to one or more factors specific to the
physical, physiological, genetic, mental, economic, cultural or social identity of that natural person.”
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» The data must be fairly and lawfully processed
» The data must be processed for limited purposes
» The data must be adequate, relevant and not excessive

» The data must be accurate and up-to-date

» The data must not be kept for longer than is necessary
» The data must be processed in line with the person’s rights
» The data must be secure

» The data must not be transferred outside the country

The EU directive makes the requirements regarding the use of such personal data shown above:

From the perspective of the CSM, the majority of data around things like the customer’s organization, its
strategies and initiatives, its challenges and outcome requirements, etc, would not fall under this type of
legislation. However, data referring to individual customer stakeholders may fall into this category, and
as such, CSMs need to make sure they follow their company’s guidelines for storing and managing any
such data at all times.
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The Customer Success Knowledge Base 2. Where Possible Avoid Redundancy

» Problem 1: Cost of Storage
» Less of an issue now that storage is less expensive
» Problem 2: Version Control
» Poor version control can lead to inaccurate and
inconsistent data
» The basic ruleis to try where possible to avoid

duplication of storage

Data redundancy refers to any situation where the same data gets stored more than once, ie in more
than one place — for example in two separate databases such as a sales system and then againin a
customer success tool.

The basic advice is to try to avoid this situation where practicable. This is because it can potentially
cause two problems:

Problem 1: Cost of Storage

This is the least worrying or concerning of the three potential problems, especially these days where the
cost of storing data is very low, however it’s still a sensible and logical reason why storing things once is
better than doing so multiple times.

Problem 2: Version Control

The more important problem is that of controlling the accuracy and consistency of data. If the same
data is stored in Systems A and B then of course a change to the data in System A needs to be reflected
in the data stored in System B and vice versa. How will this be achieved? Also, what if changes are made
to the same dataset in both systems at the same or similar time? Which version is now the up-to-date
version, or should they be somehow merged, and if so, what rules should be followed as to which is the
“final version” where conflicts arise?
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Far better to just have one version of the data stored somewhere central, and then other systems can
“look up” or “reference” this data via a connector, rather than keeping a separate version of it within
their own databases.

Hopefully this provides a very basic explanation as to why data redundancy is best avoided where
possible. Of course this “rule” is broken all of the time and in all sorts of different ways and situations,
and often (though admittedly not always) for very good reasons. However it is a good general rule to
keep in mind and apply whenever possible.

What does this mean to the CSM? It means that rather than keeping your own set of personal records
about your work and your customers, it may be better to keep centralized records that your colleagues
within the CSM team and potentially even some of your wider colleagues who also need to know about
the customer can have appropriate access to. Conversely of course, you in turn will be able to gain
access to the data they create.
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The Customer Success Knowledge Base 3. Manage the System

» Datais essential to every business function - including
customer success

» The recommendation is to have named individuals
responsible for overall management and control of CS
data systems

» ldeally, a central IT function should manage the

technical aspects of such systems

Data is very important to any business. I’'m sure you have heard various statistics reported about the
high percentage of companies that end up losing everything and going to the wall after a major data
loss. As such then, it makes sense to me that one or preferably two or more named individuals should
have overall responsibility for managing the data, in terms of controlling who has access to it and what
type of access they have, from where it can be accessed and across what type of networks (for example
there might be a different rule for someone who wants to look something up when using a personal
smartphone from across an unsecured connection on a public phone network, compared with someone
who might be accessing the same information but from inside the company’s own secure network and
on a corporate laptop. If the central repository for your CS data is managed for you by a dedicated IT
team from your corporate IT department then that’s great. On the other hand, if you are setting up and
managing your central repository yourself as an individual or yourselves as a CS team then it might make
sense to appoint someone with some experience of data management to be in charge, and/or to get
some help and guidance from outside of the CS organization.



10|Page

PRACTICAL

CSM Certified Customer Success Management Professional

Module Ten: Workbook One

Using a Best Practice Framework

» The majority of CS teams are still relatively new, and are
therefore still relatively immature in terms of CS

strategy, systems, processes and resources

» In order to reach maturity, CS organizations must adopt
and disseminate a working methodology that is
followed by all team members

» This enables standardization and creates consistency

Wouldn’t it be nice of everyone knew what they were meant to be doing? Wouldn’t it be nicer still if

there was help and assistance to determine what js the right thing to do, and then once this has been
determined, a range of best practice tools, templates and step-by-step guidance to help you perform
these tasks?

If the above sounds pretty much like how your company’s customer success organization currently runs,
then you should give yourself and your colleagues at least a metaphorical if not an actual pat on the
back for managing to achieve what very few CS teams have yet achieved, and indeed what many CS
teams can only dream about attaining in their wildest and most optimistic moments.

To be fair, some CS teams have now been around for a while — perhaps even a decade for one or two of
the very earliest of adopters of customer success principals. For most companies however, their
customer success team is much newer, and is still growing and changing rapidly. | would suggest that the
majority of CS teams out there in the world in mid 2019 as | write this are probably anywhere in age
from brand new or even still being formed as we speak, through to perhaps a lot of companies with CS
teams around one to three years into their journey but still growing and changing, and some who are
perhaps around five to seven years old and have possibly seen one or two or even more major shake-
ups, strategy changes and perhaps even executive personnel changes in that timeframe.

The only way — or at least the only efficient and effective way — for a CS organization to grow is to adopt
and disseminate a working methodology that is followed by all team members. Each CSM within the
team needs to be performing the same tasks, and the strong recommendation is that they are
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performing those tasks in the same way, so that standards of both quality and productivity can be
determined and then adhered to, so that managers can set their team meaningful tasks and then coach
and support these team members effectively, so that measurements can be taken, records of activity
can be kept and performances can be compared meaningfully. This means adopting a framework that
specifies both what activities should happen and at least to an extent how those activities should be
accomplished at each core stage within a standard customer engagement.
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Using a Best Practice Framework

» Any framework that is selected needs to be detailed
enough to provide useful step-by-step guidance, yet
flexible enough to be usable in a wide variety of
different corporate situations

» The best approach may be to select a comprehensive
generic framework and then customize it to meet your

own CS organization’s specific needs

Of course, not all customer engagements are standard, so the trick here is to find a framework that
follows the Pareto Principal (ie the 80/20 rule) here. In other words, a framework that covers 80% of the
work and leaves the remaining 20% requiring improvisation is probably sufficient for most
circumstances. Some companies’ products and services and CS strategy will lend themselves better to
standardization than others — so do not be surprised if that “80%” turns out to be just 60% or even 95%
for your own company.

To be really usable for your team, the framework you select needs to be customized or tailored to meet
your own company’s specific situation, based upon your CS strategy (which in turn of course is based
upon your wider corporate strategy), your company’s products and services and ultimately the needs of
your customers. Picking a pre-created, generic framework such as the Practical CSM Framework as your
start point for creating this customized framework that specifically meets your own CS organization’s
needs makes sense, because instead of starting from scratch to build your own framework, you can use
this pre-created one and just make whatever changes and adjustments you need to make, saving you
time and effort.

Once you have used the Practical CSM Framework in the fulfilment of customer engagements a few
times and built up some experience of how it works and what its strengths and weaknesses are from the
perspective of your own company’s specific needs and those of your customers, it should become clear
to you what aspects of the framework work fine as they are and which parts of it need changing and in
what ways they need to change. You may find that some aspects of it are not relevant to your own
company’s or your customers’ needs, in which case there may be parts of the framework which you
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decide to eliminate entirely. Conversely you may find that you or they have additional needs that are
not currently covered by the generic framework and which you may need to develop yourself and add
into it.

The more you and your colleagues use the Practical CSM Framework or whatever other framework you
decide to employ, the more you and they will become familiar with it and the better able you will be to
know how it needs to be adapted to meet your requirements. Of course, there’s no reason why you
cannot take several different generic frameworks or models of different types and then build a
customized framework from your company by taking the best and/or most relevant ideas and concepts
from each. Also, if your company has already developed its own framework, there’s no reason why you
cannot retrospectively adjust it by making amendments or additions based upon ideas you see inside a
generic framework such as the Practical CSM Framework which you had not previously thought of when
developing your own framework previously.
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Using Tools and Templates

» Tools such as templates, checklists, forms, analyses,
matrices, etc enable higher levels of productivity from
CSMs whilst also ensuring consistency of quality

» By using atools a CSMis less likely to make errors
and/or omissions in their research, analysis and
planning work, and create standardized data that is

easier to store and compare

In addition to using a framework to specific what to do and how to do it, the only way to enable high (or
for that matter even reasonable) levels of productivity whilst maintaining quality standards is by
providing the types of assets and resources that make the CSM’s workload lighter, whilst at the same
time reducing simple errors and omissions that can easily creep in to a person’s work — especially when
they are under pressure of time to complete a heavy workload, which | find is often the case for CSMs.

What we are talking about here are tools and templates. I’'m not really trying to distinguish between
those two terms, | simply mean anything that is a pre-created asset that helps CSMs by providing them
with a tick list, or a questionnaire, or a step-by-step guide, or a model or a form to use and re-use every
time they come across the specific situation that the particular tool or template was designed for.

By using a tool or template, the CSM is less likely to make errors of fact, because rather than writing
everything down, they are just writing down the specific data that the tool or template requires them to
collect, and they are less likely to make errors of omission because the tool or template will prompt
them to perform all aspects of the relevant task as they work through it.

Another aspect of using tools and templates is that they standardize the data that is collected, making it
a lot easier to store in (and indeed retrieve from) database systems and also making it easier for team
members to share information between them and to help each other with analyses and report writing. It
also makes line managers’ tasks easier, both in terms of onboarding new recruits and also with coaching
and advising existing team members.
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Using Tools and Templates within Phase 1: Preparation

» Customer Research Checklist

» Customer Engagement Strategy

As you are well aware, as well as being provided with the Practical CSM Framework, you also have
access to a range of pre-created tools and templates for use across all the different phases of the
framework, from Phase One: Preparation right through to Phase 7: Engagement Evaluation.

Here is a reminder of what these tools and templates are and what they are designed to help you to do:

In Phase 1: Preparation you have the Customer Research Checklist and the Customer Engagement
Strategy.

The Customer Research Checklist is a very comprehensive, multiple worksheet Excel workbook, which
provides a way to document all information about not just the customer but the entire engagement
including customer information, solution information, initiative information, stakeholder information
and current status information.
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Customer Research Checklist
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The Customer Research Checklist is a very comprehensive, multiple worksheet Excel workbook, which
provides a way to document all information about not just the customer but the entire engagement
including customer information, solution information, initiative information, stakeholder information
and current status information.
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Customer Engagement Strategy
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The Customer Engagement Strategy is another fully featured and multi-worksheet Excel Workbook that
provides places for storing information pertaining to the overall strategy, followed by more detailed
information relating to activities that will need to be performed within each of the seven phases of the
Practical CSM Framework, from Preparation through to Engagement Evaluation.
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Using Tools and Templates within Phase 2: Commitment

» Customer Engagement Proposal
» RACI Matrix

» Stakeholder Management Matrix
» Stakeholder Management Plan

In Phase Two: Commitment you have the Customer Engagement Proposal, the RACI Matrix, the
Stakeholder Management Matrix, and the Stakeholder Management Plan.
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Customer Engagement Proposal
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The purpose of the Customer Engagement Proposal is to provide a very simple, basic start point for
creating a proposal that lists the work the CSM will perform on behalf of a particular customer, and
which can be signed by both CSM and customer lead stakeholder, so that there is a definitive and
mutual understanding as to the nature and purpose of the engagement.
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The RACI Matrix is a tool which the CSM can use to start to understand which of the customer’s
stakeholders are responsible for the different tasks that will be performed within the customer’s
initiative, and what those tasks are.

Module Ten: Workbook One
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Stakeholder Management Matrix
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The Stakeholder Management Matrix is designed to provide help with analyzing the relative levels of
authority, interest and support that each customer stakeholder has for the initiative. This can then serve
as a start point for determining a customer stakeholder management strategy to enable change.
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Stakeholder Management Plan
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The Stakeholder Management Plan provides a way to create, document and then manage the ongoing
implementation of the CSM’s stakeholder management plan. A tab for the first month’s plan is provided,
and the CSM then makes a copy of this tab for each subsequent month, amending the strategy as

necessary as time progresses.
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Using Tools and Templates within Phase 3: Onboarding

» Customer Onboarding Scoring Matrix

» Onboarding Requirements Capture Template
» Onboarding Work Plan

» CSM Activity Tracking Template.

In Phase Three: Onboarding you have the Customer Onboarding Scoring Matrix, the Onboarding
Requirements Capture Template, the Onboarding Work Plan, and the CSM Activity Tracking Template.
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Customer Onboarding Scoring Matrix

The Customer Onboarding Scoring Matrix is a simple way to gain a quick and basic understanding as to
the likely level of simplicity or complexity of a specific customer’s onboarding requirements, based on
the four criteria of generic product/service complexity, the amount of customization required by the
customer, the customer’s adoption and utilization requirements, and the customer’s current level of
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maturity in adopting and utilizing these sorts of products and services.

Module Ten: Workbook One
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Onboarding Requirements Capture Template
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The Onboarding Requirements Capture Template is another Excel workbook, this time divided into two
worksheets, where the first worksheet provides a list of information pertaining to generic onboarding
requirements and the second worksheet provides a list of information pertaining to customized
onboarding requirements. These two worksheets provide a way of making sure all information
pertaining to a customer’s onboarding requirements is uncovered, discussed and fully documented.
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The CSM Activity Tracking Template is really just a task list that is there for the CSM to make sure they
document the important activity steps that need to be taken for onboarding. As well as being useful as a
tool for the CSM him or herself, it provides a good mechanism for team leaders and/or line managers to
review current, historic and proposed activities with their team and to set or amend tasks to help steer

team members in the right direction.
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The Onboarding Work Plan Template is again in Microsoft Excel format and contains five worksheets,
each sheet representing a phase of work within the overall project, with a space for each outcome for
the phase to be clearly defined and explained. The plan itself then contains rows for activities, and each
activity can be named and described in terms of what each activity is, who is responsible for performing
it, how it will be accomplished, when it will start and end and what the outputs from the activity will be.
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Using Tools and Templates within Phase 4: Adoption Planning

» Adoption Requirements Questionnaire
» Capabilities and Processes Tool

» Impacted Groups Tool

» Adoption Activities Checklist

» Practical Considerations Template

» Adoption Barriers Questionnaire

» Adoption Risks Questionnaire.

In Phase 4: Adoption Planning you have seven templates, namely the Adoption Requirements
Questionnaire, the Capabilities and Processes Tool, the Impacted Groups Tool, the Adoption Activities
Checklist, the Practical Considerations Template, the Adoption Barriers Questionnaire and the Adoption
Risks Questionnaire. Because these are all single worksheets, they have been collected into one single
workbook entitled “Phase 4 Adoption Planning Tools”.
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Adoption Requirements Questionnaire
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The Adoption Requirements Questionnaire is the first worksheet within the workbook. This provides a
simple checklist of the most important information pertaining to a new adoption implementation
project including that relating to objectives, managers, user groups, financing, measurements, reporting,
and sign off.
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The Capabilities and Processes Tool is a great way to list out and record the necessary information about
all capabilities that will be impacted by the initiative and that therefore contain processes that will be
changed by the initiative in some way. Each capability can be given a name and a description, and then
the capability or process owner and the department or functional area can be stated. The nature of the
impact can then be described, and the users who will be impacted can be listed.
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The Impacted Groups Tool is provided as a way to separately list out each impacted group (both direct
and indirect) in order to analyze, discuss and document the adoption requirements for each group. As
well as columns for the group’s name and description, there is a column to describe the changes that
the group will undergo, then the final three columns are used to define the group’s Knowledge, Skills
and Attitude change management requirements.
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The Adoption Activities Checklist is again based upon user groups, however whilst the previous sheet
listed each group’s needs, this worksheet lists the actual activities that will take place within the
adoption implementation plan to ensure those needs are met. The format of the worksheet is similar
except that instead of KSA requirements, the sheet lists Communication, Training and Support activities.
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The purpose of the Practical Considerations Template is to record whatever challenges come up during
the adoption planning process, so that they are dealt with appropriately. CSMs will need to list the
practical considerations that are appropriate to their own customers’ adoption initiatives, but the
template worksheet lists eight standard considerations that are commonly applicable to most adoption
projects, ranging from implementation phases through to internal external standards to be applied.
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The Adoption Barriers Questionnaire is the next worksheet in the workbook. This one is of course
designed to enable CSMs to both document the specific barriers that arise during the adoption
implementation planning process and then decide upon the severity of each one, following which the
CSM and other stakeholders can debate, agree and document the actions that will be taken to overcome
or work around the barrier.
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Finally the Adoption Risks Questionnaire allows CSMs to follow much the same process as for barriers
but this time for risks. The difference between the two of course being that rather than just a straight
severity rating, risks are provided with both a “likelihood of occurrence” and a “severity” rating, and
then the overall score for each risk is determined by adding the two ratings together.
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» Adoption Readiness Checklist

There is just on template for Phase 5: Adoption Implementation, and this is the Adoption Readiness
Checklist.
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Yes/No | Date Comments

. Have all impacted users been identified?

(impacted user groups)?

1G been assessed

167 |

13 M ry of activities identified and

15 Have all necessary communications occurred?

Baen add

_:x H y created? [

19 else that h

20 Are we ready to go? |

Activity List | Phase 1 | Phase 2 | Phase 3 | Phase 4

The Adoption Readiness Checklist is a checklist that the CSM can use to make sure everything is ready to
go for each phase of the adoption implementation plan. The CSM will need a separate copy of the
checklist for each phase. Four are provided within the workbook by default, but the CSM can easily add
others by making copies of the existing ones as necessary. Each checklist provides nineteen common
guestions for the CSM to check off to ensure everything is good to go, plus of course the CSM can add
their own checklist items to this list as required.
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» Challenges and Changes Checklist
» Value Realization Activity Checklist

In Phase 6: Value Realization there are two tools, these being the Challenges and Changes Checklist and
the Value Realization Activity Checklist.
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The Challenges and Changes Checklist is intended as a way to keep a record of the challenges and other
change requirements that are not known about during the previous planning phase and that instead
only show themselves during this phase when the adoption project has gone live. Many issues can be
thought through in advance and prepared for, but inevitably sometimes concerns or needs just don’t get
revealed until the implementation is under way, and as soon as they come up, the CSM can use this
checklist to record them, describe their impact, define the actions to be taken to mitigate the problem
or affect the change, ascribe an owner and a deadline for the action and specify when the issue has
been successfully dealt with.
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The Value Realization Activity Checklist is another very simple tool. This one lists 11 criteria that the CSM
and other stakeholders can tick off to ensure they have performed all the necessary activities to ensure
that value is being realized by the customer engagement. The checklist has been provided for four
phases of a multi-phased adoption implementation and of course the CSM can copy one of the sheets to
create additional checklists for more phases if necessary.
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» Engagement Reporting Checklist
» Engagement Evaluation Tool

» Personal Evaluation Tool

In Phase 7: Engagement Evaluation there are three tools, namely the Engagement Reporting Checklist,
the Engagement Evaluation Tool and the Personal Evaluation Tool.
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The Engagement Evaluation Tool is a checklist of items to review for each phase of the engagement
from Phase 1: Preparation through to Phase 6: Value Realization. Iltems to document include challenges
encountered, tools and templates changed or added, lessons learned for the future, improvements that

need to be made, and most important of all, successes to celebrate.
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The Personal Evaluation Tool provides a graphical way to review your own personal performance and
determine where to focus your efforts on CPD (continuing professional development) to get the
maximum results. The tool uses a spider diagram to pictorially show the relative strengths and
weaknesses of your performance throughout the engagement in eight areas ranging from time
management through to soft skills. Each area can be rated from 0 to 10 and then lines can be drawn
between the ratings to create the diagram itself.
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