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Introduction to Customer Success \§

Operations

Imagine trying to drive a car with an empty fuel tank. You have
the means, you know the destination, but still, you cannot
drive and reach there. Similarly, without CS Ops, you cannot
drive your customer success strategy. It is the fuel you need to
make your CS initiatives a success.

Customer Success Operations are a crucial component of any
customer success strategy. It is the process of designing and
implementing systems, processes, and tools that enable you
to effectively manage your customer success activities.

Customer Success Operations are a critical component of
any customer-centric business strategy. They're essential to

ensure customer satisfaction, retention, and loyalty, as well
as drive revenue growth and enable scalability.

In this guide, we will ride through everything you need to know
about Customer Success Operations.
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CS Ops:
Understanding the core work

Customer success operations are the processes and strategies
that a company puts in place to ensure that their customers
are successful in achieving their desired outcomes with the
company's products or services,

support customer-facing initiatives.

L CS Ops provides the foundational capabilities necessary to

Here are the primary categories of roles and responsibilities
that make up CS Ops:

DATA GATHERING, EVALUATION, AND ACTION

Data is crucial to provide insights into customer behaviour,
preferences, and needs. Collecting and analysing data enable
companies to gain a better understanding of their customers
and tailor their products, services, and support to meet their
customers’ specific needs.

DEVELOPING A TOOL STACK

A crucial element of a successful CS strategy is selecting and
integrating a set of software tools that enable customer
success teams to engage with customers, automate tasks, and
gather insights into customer behaviour and preferences more
effectively.
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TEAM MANAGEMENT

This involves overseeing the performance of a team of
customer success professionals to ensure that they are
effectively supporting customers, helping them obtain

consistent value and meeting business goals.

Effective team management involves a variety of skills and
processes, including goal setting, training and development,
performance evaluation and feedback etc.

SIMPLIFYING AND IMPROVING PROCESSES

To ensure that the CS teams are aligned on the best practices,
and that customers are receiving consistent, high-quality
support and engagement throughout their lifecycle - it is
important to follow a defined set of processes.

These may include ensuring seamless cross-departmental
communication and co-ordination, tracking data from
customer touchpoints, and generating playbooks.

INITIATING STRATEGIES

By developing and implementing strategic initiatives in
customer success, you can build a more customer-centric
organization and drive customer satisfaction and loyalty:.

Some common strategic initiatives include customer journey

mapping, product education and adoption, renewal and
expansion strategies, etc.
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The importance of streamlining \<
CS Ops and setting priorities

Fostering relationships with customers, giving them the best
value, and getting them to become repeat buyers are all steps
in the process of achieving customer success. All of this may
seem doable when you're a start-up.

But as your company gets bigger and more complex, the
success or failure of your business largely depends on the
performance of your customer success team and the CS
strategy.

Not only should your CS operations be running optimally,

but they should also be easy to manage and monitor.

This requires your entire customer success team to be
well-equipped with resources that have the proper skill set
and abilities — so you’re able to manage customer
expectations, proactively solve their problems and ultimately
deliver consistent value.

Y 4
Qg



The ideal time to integrate
CS Ops into your business

The ideal time to integrate Customer Success Operations into
your business is during the early stages of your customer
success program, ideally before or during the implementation
of your customer success strategy. This will enable you to
establish a solid foundation for managing and measuring
customer success activities from the outset.,

However, if you already have an established customer success
program, it's never too late to integrate Customer Success
Operations into your business.

You can start by conducting a review of your current
processes and identifying areas for improvement, such as
data management, process optimization, and technology
iImplementation.

Operationally speaking, it's not just ‘operations.’ W

\

There are several circumstances in which you might require
customer success operations to gear up your business. Here
are a few substantial ones to consider:
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WHEN YOU'RE OPERATIONALIZING YOUR
CUSTOMER ENGAGEMENT MODEL ACROSS CHANNELS

The CS Ops team is the backbone of any CS strategy that
ultimately helps to ensure that customers are happy, satisfied
and getting consistent value. They have access to incomparable
information that can be used to create more targeted and
personalized communication strategies for customers.

By integrating Customer Success Operations into your business,
you can gain valuable insights into your customers' behaviour
and preferences, identify opportunities for growth and
expansion, and optimize your communication for a better
engagement with customers.

WHEN OTHER DEPARTMENTS OVERSHADOW
CUSTOMER SUCCESS

The tasks assigned to each department vary. Within an
organisation, CS also needs to have a distinct set of roles and
responsibilities. Raising customer success concerns is essential
for ensuring that your customers are successful and satisfied,
identifying areas for improvement, strengthening customer
relationships, and mitigating risk.

It's important to have a designated person (usually a CS Ops

manager) in place to capture and address customer concerns
internally.
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WHEN OPERATIONAL EFFICIENCY IS SUBPAR
When a business expands, it becomes increasingly difficult
to manage a considerable increase in customer-related
Issues while maintaining operational effectiveness.

To get rid of the inconsistencies in performance, a CS Ops
manager can again be an impactful asset to an organisation
to ensure the customer-centric workflows are driven
effectively.

WHEN YOUR CSMS STRUGGLE TO MANAGE
CUSTOMERS

It might seem viable in the short term for your CS team to
manage CS Operations on its own, but as the business
expands, this model can turn unsustainable and inefficient.

CSMs are mostly responsible for managing customers and
often, the need for internal team structuring and
iImprovement opportunities might go unnoticed.

Here, a CS operations manager can play its role of internal

team management and development and let the CSMs
monitor customers effectively.
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What KPIs do Customer Success ‘
Operations generate?

Customer Success Operations establish key performance

indicators that can be vital to determine customer performance.

CS Ops require customer data from all customer touchpoints
to drive valuable insights. These insights can then be used to
identify areas of improvement and develop effective
strategies for customer success.

The CS Ops need to measure KPls for areas like;

Customer monitoring, Customer Lifetime Value (CLV),
health score, segmentation, churn risk, upsell opportunities,
engagement, outcomes, etc. renewal data, etc.
CUSTOMER INFORMATION REVENUE INFORMATION

Product usage data, Net Promoter Score, Customer
feature adoption data, etc Satisfaction Score, Customer
Effort Score, etc.
PRODUCT INFORMATION FEEDBACK INFORMATION
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CS Ops Manager:
When do you need one?

Have you ever felt like you needed a CS Ops manager but weren't
sure when the right time was? Well, be clear now. Whether you're
a small business owner or a large enterprise, having an
experienced CS Ops manager can be invaluable for ensuring the
success of your customer relationships and operations.

From streamlining processes to analyzing data to creating
strategies for customer retention, a CS ops manager can help you
make the most of your customer relationships.

You need to ensure CS teams’ efficiency on a macro-level
CSMs are overworked and internal processes need to be
managed and enhanced

There’s a need to provide CSMs with strategic insights
You need to make your organisation more
customer-centric, so other departments also empathize
with the customer-related issues

You need to ensure that you get an eagle eye view of your
customer from all key customer touchpoints

You need to ensure effectiveness of customer-related
workflows

If you desire to resolve one or more scenarios mentioned above,
it's a sign to appoint a CS Ops manager.
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What skills should a
CS Ops manager possess?

CS Ops managers contribute significantly to the
accomplishment of organizational objectives; thanks to their
unique skill set and knowledge base.

CS Ops is on a constant quest to optimize processes for

customers to make them stay for a long haul with a business.

To succeed in this position, they must be well-versed in a
certain skill set as well as current business trends. Here are
the evaluation criteria to help you select the right fit,

1. TRACK AND ANALYSE DATA TO DRIVE
ACTIONABLE INTELLIGENCE

A CS Ops manager should be able to gather customer data
from various sources to track performance trends, identify
anomalies and their root causes, and ultimately share the
results and forecasts with the wider team.

A. Gathering the data

A CS Ops manager must ensure that all the customer data is
centralized and serves as a single source of truth for all
customer information. When working with huge volumes of
data, a CS platform might help in data aggregation.
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B. Analyzing and reporting the data

Analyzing customer data is a crucial part of understanding your
customers, their needs, and their behavior. A CS Ops manager

must be able to analyze the data to identify patterns and trends
that can help gain insights into customer behavior, preferences,
and needs.

Once they’ve analysed the data, they must be able to draw
conclusions and present their findings to the wider team. For
example, you may discover that customers who use a certain
product feature are more likely to renew their subscription,

2. ENABLE PROCESS IMPROVEMENT

The following 5 areas should be a CS Ops manager's

primary focus:

® Ensuring that process recommendations (based on
customer data analysis) are communicated effectively
with multiple stakeholders and departments.

® Making sure that the customer data is pulled from all
primary touchpoints so to have a comprehensive picture of
each customer and their health

® [dentifying and addressing early signs of customer churn
and come up with steps to avoid churn

® Spotting renewal and upsell opportunities
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3. TEAM MANAGEMENT

A CS Ops manager should be able to segment customers
for better customer management and assign customers to
CSMs. They must also be able to forecast hiring needs in
case the CSMs are loaded with customers. A CS Ops
manager must also possess the skills to analyze the
performance of CSMs and determine the appropriate
metrics and targets to enable proper incentivization.

Additionally, they must also ensure the continuous
improvement and advancement of the tech stack and
digital tools in order to help CSMs to do their job optimally
and efficiently.
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And that’s a wrap!

A key component of achieving customer success is
unquestionably CS Ops and it makes life so much easier
for CSMs. Additionally, they’re crucial for executing CS
strategies which ultimately helps your customers to
achieve the desired value.
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Would you like to talk more about customer success”? :
We're all ears. Email us at hello@zapscale.com

Want a quick demo of ZapScale’s customer success platform?
Click here

llow us on social media
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