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Preface
The McKinsey Telecom Digital Diagnostic Database (TD3) is a digital touchpoints
assessment for operator websites and mobile applications across major ME markets,
with developed market comparisons. More than 30 operators have been assessed
on 20 digital touchpoints across all 5 user journeys: I-Explore, I-Join, I-Use, I-Pay and
I-Engage. TD3 focuses on operators in Bahrain, Egypt, Kuwait, Oman, Pakistan, Qatar,
Saudi Arabia, Turkey and United Arab Emirates, with best-practice comparators from
select US & EU telcos, and from outside the telecom space.
When we refer to “digital”, we are defining it from an application perspective, we
break it down into three attributes: creating value at the new frontiers of the business
world, optimizing the processes that execute a vision of customer experiences, and
building foundational capabilities that support the entire structure. Digital includes
the foundations and underlying technologies and capabilities such as network and
connectivity, computing, and storage, all of which enable the digitization of back-end
processes as well as B2B and B2C interactions.
McKinsey has built cutting-edge internal capabilities for bringing about digital
transformations in the world’s leading organizations. With our digital consultants and
the McKinsey Digital Labs, we have 800+ digital experts (including 500+ developers)
focusing on rapidly building and realizing digital customer experiences and journeys.
We have over 300+ technology partnerships and joint ventures to bring the best to
our clients. Over the past 5 years we have conducted over 20 end-to-end digital
reinventions for our globally scaled clients.
The TD3 effort has been led by partners in the McKinsey Middle East office: Enrico
Benni, Dr. Jigar Patel and Abdur-Rahim Syed, with input from our network of global
experts. Research and analysis for developing TD3 for the Middle East was conducted
by our colleagues in the McKinsey Middle East Knowledge Hub based in Riyadh.
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90 million
128 million
Active smartphone users
in Middle East

$15 billion

Volume of online sales in
the Arab states

53%
penetration
of smartphones in the
Middle East

63 million

Social media users in the
Middle East

YouTube views per day
in Saudi Arabia making
it #1 in world in YouTube
consumption

$205 billion

ICT spend in the Middle East

30% growth

Month on month of
companies such as Careem

~100%

Growth of 3g/4g users
between 2015-2020 (from
170 million to 330 million)

35 million

Users per month relying
on online classifieds in
Arab States
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Executive Summary
Middle East is on the verge of a massive digital disruption. In the past decade, the
cross-border data flow connecting the Middle East to the world has increased by
more than 150-fold. Several countries—including the United Arab Emirates, Bahrain,
and Qatar—are leading the digital consumer charge, with high smartphone adoption
rates and social media use. The Middle East today has incredibly high levels of
digital consumption, which is often at odds with regional service providers that lag
in providing cutting-edge digital solutions. There are 128 million active smartphone
users, and, as this is still only 53% penetration, significant headroom remains.
Furthermore, at 63 million for a penetration of just 26%, the number of active social
media users offers growth potential. ICT spending is $205 billion, also showing the
importance given to digital in the Middle East. The region recorded the highest mobile
data traffic growth in the year 2015. Perhaps the most interesting indicator is the
number of 3g/4g users, forecast to almost double during 2015–20 (from 170 million
to 330 million). Owing to all these developments, there is a structural shift in the way
organizations interact with customers across the industries, digital first companies are
raising the bar and creating a ripple effect.
However, large and traditional companies have been slow to adapt to this new normal.
Regional telecom operators, for example, by and large have a ways to go to be digitally
capable, that is, having compelling digital customer touchpoints, efficient digital
processes, and an agile organization that can adapt to the continuously changing
technology landscape. A massive digital disruption is already taking place in the
telco sector. Operators are losing the share of their services to digital entities such as
Skype, WhatsApp, and Viber. Telcos need to be aware of and adapt to these trends, or
they risk being blindsided by the next disruptive innovation that comes about inside or
outside the industry.
The McKinsey Telecom Digital Diagnostic Database (TD3) is an outside-in digital
touchpoints assessment for more than 30 operators, assessed on 20 digital
touchpoints across five user journeys. TD3 focuses on operators in Bahrain, Egypt,
Kuwait, Oman, Pakistan, Qatar, Saudi Arabia, Turkey and United Arab Emirates, with
best-practice comparators from select US & EU telcos, and from outside the telecom
space.
• The five User Journeys assessed are:
—— I-Explore: This is the pre-sales journey where the user explores different
products and services.
—— I-Join: This is the post sales journey where the user undergoes the process of
joining by opening an account, sign a contract and installing all the services.
—— I-Use: This is the service journey where the user is experiencing all the services
of the provider
—— I-Pay: In this journey, the user receives and makes the bill payments, top-ups
etc.
—— I-Engage: This is the consumer service journey where a user makes enquiries
and complaints.
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• We have found that optimizing these digital journeys can have significant bottomline impact, including increased conversion rates, reduction in costs, and
decreased customer churn.
The digital first organizations are excelling by offering best in class user experience
and continuously pushing the barriers. Companies such as Amazon, eBay, Apple,
Verizon have incorporated practical features into their journeys to cope with their
customers’ changing and ever evolving demands.
• Key features offered by best-practice comparators can generally be categorized
into 3 major buckets
—— Personalization and flexibility: Give the customer freedom to choose or utilize
the service in a fashion that suits him/her best and also personalize offerings
according to the customer’s preferences
—— Collaboration and interaction: Allow the customers to innovatively interact
and collaborate, with the organization as well as amongst each other, creating a
self-reinforcing community
—— Easy to use interface: Provide customers with user-friendly websites and
apps to help the decision making process (faster and more convenient) of the
customer
As per our initial analysis, regional operators still have a significant opportunity for
improvement vis-à-vis global and regional best practices for both websites and
mobile apps. For example, in the B2C segment, 90% operators digital platforms lack
a product comparison tool, usage indicator, online sim delivery application and in
the B2B segment, almost all operators doesn’t offer mobile apps, and do not provide
the feature to submit new applications online. There is significant impact that can be
achieved in terms of increasing sales and retention, and reducing costs.
Telcos have to focus on being agile enough to withstand and capitalize on disruptions.
Becoming an agile organization requires a systematic effort not just limited to
changing your IT practice; the effort should be holistic, requiring a combination of
dynamic capabilities with a stable backbone. Empirical evidence and precedence
show that agile organizations experience improved operational and financial
performance.
We have done a deep analysis on each telecom operator in the region, and would be
happy to present our findings to you directly. We can be reached at Abdur-Rahim_
Syed@mckinsey.com.
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1. The Middle East is in a
digital boom
1.1 REGIONAL CONSUMERS ARE ALREADY SOME OF THE
MOST DIGITALLY SAVVY IN THE WORLD
The Middle East today has incredibly high levels of digital consumption, which is
often at odds with regional service providers that lag in providing cutting-edge digital
solutions. For example, Saudi Arabia is #1 in the world in YouTube consumption,
with 90 million views a day1, and #1 in Twitter penetration2; services like Careem are
growing at 30% month on month3; 35 million users a month in the Arab world rely on
online classifieds4; and the annual volume of online sales is estimated at $15 billion5.
Looking at the Middle East region as a whole, there are 128 million active smartphone
users, and, as this is still only 53% penetration, significant headroom remains.
Furthermore, at 63 million for a penetration of just 26%, the number of active social
media users offers growth potential. ICT spending is $205 billion, also showing the
importance given to digital in the Middle East. Perhaps the most interesting indicator is
the number of 3g/4g users, forecast to almost double during 2015–20 (from 170 million
to 330 million)6.
Exhibit 1
2015

The MENA population is becoming increasingly digitally savvy

Internet penetration
CAGR of internet users,
Smartphone penetration1
Number of smart phones
compound annual growth rate

52%

44%

N/A

24%

14%
67%

59%
42%

51%

74%

93%

10%

25%

74%

61%

40%

48%

10%
55%

133%
29%

25%

14%

51%

N/A

211%

30%

19%

30%

Social Media Penetration

1

82%

70%

91%

13%

13%

9%

92%

75%

41%

41%

122%

103%

32%

27%

17%

3G/4G penetration1

3G/4G connections compound
annual growth rate

2010-15 CAGR

23%

48%

57%
60%

75%
26%

35%

107%

47%
149%

32%

58%

Based on the number of devices or connections per population

1

BBC (URL accessed November 2016: bbc.com/news/world-middle-east-14703480).

2

Statista (URL accessed November 2016: statista.com/topics/737/twitter/chart/1629/twitter-penetration).

3

More News, “Careem marks 4th anniversary with new logo and 4 million users,” September 19, 2016.

4

Arabian Business, “Analysing the MidEast’s surge in online classifieds,” September 18, 2016.

5

GSMA, “The Mobile Economy - Arab States 2015,” (URL accessed November 2016: gsma.com/
mobileeconomy/arabstates).

6

We Are Social, “Digital in the Middle East,” January 2015. (URL accessed November 2016: slideshare.net/
wearesocialsg/digital-social-mobile-in-2015/13-We_Are_Social_wearesocialsg_13ACTIVEINTERNET).
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However, large and traditional companies have been slow to adapt to this new normal.
Regional telecom operators, for example, by and large have a ways to go to be digitally
capable, that is, having compelling digital customer touchpoints, efficient digital
processes, and an agile organization that can adapt to the continuously changing
technology landscape.

1.2 DIGITAL HAS ALREADY DISRUPTED SEVERAL
INDUSTRIES WORLDWIDE, A TREND THAT IS EXPECTED TO
CONTINUE
We have selected three examples to illustrate how digitization has disrupted an entire
industry, with new players dominating as incumbents have rapidly lost market share or
become irrelevant.

1.2.1 Movie Rental Industry: Netflix
In the summer of 2010, Blockbuster, one of the largest video-rental companies in
the United States, filed for bankruptcy. Netflix, on the other hand, worked its way
up to 20 million subscribers in North America, making it the world’s leading Internet
subscription service for enjoying movies and TV shows. Netflix’s success is owed to
the fact that it outperformed incumbents by moving aggressively online. Blockbuster
tried to launch a similar online service, but it was too little, too late, since Netflix had
already gained significant market share and Blockbuster’s service level was low with
few or no innovations.
Exhibit 2

Driven by innovation, Netflix disrupted the video rental industry,
leading to the demise of a large incumbent1

Netflix
Blockbuster

Blockbuster vs. Netflix Revenue Comparison
USD 000’s
$20B

7,000,000

$5B

$0.5B

6,000,000
5,000,000
4,000,000
3,000,000
2,000,000
1,000,000
0
01
1
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1.2.2 Cab Industry: Uber/Careem
With the advent of digitization, companies like Uber have stepped in and
fundamentally challenged the inner workings of the cab industry. The incumbent taxi
model was inflexible and inconvenient: companies restricted to a certain city, heavy
price regulation, no option to pay digitally, and need for either calling a cab or being in
the right place at the right time.
Uber’s more attractive and intuitive customer experience resulted in a presence
across hundreds of cities in 60 countries. The most recent funding valued the
company at approximately $66 billion7. This rapid growth has led to significant
negative impact on the bottom lines of traditional cab companies and their employed
drivers, as evidenced by multiple worldwide protests organized by taxi companies
attempting to halt growth in the ride-sharing industry.
Locally, Careem is making waves in MENA and putting a dent in the cab industry.
The business has grown rapidly and today has a presence in more than 20 cities. In
its latest investment cycle it secured an investment of $60 million, showing its huge
potential for competing with even a disrupter like Uber.

Exhibit 3

In the US, Uber eclipsed car rental as a percent of total rides nationally1
46
44
42

Uber

40

Car Rental

38

417%

Annual growth
(FY’14-15)

36
34
32
30
28
26
24
22
20

Taxi

18
Q1 2015
1

Q2 2015

Q3 2015

Q4 2015

Certify.com (URL accessed November 2016: certify.com/Infograph-SpendSmart-Full-Year-2015.aspx?zzz=1)

7

CNBC, “Uber’s 66 billion valuation may ride on a shaky foundation,” June 8, 2016.
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1.2.3 Hotel Industry: Airbnb
Airbnb, started in August 2008 in a San Francisco apartment with a single air mattress,
now has served more than 60 million guests and lists more than 2 million locations8.
The company’s popularity is evidenced by a valuation exceeding $10 billion. Airbnb
has made a significant impact on hotel-industry revenues. A study conducted in New
York estimates an annual loss of $450 million in direct revenues9. In 2014–15, half a
million hotel nights were booked in New York, compared with 2.8 million on Airbnb,
highlighting the shift brought on by the disruptive innovation10.

Exhibit 4

Even in absolute terms, Airbnb is far ahead of its competitors

USD bn Revenue 2015

XX

Valuation of international hotel chains
2015, USD Billions
14.5

11.3

6.1

5.5

24

4.3

0.9

0.9

30.0
23.3
17.8
11.3
7.6

8.3

6.9
2.6

Marriot

Hilton

Accor

Wyndham

IHG1

Hyatt

Choice

Airbnb

Intercontinental Hotel Groups
SOURCE: Statista, Skift.com, CNBC
1

1.3 DIGITAL DISRUPTION IS CHANGING THE WAY TELCOS
INTERACT WITH THEIR CUSTOMERS
Evidence points to a structural shift in how organizations interact with customers
across industries. Customers’ interactions with digital-first companies such as Uber,
Google, and Amazon and evolved digital companies such as Starbucks and Tesla are
raising the bar for all service providers, in short, creating a ripple effect.
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8

Airbnb website (URL accessed November 2016: airbnb.co.in/about/about-us).

9

PR Newswire, “Report: Airbnb’s $2 Billion Negative Impact on Lodging Industry and NYC Economy,”
October 13, 2015.

10

Hospitality Net (URL accessed November 2016: hospitalitynet.org/news/4074708.html).

Preferences are being transferred to or replicated by other industries, and telco is a
prime target of these new customer expectations. For example, consumers are using
their mobile phones for an increasingly diverse range of activities:
• Banking: Can I pay bills and transfer funds on my mobile?
• Media: Can I catch up on my latest shows or watch highlights of my favourite
sports team from my smartphone?
• Events: Can I use my phone to purchase, manage, and use tickets for an event I
want to attend?
All these industries are already ahead of the telco space and are creating expectations
from telco operators to catch up. In fact, massive digital disruption is already taking
place in the telco sector. Operators are losing the share of their services to digital
entities such as Skype, WhatsApp, and Viber.
Telcos need to be aware of and adapt to these trends, or they risk being blindsided by
the next disruptive innovation that comes about inside or outside the industry.

Exhibit 5

Companies such as skype are growing at a much faster pace
than telcos and are taking over their share of services

International phone traffic
International skype-to-skype

Annual growth
Billions of minutes
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SOURCE: Telegeography

15

16

2. Middle Eastern telcos are
behind the curve in the digital
revolution
To assess the digital savviness of regional telco operators vis-à-vis global bestpractice operators, we have developed and conducted an outside-in Telecom Digital
Touchpoints Assessment.
Exhibit 6

Outside-in telecom digital touchpoints assessment for 30 telcos, including both regional
and best-practice operators
Regional operators

Best practice comparators

Kuwait
Bahrain

Pakistan

Belgium

Germany

Turkey

France
Egypt

Saudi Arabia
Canada

United States
of America
Qatar

Oman

UAE

The assessment was focused on 20 digital touchpoints along 5 customer journeys in
the prepaid B2C market.
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Exhibit 7

Typical telco customer journeys
Sales journeys

Service journeys

1 I-Explore

2 I-Join

3 I-Use

4 I-Pay

5 I-Engage

Description

• Comparing product
options
• Deciding operator,
product

• Joining
• Installation

• Using services1

• Receiving &
understanding bills,
making payments
• Buying credit and
top-ups

• Making inquiries &
complaints
• Making non-sales
transactions
• Tracking complaints
through resolution

Touch-points
assessed

• Language
• Dynamic
advertisements
• Search engines
• Customer
segmentation
• Products and
services listing
• Product
comparison tool

• Language
• New account
opening
• Online shops /
shopping cart

•
•
•
•
•

• Language
• Sign-in
• Billing & payments

•
•
•
•

Language
Sign In
Search engines
Notifications
Usage and
consumption
• Data speed test

•
•
•
•
•

Excludes inquiries & complaints (under i-Engage)
SOURCE: Website and mobile app walkthroughs; team analysis
1

Language
Sign-in
Search engines
Shop locator and
appointment
booking
Customer service
(chat & call)
Help menu &
tutorials
Social media
access points
Surveys & feedback
Loyalty schemes

Why are these touchpoints and journeys relevant for telcos? We have found that
optimizing these digital journeys can have significant bottom-line impact, including
increased conversion rates, reduction in costs, and decreased customer churn.
Exhibit 8

Optimizing digital journeys can provide significant bottom-line impact

S Sales C Cost R Retention

Examples of impact from global McKinsey digital work
Sales journeys

1

I-Explore

2

Service journeys

3

I-Join

x5

R improving customer experience

Conversion rate increase from

x2

C retail visits

S prospective customers

Up-sale of additional package based

S on real time analytics

Up-sale of handsets and additional

S devices (e.g., portable routers)

+10–30%

Excludes inquiries & complaints (under i-Engage)
SOURCE: McKinsey Digital Practice

I-Engage

-4%

C call center calls

-20–30%

Cost reduction by eliminating
payment related costs incl.
paper bill printing and delivery
Reduction of FieldOps cost

Cross-sell between Mobile/Fixed and ICT

S services

Acquisition cost reduction by reducing

5

Cost reduction by reducing

C

Market share increase through quicker

C agent cost in call center and retail footprint

Churn rate decrease by

Cost reduction by reducing

S time-to-market
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I-Pay

Increase sales lead generation by using

S social analytics to target specific profiles

1

4

I-Use

C through preventive servicing

-30%

Excludes value levers from internal digitization

Regional operators have recognized the need for digital capabilities and in some
cases have reached the level of global best-practice comparators. For example:
• Etisalat’s mobile app is on a par with global standard-bearers on almost all steps
of the customer journey, including offering an engaging customer experience with
dynamic advertising and new offers and the ability to activate add-on packages,
easy-to-use payment options with tutorials, and live chat with customer support
agents
• STC’s Jawwy brand in Saudi Arabia was developed specifically for “digitally savvy
young people,” offering flexibility across multiple journeys on both the company’s
website and through a mobile app; a key feature is allowing users to build, share,
and manage their plans in real time instead of buying fixed plans
• Vodafone Qatar has created a simple and easy-to-use joining process, allowing
customers to submit documents online, pick a phone number, and then have
new SIM delivered in 1 or 2 days; in addition, the online shopping cart suggests
complementary products and accessories upon checkout
Nevertheless, regional operators still have a significant opportunity for improvement
vis-à-vis global and regional best practices for both websites and mobile apps:

Exhibit 9

Regional operators lag behind best-practice companies in both website and mobile journeys

Websites do not offer a comprehensive
customer experience
• 90% do not have a product comparison tool

Mobile apps are missing most of the consumer
touchpoints
• 30% have no dynamic advertisements

• 90 % do not have automatic usage indicator
updates for consumers

• 95% have no search engines
• 100% have no product comparison tools

• 90% do not allow submission of application
online for delivery of sim

• 95% have no menu allowing customers to
segment themselves

• 70% have a limited search function, i.e., facetted
search is not available
• 50% have a very limited online shopping market,
i.e., limited products, limited options to pay and
no financing options

• 85% have no option to open an account

Both websites and apps
lack functionalities that are
present in best practice
telcos around the world
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Exhibit 10

Regional operators have recognized the need for digital capabilities; improvement
opportunities exist
Digitization website
scores for each
customer journey

1

I-EXPLORE
4

Middle East avg1
Best practice2

Digitization mobile
app scores for each
customer journey

3

1
I-EXPLORE
3

Middle East avg3
Best practice4

2

2
I-ENGAGE

I-JOIN

1

5

2

1

I-ENGAGE
5

0

I-PAY

4

I-JOIN
2

0

I-USE

3

I-PAY
4

I-USE
3

1 Average

3 Average of 17 operators from Middle East
of 17 operators from the Middle East
4 Average of Base, Orange & Vodafone
Average of Proximus, Telecom-T & Vodafone
SOURCE: Website and mobile app walkthroughs; team analysis
2

On the B2B end, regional operators would benefit by learning and adapting digital
elements offered by global best-practice operators, for example:
• 70% of the operators offer online account-management tools, but fewer than 50%
provide dedicated B2B help sections
• 100% do not allow new business customers to submit applications online
• 100% of the regional operators do not offer mobile apps for customers to manage
business accounts
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Exhibit 11

Regional operators have very limited digital functionality for B2B customers
Key digital elements
MOBILE
APPS

WEBSITES
Have a B2B portal

Have detailed B2B
features & prices

Allow B2B customers to manage
accounts online

Have a dedicated
B2B Help section

Allow online
Offer mobile apps
submission for new to manage
B2B applications
business accounts

Almost all telcos
have a section in
their websites
dedicated to
business
customers

Majority of
websites detail
features and prices
of offerings to
business
customers

Majority of
websites allow
business
customers to
manage their
account online
(make payments
track usage etc.)

Less than half
have a HELP
section dedicated
to business
customers

None of the telco
websites allow
business
customers to
submit a new
application online

Best
practice1
Region2

None of the telcos
offer mobile apps
for customers to
manage business
accounts

B2B best practices from Sprint, AT&T, Vodafone Italy, Vodafone Spain, Telstra
Region comprises of UAE, Kuwait, KSA, Qatar, Bahrain, Turkey, Pakistan and Oman. Jawwy, Renna and Virgin KSA removed as they are B2C only
SOURCE: Website and mobile app walkthroughs; team analysis
1
2
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3. Leading operators globally
have made strides in better
digital customer experience
3.1

CONCLUSIONS FROM TELCO AND NON-TELCO COMPARATORS

For each customer journey we identified global best practices across both telco
and non-telco comparators. We studied how these players have been able to cope
with their customers’ changing demands and what practical features they have
incorporated into their journeys.
The telco players we looked at across 5 journeys included Telstra, O2, Verizon, giffgaff,
Sprint, and SingTel. Under the non-telco players we looked at digitally innovative
companies such as Amazon, eBay, Apple, Emirates, Airbnb, and the New York Times.
We found that key features offered by best-practice comparators can generally be
categorized into 3 major buckets:
Exhibit 12

Framework for categorization of best-practice examples

1

Personalization
and flexibility

Give the customer
freedom to choose or
utilize the service in a
fashion that suits him/her
best and also personalize
offerings according to the
customer’s preferences

2

Collaboration
and interaction

Allow the customers to
innovatively interact and
collaborate, with the
organization as well as
amongst each other, creating
a self-reinforcing community

3

Easy to use
interface

Provide customers with
user-friendly websites and
apps to help the decision
making process (faster and
more convenient)
of the customer

The following pages highlight a selected set of distinctive features across each bucket.
These might be adopted by regional telcos to improve their digital offerings.
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3.1.1 Personalization and flexibility
1. Personalized video guides
To make the I-PAY journey much easier for the customer, Telstra, Australia’s largest
telecommunication provider, deployed the personalized interactive video solution
(PIV) to deliver engaging and educational communications. These videos are provided
specifically to new customers and to customers who have made changes to their
accounts. The videos include information tailored to new customer on-boarding or
billing enquiries and received by the customer just a few days after his or her first and
second bills are accrued. The videos also provide up-sell and cross-sell opportunities
specific to the account.
Exhibit 13

Telstra’s personalized interactive video solution

2. Monthly adjustment or personalization of plans
SingTel has introduced its Easy Mobile plan, which comes with a set allowance of units
that consumers, using voice, SMS, or data, can allocate to fit their varying monthly
needs. Rather than offer one package for all, SingTel gives customers the freedom to
choose their own tariff plans monthly to suit their lifestyle and budget. Customers can
easily tweak their bundle via the smartphone app or the online portal.
Easy Mobile also uses digital platforms to deal with all customer transactions
and interactions, including customer service and support. This feature makes the
customer’s I-USE journey much more convenient and user-friendly by saving time and
avoiding the need for calls or in-store visits.
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Exhibit 14

Singtel provides flexibility in creating and managing plans
Flexibility
Adjust your talk time, SMS and data monthly based on your lifestyle changes through My
Singtel app
How
1 Drag the slider to adjust your talk time, SMS and data

1

You can make the adjustments through the month
Your new settings will only be reflected in the following billing cycle
What can you enjoy with 0.25 GB of data?
www
Stream 100
songs

Visit 1,375
web pages

Share 750
photos

Watch 25
5-min videos

Repost 12,500
emails

3. Advanced usage monitoring and management
Telstra subscribers can monitor their data usage using the 24×7 Telstra app or website.
Using features for data monitoring and management, the subscriber can:
• View current and past bills on mobile or tablet
• Track data usage
• Recharge prepaid services or add a plus pack
• Receive invoice-arrival notifications
• Store payment options and manage direct debits
• View contract end date and estimated early termination charges
• Manage premium services
• View and activate international roaming status and purchase international data
packs
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Exhibit 15

Telstra provides advanced management and monitoring features

3.1.2		Collaboration and interaction
1. Recommendation tool
To improve their customer’s I-EXPLORE journey, Emirates Airlines developed a tool to
help customers plan their holidays. Made to resolve the issue of not having complete
information, the Inspire Me feature uses certain parameters chosen by the customer to
suggest the ideal location for their next expedition.
The customer can access the tool on the Emirates website and choose his or her
personal preferences across multiple criteria including budget, temperature, travel
time, and destination type (beach, city, nature). The differentiators for Inspire Me
are its real-time availability and pricing, advanced interface, and visual appeal. The
information it provides includes up-to-date information on tickets, entertainment
costs, and living and food costs.
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Exhibit 16

Emirates’ inspire me tool provides travel suggestions and relevant
real-time information

2. User community for collaborative troubleshooting
A common best practice is the creation of user forums in which customers can interact
to solve day-to-day problems. This creates a collaborative customer experience and
eases the burden on the organization’s customer-support team.
Giffgaff created an innovative incentive scheme called Payback in which customers
earn points by helping other customers in an online forum. Users convert those points
to cash or airtime credit or can donate them to a charity.
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Exhibit 17

Giffgaff provides users an opportunity to earn payback points by helping
other customers

Telstra also launched its Crowd support feature, an online forum that crowdsources
customer service and increases collaboration and interaction among customers.

Exhibit 18

Telstra’s online support forum
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3. Screen sharing for technical resolution
Amazon introduced its Co-pilot Tool, a feature that uses screen-sharing technology
to make customer service and technical resolution faster and more convenient for
customers.
Instead of having customer-service agents spell out guidelines and instructions on how
to fix issues, customers can quickly provide access of their tablet or laptop screen to the
customer-service agent, who can then control the system and resolve the problem. For
security purposes, the agent can access only Amazon-related web pages.
Exhibit 19

Amazon’s co-pilot tool provides easy resolution of customer issues

Amazon also has a service called Mayday that allows live communication between the
customer and the support agent. The single-click support solution lets the customer work
with a remote tech-support representative to solve problems with his or her tablet.
Exhibit 20

Amazon’s mayday enables live interaction between the customer and the support agent

INSERT CONTENT
HERE
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3.1.3 Easy-to-use interfaces
1. Intuitive 4- to 6-click online shopping process
Ensuring that the customer’s I-JOIN journey is fast and convenient, companies have
worked to create interfaces that require only a few clicks to access a specific service.
Virgin has introduced a nested process that enables selection of plans and add-ons
in only a few clicks. Similarly, O2’s website requires only 4 clicks to choose a plan and
device.
Exhibit 21

Virgin and O2 have reduced the shopping process to just a few clicks
Have you got Virgin Media broadband or TV in your home?
Yes I do

No I don’t

Well we don’t mind – you can now get the same prices on our top tariffs as our TV and broadband customers

Monthly cost
Upfront cost
£0

Monthly cost
£1.5

0% APR representative
24 month credit agreement

=

Choose your

+

(of your device)

for your minutes, texts and data
Monthly cost

Minutes

Texts

Data

£5

250

Unlimited

250MB

£8

1250

Unlimited

500MB

£10

2500+

Unlimited

1GB

£12

Unlimited +

Unlimited

2GB

£15

Unlimited +

Unlimited

4GB

£23

Unlimited +

Unlimited

8GB

The charge for your Airtime will increase with your July bill each
year, in line with the Retail Price Index (RPI) rate of inflation at the
time. As an example in July 2015, this would have increased the
monthly cost of our £5 tariff by 5p our £15 tariff by 15p.

Your monthly bill

Is made up of 2 payments

Device(s)

£ 15

Tariff

£5

£ 20
Upfront

£0

Add to basket




In stock
Free delivery
14 day returns

2. Google-like search experience
Many organizations have created Google-like search functionalities for their websites,
making it easier for customers to navigate and find desired products and services.
Such functionality has significantly improved the I-EXPLORE journey.
For example, at the top of every page, the British operator Three provides customers
an auto-fill search option to help the customer if he or she cannot locate the needed
information. The search bar returns suggestions along with illustrations to make the
experience much more convenient and easy. In addition, the option exists to return
results from the operator’s website or even from the Web.
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Exhibit 22

Three provides google-like search capabilities for its website and the web in general

3. Product-comparison tool
A popular digital feature is a comparison tool designed to help customers make
informed choices in a convenient and speedy manner. Rather than having customers
open different products in different browser windows and then tediously compare
them, the comparison tool lists a selected set of products alongside one another,
highlighting the most relevant information.
Vodafone UK’s website displays a series of nontechnical filters (such as brand, price,
or best-sellers) on an easy-to-navigate layout; customers can use this to shortlist
devices they are looking for. They can then go on to compare up to 4 devices using the
comparison tool.
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Exhibit 23

Vodafone UK provides faceted search functionality and production comparisons easily
through its website
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4. Preparing for the future
Being DIGITALLY CAPABLE will not be enough; you need to be
AGILE
Traditional operating models are no longer fit for the purpose, because they enable
organizations that are rigid, slow, and expensive; they ultimately struggle to keep pace
in an increasingly digital world. A new paradigm is required, allowing for speed and
flexibility in a fast, unpredictable environment.
Telcos have two options for staying digitally innovative:
1. Become a digital native, leading the front in innovation and disrupting industries
2. Become an agile organization, absorbing and reacting with any new disruptions
that take place
Telcos have seldom played the role of a digital native. Instead they tend to adapt to
external disruptions. Therefore, the second option is the safer bet: focus on being agile
enough to withstand and capitalize on disruptions.
Becoming an agile organization requires a systematic effort not just limited to
changing your IT practice; the effort should be holistic, requiring a combination of
dynamic capabilities with a stable backbone.
Exhibit 24

A combination of dynamic capabilities and strong backbone is required
Example solution selling in B2C
Strong

Start-up

Agile

• Test and iterate solution ideas with emphasis on
customer input
• Sense and seize market opportunities as they emerge,
partner and network

Weak

Speed,
Responsiveness,
Nimble,
Adjustable

Dynamic capability

Dynamic elements
• Daily huddles to prioritize and allocate tasks; weekly
reprioritization of resources

Trapped

Bureaucratic

• Tailor offerings to individual client needs
• Maintain high clock speed
Stable elements

Weak

Strong

Stable backbone

• Stable functions as “home” for experts
• Clear stage gates and standard process
• Digital, simple and efficient back office
• Shared values and purpose as anchor

Resilient, Reliable, Efficient, Scale

• Clear rights and accountabilities
• Tracking of performance metric

SOURCE: McKinsey Organization Design Service Line

Empirical evidence and precedence show that agile organizations experience
improved operational and financial performance.
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Exhibit 25

Agility and performance
Time to market for new
innovations, Months
12

-90%

Productivity of frontline staff
Percent
+27% 127

Likelihood of companies with specified health
level having above-median EBITDA margin,
Percent
x2.2
68

100

48
1

31
Headcount in support
functions, Percent
100

Share of value-adding work
Percent

-30%
+133%

70
30

70
Bottom

Mid

Top

Agile companies have a 70% chance of being in
the top quartile of organizational health

SOURCE: McKinsey Organization Design Service Line; client case example

5 core tenets underpin DIGITALLY CAPABLE organizations
To be digitally capable and deal with the challenges posed by disruption and changing
customer expectations, organizations must focus on 5 core tenets:
1. Data-driven digital insights: There is a need to create a rich data ecosystem
enabling 360 customer view and targeted product and service decisioning.
2. Integrated customer experience: The experience or the journey should be
customer-centric, with Omni channel experiences and digital sales and conversion
efforts.
3. Digitally enabled operations: Processes in place must be streamlined and
automated with digitized sales and service interactions.
4. Next-gen technology: The IT infrastructure/architecture must be robust and secure
with agile application development.
5. Digital enablers: The innovations should come through talented individuals who are
governed by and given KPIs focusing on innovation. A culture fostering new ideas
and rapid prototyping should be incorporated.

36

Agile case study: ING Group
Context: inflexible traditional methodologies
ING Group is a financial institution offering banking, investment, and insurance
services to the European and global markets. In 2009, application development was
done using traditional waterfall methodologies. At the same time, technology was
seen as a commodity and IT as a cost center. In addition to all this, the Group’s IT
architecture was largely fragmented, and there was high dependency on vendors. All
this created an inflexible system by which “customers didn’t get what they wanted.”
Exhibit 26

Since 2009, ING has had 7 moments of truth that drove change
Oct 2009: start of new IT mgmt
team fed up with existing way of
working

May 2010: after Google IO ING
started its own Java community;
pizzas and Android

Oct 2010: Agile-Scrum introduced
for Application Development
May 2011: Continuous delivery
introduced to underpin Agile way
of working
Nov 2011: Platform as a service
shifted responsibilities from infra
to apps

May 2013: Full reorganization, i.e.
180 full DEVOPS teams across all
areas of the bank

Sep 2014: Selection of private
cloud in ING to further automate
infra

SOURCE: ING Barcelona Presentation

Approach to agile
ING embraced lean and agile to make business cheaper, faster, and more adaptive.
Agile development was introduced in 2010, followed by numerous additional changes.
Today there are more than 180 agile/DevOps teams (~2000 FTE reporting to CIO).
In addition, a centralized ING customer-experience center facilitates low-cost
experimentation.
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Significant impact achieved across several key KPIs
ING’s agile and lean approach resulted in several improvements, including:
• 37% faster time to market for IT changes
• 20% efficiency gain
• 50% reduction in error/defect incident through Plan–Do–Check–Act methodology
(PDCA)
• New customer/new account on-boarding improved from ~20 days and ~3 branch
visits to a 5-minute instantaneous offering
In addition, the agile transformation enabled ING to deliver on its ThinkForward
strategy
Exhibit 27

ING’s thinkforward strategy
From

To

Clear & easy
products and
services

~20 days and ~3 branch visits to
become a customer, open a current
account and get access to my.ing.nl.

Straight-through processing enabling ING
to deliver a 5 min instantaneous offering

Empower
customers in
prosperity

The majority of insights to our customers
being account statements

CRM and predictive banking solutions
enabling ING to focus on helping
customers to understand their future
prosperity

Keep getting
better in our
offering

The majority of innovations being
delivered big-bang to our customers

Agile development methods have
enabled ING to constantly deliver new
value to our customers

Anytime &
anywhere

Banking using to take place from
09:00-17:00 from Monday to Friday

Internet & mobile technologies enabling
ING´s customers to do their banking 24x7
via mobile or the Internet

SOURCE: ING Presentation 2013 Velocity Conference

Key learnings
Since 2009 there have been 4 pillars to ING’s agile transformation strategy:
1. Continuous delivery in all teams
2. Partners welcome, but outsourcing not
3. Nothing beats engineering talent
4. Distinguish by building great software
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