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A guide to the SCHEMA Toolset to
help you ‘imagine’…….
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Imagine if you had …
a completely objective and comprehensive understanding of how well you were
maximizing customer profitability...
The SCHEMA Toolset is deployed by
expert practitioners to give you exactly
this understanding. The concept of
‘customer profitability’ has come from
many years of deep experience across
hundreds of organisations in virtually
all industries. There are really only 4
value levers that can be used to drive
increased value from customer activity.
An organisation’s ability to manipulate
these levers will determine how
healthy its Customer P&L will look.

that gives you an insightful and meaningful single ‘overall’ measure…
The SCHEMA Assessor provides just
such a measure by examining how well
your organisation delivers almost 400
‘customer practices’. Not just how well
the leadership team ‘think’ they are
being delivered but the reality of what
is happening on the front line and how
fully each of the practices are being
implemented across the business. This
deep understanding is built by using
structured and focussed interviews,
observation techniques and detailed
content reviews to provide an
unprecedented depth of insight.

which cascades into all the important elements of managing customers…
The results provided by SCHEMA
cascade from the overall level of
performance into 6 dimensions, then
24 key indicators and finally into over
100 individual capability areas. This
provides both a very detailed view of
what is going on and makes it easy to
understand those places where
improvement is most needed or from
where learning can best be extracted. It
also allows meaningful allocation of
individual measures to the teams that
can
most
impact
them.
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based on a clear model that can be adopted around the business to drive focus
and consistency…
The model that underpins SCHEMA and
that defines its scope has been
designed to reflect the reality of
managing customers in today’s world.
A world that is increasingly demanding
and empowered, with fast‐changing
media and channel landscapes,
increasing the need to work in real‐
time and to collaborate with both your
people and your customers. The value
of the model also extends long after
any specific engagement is over to help
align the organisation around what
everyone
means
by
Customer
Management.

and that can be compared to the other organisations which will be setting the
expectations of your prospects and customers.
The benchmarking approach used in
SCHEMA has been developed based on
15 years of experience in comparing
Customer Management performance. It
combines the use of comparisons to a
selection of results from the SCHEMA
database with the fully briefed and
detailed input from a selected group of
members of the SCHEMA Expert Panel
of senior practitioners, academics and
commentators.

Just think about having every senior stakeholder in total alignment about the
direction they are going in order to drive up customer performance…
The SCHEMA Vision Shaper Module
drives the right conversations to
engage senior stakeholders in defining
the nature of customer centricity they
need the organisation to achieve. It
identifies
mis‐alignment
in
understanding of the current situation
between stakeholders and the ‘real’
situation. It then facilitates the process
of aligning the views of the vision state
and identifying where deep mis‐
alignment needs addressing.
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in enough detail to know what they need to be doing differently…
The descriptors driven out of the Vision
Shaper provide short and actionable
statements of the changes needed with
enough detail to give clear direction to
future planning. They are designed to
be quickly and easily understood so
that your senior team can see what the
future needs to look like, what they
need to do to achieve it and what
impact it is likely to have.

with a clear prioritisation using far more inputs than would normally be
considered…
The prioritisation approach used in
SCHEMA uses a range of inputs to
inform the result even before
considering factors such as cost and
difficulty of achieving change. The
stored weighting of all the practices
that make up each change; the current
capability against these practices; the
direction and scale of change defined in
the Vision Shaper Module; the
opportunity areas modelled for
financial uplift in the Value Estimator.
As well as a series of calibration factors
to take account of factors such as the
Digital / Social maturity of the market
or overall size of the organisation.

based on a realistic set of expectations about the financial benefits that could be
delivered by getting to the vision state…
The SCHEMA Value Estimator delivers a
realistic prediction of the financial
value of achieving the defined vision
state. It enables detailed modelling of
many different uplift strategies to
encourage the broadest possible
exploration of possible scenarios. The
process can even be based on a
tailored set of ‘startpoint’ strategies,
based on experience of what has
worked before and the levels of benefit
delivered.
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and how long it is likely to take to deliver a return on investment.
The Value Estimator can take you
through the process of merging in the
costs that are likely to be associated
with delivering the required changes
and onto an understanding of the
‘trajectory of value’ that your emerging
programme could deliver. It allows for
many of the factors often overlooked in
creating business cases in an area that
is uncertain by its very nature. This
builds a level of confidence in the
programme being developed and a
clear value path along which to track
progress and ROI.

Then imagine a document that encapsulates all of this impactfully, clearly and
engagingly
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The SCHEMA output
The first page of the two‐page
management summary explains the
SCHEMA process to readers who may
not have taken part and summarizes
the scores, benchmark comparisons
and findings of the assessment
process.

The second page of the summary
identifies the top ten priority areas to
address in terms of capability uplift. It
also identifies the five most major
change areas in terms of direction
and strategy if the Vision Shaper
module was included in the project. If
the Value Estimator was also included
then a summary of the potential value
of the uplifted future capability is
shown.

In the main section of the output
document each of the 24 areas of the
model is covered in detail with
findings, scores and relative priorities
of addressing each of the capabilities
that make up the area. Where the
Value Estimator has also been used
the impact of the assessment area of
the overall potential value uplift is
identified.
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After the individual area pages the
scores and relative priorities of
achieving uplifts in each area are
summarized
along
with
a
prioritisation of the most important
25 capability areas to improve. The
prioritisation takes into account the
current capability, defined vision,
benchmark organisation capability
and financial opportunity areas.

If the Vision Shaper module has been
included in the project then the
aligned views of the Stakeholder
group are documented in terms of
direction and scale of change against
each of the 20 customer centricity
dimensions.
A
single‐paragraph
summary of the defined future state
for each dimension supports the
schematic view.

If the Value Estimator module has
been included then the results of the
uplift modeling are included in the
output document. These will include
the identification of the annual value
of the uplift against each value driver
/ segment combination. It also
includes an overview of why a
particular set of uplifts are known to
be feasible.
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The SCHEMA Toolset – How it works
The SCHEMA Toolset is used by trained practitioners to support an organisation in building their own
FRAMEWORK FOR CUSTOMER CENTRICITY or CONSUMER CENTRICITY. This is not just a way of dealing
with customers and consumers but primarily a business system and way of managing many elements of
the organisation. There are two distinct versions of the SCHEMA Toolset:

SCHEMA Customer is for organisations that have access to their customers and
information about them, either directly or via their channels and partners.
SCHEMA Consumer for organisations that have no access directly to their consumers who
are the customers or their customers, typically in Consumer Goods markets.

Both the SCHEMA Customer and SCHEMA Consumer toolset and approach comprise a structured
methodology and set of integrated software modules that:
Build an objective and quantitative clarity about the organisation’s current capability to manage
their Customer or Consumer P&L
Benchmark this capability in detail against other relevant organisations
Create an aligned and challenging, but still realistic, definition of the desired state of customer or
consumer centricity required
Model a realistic scale of financial benefit that can be achieved
Identify the priority improvement areas taking all the above into account
Drive a consistency of focus and approach across multiple business units
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A typical SCHEMA Deployment
SCHEMA is made up of a number of separate but deeply integrated modules that address different parts
of the challenge of building an organisation’s framework for Customer Centricity. Where previous
projects or a client’s separate work has already addressed some of these areas individual SCHEMA
Modules can be used extremely effectively on their own. However when used together they provide a
complete solution that is truly greater than the sum of the parts.
Assessor Benchmarker to build and benchmark an objective and quantified understanding of
current capability
Vision Shaper to define and create alignment behind a vision for what Customer Centricity needs
to look like within the organisation
Value Estimator to put a realistic prediction in place for the uplift in performance and the financial
value of achieving the vision
The engagements are always
surprisingly rapid considering
the depth of insight and quality
of thought for which our
practitioners are continually
recognised. This is due, at least
in part, to the highly structured
approach adopted and the
careful planning that takes place
at the beginning of each
engagement.
Our approach is based on a clear
recognition of clients’ time
pressures and is individually
tailored to take account of their
challenges
in
areas
like
workshop fatigue or interview
overload. A typical high level
plan is shown here but this will
adapt depending on specific
timing imperatives or extended
periods to access key individuals or source analytical data.
It is this mix of highly structured modules of activity and a very flexible way of fitting them together that
ensures clients have the best possible chance of getting what they need; when they need it without
Touchpoints or the client ever having to take quality‐impacting short‐cuts.
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Where SCHEMA has been used
One of more of the toolsets and methodologies has been used in these companies. This is not an
exhaustive list, but shows the types of sector coverage.

More details about the SCHEMA product set
SCHEMA Assessor and Benchmarker
The Assessor Benchmarker tool delivers an objective and quantified understanding of an organisation’s
current capability in terms of maximising its Customer Profit and Loss Account; the customer dimension to
overall financial performance.
The understanding is based on over 100 capability areas that comprise more than 400 individual practices
spanning our widely acknowledged model of Customer Management. This gives our clients an
unprecedented depth of insight that can be aggregated into multiple summary levels. The practices
combine solid and critical basics with more advanced practices known to be being increasingly adopted by
world‐leaders in Customer Management.
The approach is interview and observation based to ground it in what is really being done rather than
claimed plans of managers and strategists. It is highly structured to minimize the time input from client
teams and the elapsed time of the engagement.
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Results are benchmarked against the database of results from other clients and optionally against the
views of selected members of our global benchmarking panel, providing a unique blend of breadth and
depth in the comparison.
If the Assessor Benchmarker module is used in a stand‐alone engagement it provides a clear set of
recommended focus areas for improvement with the rationale as to why these are the important areas. It
also acts as an indicator and catalyst for change with many capabilities improving just because they have
been put under the spotlight. If it is combined with other modules it provides a detailed understanding of
the start‐point from which to develop the vision of Customer Centricity and also informs the prediction of
feasible performance uplift and potential financial returns.
Trained assessors can use one of two versions of the software:

FULL
Based on assessing 399 PRACTICES
Give the maximum possible depth of insight
Results provided at the aggregated Capabilities level (and higher levels above that)

EXPERT
Based on assessing the 110 CAPABILITIES into which practices are grouped
Suitable for experienced assessors
Results provided at the Capabilities level (and levels above that)

SCHEMA Vision Shaper
The SCHEMA Vision Shaper Module stimulates and drives the thinking of senior stakeholders in setting a
meaningful and actionable vision for Customer Centricity in the organisation. It addresses the gap that
often exists between the inevitable but very broad ‘Customer’ imperative in the organisation’s top five
focus areas and the detailed plans needed to change processes, behaviours and systems.
The approach is based on 20 dimensions of Customer Centricity developed to focus managers on the
balance that the organisation needs to achieve between concepts such a ‘delighting’ customers and
providing ‘just enough’ to keep them loyal; and between a market share/volume imperative and an ethos
of only targeting attractive customers.
Inputs are sought from stakeholders in terms of where they believe the organisation is currently
positioned and where they believe it needs to be. This ensures that all relevant personal opinions have
been heard; identifying any key areas of misalignment. The follow‐up workshop session and post‐
workshop conflict resolution is then focused where it is most needed.
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The output is a commonly agreed and interpreted statement across the 20 dimensions of the vision state
for Customer Centricity, sometimes with a small number of areas for further conflict resolution work or
investigation. It will also indicate the size of the change needed from the current capability level to the
vision capability.
Even if the SCHEMA Vision Shaper module is used as a stand‐alone approach it provides complete clarity
of what the core stakeholder group want Customer Centricity to look like in their organisation. If
combined with other SCHEMA modules it provides a valuable additional input to the nature and
prioritization of recommendations made in the Assessor Benchmarker and informs the nature of
capability uplift that can be assumed in the Value Estimator.

SCHEMA Value Estimator
The SCHEMA Value Estimator module puts in place a top‐line financial business case for achieving uplift in
Customer Management capability.
It can be used in stand‐alone mode or at the beginning of a SCHEMA engagement to estimate the
potential value of the capability uplift; ensuring that there is a reasonable potential return for a
programme. Alternatively, it can be deployed after the other modules to put a potential value to the
achievement of the proposed vision capability, given the known current capability.
The approach is based on meaningful value drivers to the organisation (e.g. churn, dormancy, account
balance, product holding etc.) and recognition of the differing values and segments of customers that will
exist. This makes it relevant to those who need to agree the assumptions made and predicted uplifts. It
also provides the best chance of ‘matching‐back’ to figures that the finance community will recognise.
Detailed guidance is provided by Touchpoints to the client’s finance or business analysis teams on
delivering the start‐point figures, working closely with them to build their early engagement in the
approach.
Alternatively we can carry out the analysis ourselves based on our own Customer Value Analysis
Approach. The modeling of potential uplifts is then based on a set of ‘start‐point’ strategies that reflect
commonly adopted approaches and mean a large number of potential strategy mixes can be tested
quickly and easily. Our support team also provides access to the hundreds of precedents on the SCHEMA
Knowledge Base that will validate the feasibility of achieving varying levels of uplift.

For more information contact: James Duthie at james@touchpointsconsulting.com

YOUR Framework for Customer Centricity

