
CONVERGENCE LETTER

An offer you can’t 
refuse
Selling methods at the heart  

of convergence

To get there. Together.

N°19



ABOUT BEARINGPOINT

BearingPoint. Management & Technology Consultants.

We deliver Business Consulting. We are an independent firm with Euro-

pean roots and a global reach. In today’s world, we think that Expertise 

is not enough. Driven by a strong entrepreneurial mindset and desire to 

create long term partnerships, our 3,200 Consultants are committed to 

creating greater client value, from strategy through to implementation, 

delivering tangible results.

As our clients’ trusted advisor for many years (60% of Eurostoxx 50’ and 

major public organizations), we define where to go and how to get there…

To get there. Together.

For more information: www.bearingpoint.fr

To add some of your contacts to this letter mailing list, please register 

them on our website, indicating they want to receive the Convergence 

Letter: www.bearingpoint.fr/contacts

Austria I Belgium I Denmark I Finland I France I Germany I Ireland I Italy I Netherlands I Norway I
Portugal I Romania I Russia I Spain I Sweden I Switzerland I United Kingdom I Africa I North America I 
South America

© BearingPoint 2010



Four major operators are henceforth competing in the telecoms 

market and are trying out their new status as “convergent” ope-

rators. France Télécom Orange group has made the connection 

between the realms of landline and mobile. SFR and Bouygues 

Télécom have diversified from mobile towards landlines. Free 

will go in the opposite direction between now and 2012. These 

integrated operators must confront two challenges: earning the 

loyalty of customers who have not particularly appreciated the 

successive takeovers and partnerships; capitalizing on this new 

status of convergent operator via a renewed palette of offers and 

selling methods. 

 Net sales… and outbound telesales? 

For a long time, the acquisition of new customers has been the 

lifeline for telecoms operators. In recent years, the DSL market 

has been witness to a race for gross sales based on unbridled 

communication campaigns: who hasn’t come across the adver-

tising gimmicks “There’s a map for that!”.  These aggressive and 

well-oiled methods of acquisition have been done via telesales.
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Regarding cross-selling or package upgrade, outbound telesales 

have the advantage of proactively seeking customers based on 

pre-qualified files. They represent 20% of the calls at call centers. 

Poorly targeted, these telesales calls have been rapidly revealed 

as not particularly profitable. To minimize this risk, certain com-

panies in other sectors have resorted to relying on offshore call 

centers. In addition to being extremely specialized, these centers 

have unbeatable costs. They process prospect files “en masse”, 

based on aggressive scripts which also, alas, regularly generate 

complaints. 

These methods have largely contributed to forging a negative 

image of operators among the general public. Fortunately, they 

now seem to have had their day. Companies are now examining 

other models of organization like homeshoring: customer repre-

sentatives work at home. These models offer quality of contact and 

attractive flexibility in working hours. They already handle 10% of 

calls in the United States.

With convergence, the telecoms operators intersect their two mar-

kets in order to equip their mobile customers with landline service, 

and vice-versa. The customer databases therefore become a key as-

set. To maximize the effectiveness of the calls, the databases must 

qualify and bring together individuals on the mobile side with their 
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household on the landline side. The customer representatives must 

also become increasingly relevant in the personalization of their ar-

guments in order to sell new packages. This targeting also makes 

it possible to address new segments and to reach, for example, the 

new Eldorado of seniors.

In an equivalent manner, the opening of competition in the utili-

ties market is accompanied by new selling methods and the actors 

in the market adopt opposing competitive positions. The traditio-

nal operators in Europe have the objective of managing the erosion 

of their customer base, which will come about as a result of the 

regulatory changes. From this perspective, the notions of segmen-

tation and scores are thus quite different, since the traditional ac-

tors must let go of customers while choosing them if possible. For 

new actors in the market on the contrary, like Direct Energie or 

Poweo, the objective is to quickly constitute a customer base wi-

thout taking on the jokers. The price argument is, therefore, a pos-

sible weapon and remains at the center of aggressive campaigns.
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 Customer life cycle, use… and rebound?

Once the subscription period has passed, the incoming calls to 

Customer Service remain numerous. Rebound sales take advan-

tage of this contact to make cross-selling.

Call centers then generate revenue per customer and are no 

longer only perceived by management as cost centers. But this 

notion of rebound sales has some impact since it increases the 

average call time (ACT), a key indicator in planning flows. At a 

minimum, the average revenue per customer must compensate 

the surcharge associated with increasing ACT and the additional 

training costs. 

Of course, rebound selling is not appropriate for all calls coming 

into Customer Service. The type of call should be the first effective 

filter to identify the calls eligible for a rebound commercial offer. 

A customer who is calling about a problem with making payment 

will surely not be inclined to shell out more money for additional 

services. Other more subjective criteria, such as the mood of the 

call, must be taken into account. A “misplaced” attempt could be 

counterproductive and harm the image of the operator.

Today, the revolution to transform a customer service repre-

sentative into a salesperson is not finished. Due notably to the 
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complexity and number of offers proposed in telecoms, the de-

velopment of skills and training of representatives is becoming 

a key factor of success. Quite simply, the mass handling of flows 

in a limited number of call centers, for offers with low volume, 

supports mastery of these skills. The “Serious Games” are very 

innovative for improving the skills of customer service represen-

tatives. Their fun and interactive aspects enhance learning.   

The Real Time Marketing software constitutes another indispen-

sable tool for achieving sales by proposing a relevant offer to 

a customer at the time that he is most likely to accept it. For 

example, the customer service representative may suggest a 

landline to mobile plan to a customer who communicates with 

mobile phones from his landline. Nonetheless, the complexity of 

telecoms offers and the eligibility of the customer for these offers 

remain an obstacle to the development of this activity.

Gaining customer loyalty also requires the “destandardization” 

of key processes within call centers. Until now, the scores were 

generally associated with a customer segment. These scores and 

markers can now be adjusted to each client’s needs. Processes 

like renewal of mobile service or differentiated processing are 

thus adapted to the customer. 
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Continuing our comparison with the utilities sector, the notion 

of rebound sales is relevant in accompanying the launch of new 

services. In this way, customers are offered services that are so-

metimes far removed from the supplying of energy or water: in-

surance contracts, heat insulation, renovation and repairs, etc. 

These growth engines are an effective way of encouraging custo-

mer loyalty beyond the supplying of electrical services.

 Avoid cancellation at any cost?

In very mature and equipped markets like those of mobile telephones 

or DSL, maintaining one’s customer base is a constant challenge. In 

particular, telecoms operators must reinforce their mechanism of 

retention. Monitoring customer behavior in a detailed manner to 

quickly identify those representing a high risk of attrition is a first 

step. Call centers must play the role of watchdog and orient the 

marketing action plans. As a complement to this, marketing depart-

ments must possess a simulation tool for competitive pressure in 

order to be able to adjust pricing on equipment offers. 

An even better outcome is to re-commit the customer in exchange 

for an offer with more value added.  An appropriate commercial 

gesture facilitates this upselling. The cost per customer retained 

is certainly increased, but it remains in all cases much lower than 

cancelling and reopening a customer account.
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Retention can resemble a race against the clock. The operator 

has to intervene as early as possible to optimize its chances of  

retaining the customer. The detection of weak signals, via scoring 

or analysis of customer behavior, can trigger actions that build 

loyalty even before the customer wants to cancel his service. 

Qualification of customer behavior becomes critical in identifying 

the most sensitive cases. This is the case, for example, of cus-

tomers whose contractual end date is close, or those who have 

lodged complaints in recent months. 

If is it too late and the customer wants to cancel his service, the 

last resort remains reactive retention. Should this consist of im-

mediate retention at the time of the call to cancel service? Is it 

useful to attempt retention after receiving the cancellation letter? 

The rate of immediate retention surpasses 60%, while the rate of 

retention after a while tops out at about 10%. The challenge for the 

operator is then to maximize the rate for immediate retention of its 

customers. If nonetheless the customer cancels his service without 

prior warning, companies can, in some cases, also contact him wi-

thout waiting to receive the cancellation letter. For example, it is 

possible to detect a lost customer line for DSL services, and imme-

diately generate a proactive retention call.
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These mechanisms cannot be effective without the complete 

mobilization of the customer service representatives. And to 

make sure of this, there is nothing like a challenge to boost their 

motivation. Here, everything is possible: individual or collective 

compensation of representatives or supervisors based on sale, 

the participation of several sites, etc. With the right levers, the 

rewards from a challenge are generally immediate and the re-

turn on investment is easily measurable. In this way, sales perfor-

mance of the representatives can double in a week. 

Overall, the mode of compensation remains the principal argu-

ment for keeping the customer service representatives energized. 

Models based on productivity must make room for more sophis-

ticated mechanisms based on performance. Like the customer 

service representatives, a service provider could be compensated 

with a commission on sales or completed contacts. Since short-

term performance no longer suffices, additional compensation 

will only be paid to a service provider if the customers gained or 

retained are still subscribers at a given future date, in general 3 

months. A bonus or malus can even be applied if the performance 

of an outsourcer is higher or lower than the average performance 

of all of the outsourcers.
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These practices make it possible to limit attempts at forced sales. 

They prevent Internet service providers from being regularly de-

nounced for their methods deemed to be questionable. Further-

more, a written signature offers tangible proof of the customer’s 

agreement and helps to avoid disputes. However, awaiting the 

return of the contract signed by the customer implies an addi-

tional delay before the customer can be billed, which cannot be 

controlled by the ISP. Even worse, 30% of the contracts are never 

returned by the customer. Two obstacles that paperless subscrip-

tion helps to avoid: the sale is concluded on the day of the call, 

the customer’s acceptance is recorded orally and the billing can 

start after the end of the legal seven-day retraction period. Only, 

this isn’t possible in certain countries, like Belgium. 

 Afterwards, what else can be done?

Even if the telecoms market, and to a lesser extent the utilities, 

appear to be very advanced in these techniques of cross-selling, 

customer segmentation, client and relationship marketing, com-

panies can go even further.

Work is needed in terms of multi-channel sales mechanisms 

so that the customer experience remains consistent and fluid 

between call centers, Web and physical sales locations. The 

customer service representative is then only a link in the chain. 
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“Digitalizing” call centers by installing the same tools as on the 

Web is the first step. In addition, regularly giving the customer 

service personnel information available in forums and blogs pre-

vents them from being caught off-guard by the customers. Using 

the same processes and customer paths guarantees the consis-

tency of the customer paths and facilitates the passages from one 

channel to another. Meanwhile, the porosity between these two 

channels can permit the operator to reinforce its social and com-

munity dimensions, which are too often lacking. 

Another area where more can be done: customer complaints. This 

is the time when companies can create a promoter or a detractor. 

Telecoms and utilities operators are often lagging behind. Respec-

tively 25% and 10% of customers are satisfied with the handling of 

complaints by mobile and Internet service providers. An objective 

of processing 95% of complaints within 48h would be relevant to 

provide an example. Another example of a good practice, automo-

bile manufacturers send a satisfaction questionnaire by e-mail fol-

lowing each complaint. 

The similarities between the telecoms and utilities markets do 

not stop at selling methods since new offers close to the realm of 

telecoms are emerging, for example, around smart meters. The 

convergence of tomorrow could thus play out between the two 
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domains of telecoms and utilities. After all, an operator offering 

the customer the latest Smartphone or an iPad after taking the 

meter-reading is, perhaps, not science-fiction. 

Emmanuel de Gastines, Charles-Antoine Souplet,  

Nicolas Bertaux, Carole Giraud
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