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Executive Summary 

Successful companies are constantly seeking ways to increase sales, to innovatively 
develop new sources of revenue and grow their customer relationships in order to 
protect and expand existing revenue streams.  Rapid access to timely and accurate 
business information is essential to these initiatives. Without it, opportunities are 
missed, sales cycles take longer or stall completely, and customers can be alienated and 
lost. 

Significant business information, particularly customer-facing information, is still initially 
captured in hardcopy form. Paper documents remain a significant source of business 
critical information for iWorkers1, second only to email, and ahead of digital forms and 
documents. 2  And document workflows and processes that contain relevant customer 
information frequently cross organizational boundaries, for example between Sales and 
Finance, or Finance and Customer Support. 

Whether paper or digital, documents are key components of effective customer 
engagement. Customer facing functions like Sales and Customer Service require this 
information to better understand each customer, satisfy customer inquiries, close sales 
and promote add-on business. 

This White Paper illustrates how these iWorkers, as the primary agents of customer 
engagement, can better achieve goals of increasing revenue and customer satisfaction 
with more effective and timely access to business critical documents.  We’ll look at the 
benefits of making the right information available at the right time, the information 
bottlenecks and deficits that make it difficult for them to do their jobs, and ways to 
address making important, relevant information available and easier to use. 

 
1
 iWorkers are knowledge workers who rely on electronic and printed information in their daily jobs. 

2
 Del Prete, Crawford, Takashi Miyazono and Angèle Boyd. Controlling Today’s and Tomorrow’s Information Costs. 

IDC, 2011. 

http://www.mds.ricoh.com/change/streamlining_processes
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Introduction 

For many industries and business models, information on paper is still a crucial part of 
doing business.3 

 

Case in point:  Paper still forms the basis for many sales transactions and on-going 
customer engagement worldwide. In the U.S. for example, despite the incentives to 
verify transactions using PIN codes, retail organizations manage a tremendous volume 
of credit and debit card receipts signed at widely distributed Points of Sale (POS). In fact, 
“signature debit cards dominate debit use in this country, accounting for 61 percent of 
all such transactions.”4 

In Europe a research study commissioned by Ricoh and conducted by Coleman Parkes 
Research found: 

 “European businesses are heavily reliant on manual methods of processing information, 
are unnecessarily labour intensive and prone to error. An average of 42.5 per cent of all 
business critical information is held in hard copy only, creating bottlenecks and resulting 
in time consuming processes across European organisations.” 

In fact, only 22 per cent of European businesses were found to have a fully automated 
process to manage business critical documents.5 

 
3
 Del Prete, Crawford, Takashi Miyazono and Angèle Boyd. Controlling Today’s and Tomorrow’s Information Costs. 

IDC, 2011. 
4
 Martin, Andrew.  The card game: How Visa, using card fees, dominates a market.  NY Times, Jan 4, 2010. 

5 Ricoh Process Efficiency Index. An exclusive research report from Coleman Parkes Research.  Ricoh, June 2011. 

Workers Rely On Many Forms of Information to Do Their Jobs 
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Other examples include sensitive bank branch transaction documents such as signed 
withdrawal and deposit slips and teller “cut” documents.  (The teller’s “cut” is the batch 
of documents collected and stored when they reconcile their drawer at the end of their 
shift.) There are signed loan and contract documents, mortgage loans for example. 
Many service, manufacturing and distribution businesses rely upon signed service 
tickets, proof of delivery forms and the accompanying paper trail.  

All these documents are key components of effective customer engagement; they may 
enter and flow through several organizational departments within the enterprise. But it 
is customer-facing functions like Sales and Marketing and Customer Service that require 
this information to better understand each customer, grow the relationship, and 
achieve goals of increasing customer satisfaction and revenue. 

Information Challenges to Growing Sales 

To be more successful, Sales must access and filter large amounts of information about 
their prospects, competitors and the solutions they offer. As the volume and complexity 
of this information is increasing, finding the right information when needed can be a 
challenge. 

Current State of the Sales iWorker 

 “The gap is striking between the sales messages technology vendors create and how 
they prepare salespeople to deliver them and the value executive buyers perceive from 
those conversations. Forrester's global survey of 299 executives, coupled with 100 
interviews, reveals a schism between buyers and sellers on such topics as what makes a 
meeting valuable and the agenda of reps in a sales conversation.”6 

Lost revenue opportunity is perhaps the most tangible consequence of Sales not being 
better prepared with timely, updated information. But another consequence is the 
effect on the Sales force itself.  Sales representatives are compensated by in large on 
closing sales; when this becomes more difficult they look for other opportunities. The 
cost of losing and replacing Sales people can be significant. Estimates for just the more 
obvious costs of severance pay, vacation accrual, and the replacement recruitment 
costs, range up to 200 percent of the employee’s annual salary.7  This does not include 
lost time and opportunity costs while finding a replacement, nor the customers they 
may take with them. 

 
6
 Santucci, Scott with Bradford J. Holmes, Dan Feldman.  Technology buyer insight study: Defining the gap between 

buyer and sellers. Forrester Research, October 21, 2011. 
7
 Graham-Leviss, Katherine.  The high cost of sales team turnover. Entrepeneur, September 15, 2011. 

http://www.entrepreneur.com/article/220310  

http://www.entrepreneur.com/article/220310
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When Sales people lack ready access to the information they need, additional 
productivity costs accrue across the enterprise.   Finance gets the email about pricing; 
Marketing or Product Management gets the call about product capabilities or 
customization; Operations, or whoever is in charge of delivery and deployment, gets the 
query about timelines and schedules.  And with information coming from so many 
different sources, it’s hard to control consistency and accuracy. 

Finally, there’s the issue of collaboration—not just the quality of access but the ability to 
share information across the Sales force.  An Aberdeen survey of 970 organizations, 
“Sales Training 2011”, found that knowledge management was key; Best in Class 
performers were 27% more likely to deploy a centralized repository of Sales best 
practices. In addition, “while sales professionals may often be thought of as self-
oriented, the legitimate sense of teamwork and collective accomplishments that can be 
inspired by this knowledge management component can have measurable results.” 8 

Using Better, More Timely Information 

More knowledgeable Sales people can offer a significant competitive advantage. Sales 
can more effectively identify the prospect's pressing needs, guard against competitive 
challenges, and better sell the benefits of your solutions. 

More useable information in the hands of Sales can yield significant results. A recent 
survey of 150 Fortune 1000 firms noted that a 10% improvement in managing corporate 
data would deliver substantial revenue increasing benefits: 

1. Enable companies to increase total sales by $55,900 per employee; 

2. Increase sales per employee in the retail sector by 49%; 

3. Increase sales in the average telecommunications company more than $9,600 
per employee; 

4. And improve return-on-assets of the average commercial bank by 32%.9 

A Mission Critical Document Process Scenario 

Contract documents are a good example of a business critical document process that 
directly impacts Sales. Contracts may include mortgage documents (vast majority still in 
hardcopy format), insurance policies, Service Level Agreements (SLAs) and End-User 
License Agreements (EULAs), purchase agreements, etc.  

 
8
 Ostrow, Peter.  Sales training 2011: Uncovering how the best in class sustain, reinforce and leverage best selling 

practices. The Aberdeen Group, October, 2011, pg. 14. 
9
 Reisinger, Don.  Business intelligence slideshow: How to sell the value of data to your CEO.  Posted on 2010-09-01, 

http://www.cioinsight.com/c/a/Business-Intelligence/How-to-Sell-the-Value-of-Data-to-Your-CEO-473099/  

http://www.cioinsight.com/c/a/Business-Intelligence/How-to-Sell-the-Value-of-Data-to-Your-CEO-473099/
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Many business departments are interested in contracts: Sales, Finance, Service and 
Support. This has led to distributed contract ‘management’ and, most frequently, a lack 
of an enterprise-wide contract process. Contract management has not kept pace with 
Sales requirements: reliable and rapid access to current and accurate contract data. 

A relatively simple contract scenario might be Sales representatives generate contract 
documents (hopefully based on a central repository of templates and current product 
and pricing information) and mail or fax contracts to the client. The client would then 
mail or fax the signed contracts back, sometimes with addendums or other 
attachments. Once the paper contract was received, Sales reps could scan and upload 
the document to a digital archive. Besides prone to error, this process could easily take 
two weeks, slowing the sales cycle and pushing out revenue recognition. 

A better solution would be to integrate a document management application, including 
electronic signature capability, directly into a sales force automation (SFA, e.g. 
salesforce.com) or customer relationship management (CRM) system. Sales people can 
prepare a contract within the CRM, likely with current customer and pricing 
information, and send the entire document for signature electronically. As technology 
and market research firm Forrester notes, a slight improvement in the time spent on 
contracts (in the case shown below 10% of the time spent by Consultants) can amount 
to significant productivity gains: 

10 

 
10

 Optimizing business productivity: Do more for your customers and your business. Peppers & Rogers Group White 
Paper for Microsoft Dynamics, 2011, pg. 5. 
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The client can sign and return contract documents electronically. Accuracy and 
compliance are increased due to less error introduced by manual processes, as well as 
access to more reliable and consistent client and corporate information. The contract 
process could be shortened to hours rather than days, decreasing time spent by Sales 
reps tracking down information and time to close and recognition. The immediacy also 
improves the customer experience, removing a barrier to closing sales, with less 
opportunity to procrastinate or have second thoughts.  

Information Challenges to Better Customer Engagement 

As markets become more competitive, better customer service has emerged as a clear 
differentiator and critical success factor. In a 2010 survey of 141 large North American 
companies, 80% are actively trying to use customer service as an area of differentiation, 
62% have a Voice of the Customer (VoC) program, and almost half have a senior 
executive responsible for the overall customer experience.11 

Customer loyalty can make or break many businesses.  A study by “Loyalty Rules!” 
author Frederick Reichheld reports that companies that increased their customer 
retention rates by as little as 5% saw increases in their profits ranging from 5% to 95%. 
The same study also found acquiring a new customer can cost 6-7 times the cost of 
retaining an existing customer.12 

Together with Sales, the front-line of customer engagement is the Customer Service 
representative (CSR) a/or help desk. The CSR has a direct impact on customer 
satisfaction, and perhaps the best opportunity to increasing customer engagement and 
revenue.  Unfortunately much of this opportunity is squandered. 

How Lack of Customer Information Impacts the Bottom Line 

Frustration with customer service runs high. In 2010 the Better Business Bureau logged 
1.1 million complaints against North American businesses; up 10% from 2009. A recent 
Consumer Reports survey indicated 67% of respondents hung up on customer service 
without having had their problem addressed. 13   An international survey of 8,880 
consumers across 16 countries estimated losses due to poor customer service: 

 
11

 Temkin, Bruce D. with William Chu, Rachel Zinser.  The state of customer experience, 2010.  Forrester Research, 
February, 2010. http://www.forrester.com/rb/Research/state_of_customer_experience,_2010/q/id/56316/t/2  
12

 Small business marketing strategies – Customer retention vs. customer acquisition. BusinessFast4ward - Small 
Business Marketing Strategies, 7/29/2009.   http://www.businessfast4ward.com/small-business-marketing-strategies-
customer-retention-vs-customer-acquisition/  
13

 What’s wrong with customer service? Readers reveal top gripes, plus best and worst companies for service.  
Consumer Reports, July 2011. http://www.consumerreports.org/cro/magazine-
archive/2011/july/shopping/customer-service/overview/index.htm  

http://www.forrester.com/rb/Research/state_of_customer_experience,_2010/q/id/56316/t/2
http://www.businessfast4ward.com/small-business-marketing-strategies-customer-retention-vs-customer-acquisition/
http://www.businessfast4ward.com/small-business-marketing-strategies-customer-retention-vs-customer-acquisition/
http://www.consumerreports.org/cro/magazine-archive/2011/july/shopping/customer-service/overview/index.htm
http://www.consumerreports.org/cro/magazine-archive/2011/july/shopping/customer-service/overview/index.htm
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specifically customers that take their business to a competitor (63%) or customers who 
give up on a purchase (37%), cost businesses $338.5 billion per year. 14 

And note these costs do not include the negative impact on brand and prospects 
through less than flattering word-of-mouth or comments freely available on the 
Internet. Nor do these costs reflect the lost opportunity over the lifetime of a customer 
relationship. Though there are vast differences across industries and products in the 
costs of acquiring new customers versus the retention of existing customers, there is no 
debate that loyalty from a satisfied customer can mean big payoffs. 

“In fact, the lifetime value of a loyal customer can be astronomical, especially when 
referrals are added to the economics of customer retention and repeat purchases of 
related products. For example, the lifetime revenue stream from a loyal pizza eater can 
be $8,000, a Cadillac owner $332,000, and a corporate purchaser of commercial aircraft 
literally billions of dollars.” 15 

The well-informed CSR plays a crucial role in optimizing the on-going customer 
relationship. 

Better Information Means More Opportunity 

Customer relationship management (CRM) application vendors have long advocated for 
a “360° view” of the customer, or a “single source of truth”.  The contribution of a 
unified view of the customer to increasing cross-selling and up-selling, reducing 
customer attrition and increasing customer satisfaction across all customer touch points 
is well established. 16 

For help desks and CSRs, better information access means fewer/shorter calls, and a 
higher quality customer interaction. Accurate timely information such as current 
contract and service agreements, the latest problem report, even knowledge of what 
products the customer is currently using, means reduced ‘revenue leakage’ through 
inaccurate billing, and missed up-sell opportunities. Being able to resolve billing 
disputes faster leads to lower Days Sales Outstanding (DSO) rates and accelerated 
revenue recognition. 

Resolving customer issues and cross or up-selling are critically dependent on access to 
key information—pricing, contracts, technical data, customer correspondence, new 
products/packages and more. Relevant information can come from within and outside 

 
14

 Musico, Christopher. Poor customer service costs billions.  Destination CRM, Dec 4, 2009.  
http://www.destinationcrm.com/Articles/CRM-News/Daily-News/Poor-Customer-Service-Costs-Billions-58124.aspx  
15

 http://hbr.org/2008/07/putting-the-service-profit-chain-to-work/ar/1  Note: these dollar amounts are from original 
article published in 1994, but lifetime value of customer point is just as valid. 
16

 Loshin, David. Using unified customer data visibility to improve revenue, retention and satisfaction.  Dataflux White 
Paper, 2011. 

http://www.destinationcrm.com/Articles/CRM-News/Daily-News/Poor-Customer-Service-Costs-Billions-58124.aspx
http://hbr.org/2008/07/putting-the-service-profit-chain-to-work/ar/1
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the organization. Much, some estimate 85%, comes “in the form of emails, memos, 
notes from call centers and support operations, news, user groups, chats, reports, 
letters, surveys, white papers, marketing material, research, presentations, photos, 
video clips, Web pages and all kinds and forms of upcoming electronic data in 
databases.” 17 

Some paper-based examples of unstructured business documents that are critical for 
CSRs include: 

 High Volume, Widely Distributed Credit and Debit Card Receipts:  Most 
businesses store transaction documents in distributed locations, usually because 
that is where they are generated. 

 Sensitive Bank Branch Transaction Documents:  Bank branches store their daily 
transaction documents locally. Customer service retrieval requests can originate 
with tellers or branch managers, and can be by phone, email or fax. 

 High Value Proof of Delivery Slips: Depending upon the product or service, the 
volume of PODs may not approach that of credit card or banking transactions, 
but the value of delivered goods may be far greater, and disputes more costly. 

One should look for information sources or processes with paper end-points that are 
inputs to another, customer-facing system or workflow. This may come from outside 
the organization and is likely to cross organizational boundaries: 

 

 
 

 
17

 Atre, Shaku. Who in the world wants to just be structured? InfoManagement Direct, May 5, 2011, 
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Getting Business Critical Information to the Front Lines 

Both Sales and Customer Service have seen the emergence of technologies or 
applications such as salesforce.com to help them better manage information. Yet 
effective incorporation of business critical document processes into Sales and Customer 
Service functions, particularly involving unstructured, hardcopy data, requires careful 
planning: 

 Mapping current document processes; 

 Drawing on the expertise of Subject Matter Experts to design an improved 
process; 

 Re-focusing on customer-centric core competencies, outsourcing more routine 
functions; 

 Managing the people component of change. 

Map Out the Relevant Document Processes, Warts and All 

Arming Sales and Customer Service with reliable, timely information begins with a 
thorough understanding of current business critical document processes: the capture, 
extraction, flow, and current use of information assets.  Focus on three components:  
the people and culture of information usage, the processes themselves, and the 
technology. Identify the stakeholders in Sales and Customer Service (who is involved, 
roles, costs, competencies), and establish Key Performance Indicators (KPI) to measure 
effective access to timely, accurate information. (Note, leveraging existing KPIs offers 
consistency throughout a document process transformation, making it easier to 
measure and communicate success). 

The result of doing this up-front work is a detailed map of your business critical 
document processes. The map should cover the customer-facing information activity 
end-to-end: manual and automated, structured and unstructured information 
processes—and the different forms of information Sales and Customer Service 
representatives need to do their jobs.  

The map allows you to design a solution that supports greater collaboration and sharing 
of information across departments and geographies. The contract scenario previously 
described is a good example of unstructured business information required across 
departments: Sales, Finance, Service and Support, and the need to support 
collaboration. 

Use Subject Matter Experts to Design a Better Way 

Don’t overlook subject matter experts (SMEs) within your organization in designing the 
transformation of document processes. Identify the business process domain expert in 

http://www.mds.ricoh.com/mds_approach
http://www.mds.ricoh.com/mds_approach
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the chosen functional area:  the recognized ‘go-to-person’ for drafting RFPs or contracts, 
or finding the information required to resolve customer service issues. 18   These are the 
individuals recognized for their ‘front-line’ experience; it stands to reason that this go-
to-person will know best how the new process should be designed and prioritized in a 
tactical implementation plan. 

Other important benefits that accrue from empowering the recognized SME are both 
organizational and motivational. Entrusting the SME creates a sense of ownership, of 
control and positive contribution to transforming a business process they in fact must 
work with going forward. And pride of ownership can be contagious. Getting the go-to-
person on-board, the person who is trusted and respected by those very individuals who 
must use any new processes, can be critical to adoption and success, including 
education and training components. 

Focus on Operational Business Goals 

Rather than setting out to “boil the ocean”, select customer-facing processes that are 
most affected by inconsistent or lack of reliable information. These processes should 
realize benefits more quickly and more clearly demonstrate success. Focus on the needs 
of the customer rather than the weaknesses of the existing process or organization. 
Scoping transformations to clearly defined, operational business goals rather than 
enterprise-wide, grand initiatives affords a greater chance of lasting success, and can 
serve as a solid basis for subsequent and expanded, phased initiatives. 

Outsourcing some or all of the specific day-to-day, business critical document processes 
(conversion, distribution, output, archival and disposal) can help free your resources to 
better apply information to revenue generating opportunities. Despite the constant 
push in business to accomplish more with less, it is important to focus resources on core 
competencies. The experience and scale offered by a qualified vendor for properly 
identified and scoped document process transformation can be the quickest and most 
cost-effective way to help accomplish your goals. Outsourcing not only allows your staff 
to re-focus 

Managing Organizational Change - Continuous Improvement  

Transforming document processes means changing human behavior—no mean feat. It is 
crucial to anticipate the difficulty change presents to those involved in transforming or 
adapting existing processes to accommodate new information. Employee adoption is 

 
18

 In many cases this may not be an IT resource.  No amount of systems or technical skill can substitute for ‘front-line’ 
experience in how a functional LoB process actually works, and importantly, optimize the transformation of a 
business critical document process. 
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the single most important factor in effecting change.  Communication before, during 
and after the transformation is key to success.   

First, clearly identify and promote the reasons for the transformation, (e.g., better 
serving customers, winning more business) and publicly reward success.  Sponsors, 
ideally from the C-Suite, must do more than simply “buy-in” to the transformation: they 
must be proactive in ensuring the team can move past any potential roadblocks. 
Sponsors in particular must help in continuing to emphasize the goals and progress of 
change, and participate in openly rewarding success. 

A formalized training and education program will familiarize your employees with new 
customer-facing procedures and technologies.  Finally, a systematic organizational 
change management program   accelerates the transition from the current to the 
desired state, and can help make productivity gains a permanent part of the culture. 

Conclusion 

Transforming business critical document processes in Sales and Customer Service 
operations is key to improving the customer relationship and increasing revenue. This 
White Paper has explored why creating better access to timely and accurate business 
critical document information, including paper-based documents, is essential to 
improving customer-facing initiatives. Without it, revenue opportunities are missed, 
sales cycles take longer or stall completely, and customers can be alienated and lost. 

Business critical document process transformation requires careful planning. Businesses 
need to have a clear understanding of the people and culture of information usage, the 
processes themselves, and the technology currently deployed. Relevant customer 
information usually flows across organizational boundaries, and may come from outside 
the organization. One should look for information processes with paper end-points that 
are inputs to customer-facing systems or workflows. 

In-house expertise should be leveraged in designing improved processes—and 
alternatives like outsourcing should be considered.  Sales and Customer Service 
resources can focus on their core competencies around revenue generation, rather than 
specific day-to-day, document management processes that can be more cost-effectively 
managed by experienced service providers.  Free to focus on the needs and requests of 
prospects and customers, and armed with a better, more complete picture, iWorkers in 
Sales and Customer Service can achieve increased revenue through nurturing existing 
customer relationships and acquisition of new customers.
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Ricoh Company, Ltd.  

Ricoh Company, Ltd. is a global technology leader, specializing in the office and 
production printing markets. Ricoh works with organizations around the world to 
modernize work environments and optimize document efficiency. With more than 
108,500 employees worldwide, Ricoh operates in Europe, the Americas, Asia/Pacific, 
China, and Japan. Ricoh’s worldwide sales were more than 1,942 billion yen ($21 billion 
USD) in the year ended March 31, 2010. 

Ricoh’s Managed Document Services (MDS)  

Ricoh’s MDS approach is an extension and evolution of MPS, which addresses the three 
fundamental functions relating to the entire document management ecosystem of 
input, throughput, and output. Ricoh’s MDS aims to streamline core business processes 
by focusing on process, people, and technology and innovation to create a state of 
continuous improvement. Ricoh aims to help organizations better manage and leverage 
information for improved business outcomes through a flexible, partnership-led 
approach. Services management is the fundamental pillar to govern the print and 
document services program, aided with expert consultancy as well as proven project 
and change management methodologies. Ricoh is recognized today by both IDC and 
Gartner as a leader in the industry. 
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