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Vattenfall  
delivers cross-channel experience  
with Genesys

Vattenfall Customer Service Nordic provides 
customer service to utility customers.  The 
company turned to Genesys for a service 
platform that supports all interaction channels. 
The result is increased customer satisfaction 
and a return on investment in less than a year.

Rebuilding customer service 
operations
Vattenfall Customer Service Nordic (VCSN) 
provides customer service operations for the 
subsidiaries of energy utility Vattenfall, primarily 
in Sweden and Finland. VCSN serves around 
two million points of delivery, either individual 
households or businesses.

Lars Eriksson, managing director, said the 
business faced several challenges: “We had 
long phone queues, with an average wait time 
to speak to an agent of nearly six minutes. In 
extreme cases, customers could wait up to 90 
minutes. Also, we were only answering around  

50 percent of calls. Many customers were 
hanging up before we could answer and calling us 
back several times before they spoke to someone.

”Even when customers did get through,  VCSN 
was only solving 40 percent of queries during the 
first contact. “Often back-office staff had to call 
the customer back to ask for more information,” 
Eriksson says. “Our  front office was essentially 
acting like a  very expensive switchboard routing 
calls  to specialists.”

Poor service affected agent 
and customer 
SatisfactionIn the back office, the situation 
was not any better. “It was taking us a week 
on average to reply to e-mails and handle 
administrative tasks coming from the SAP-based 
system that supports our business processes,” 
Eriksson says. “We also had a backlog of around 
10,000 e-mails and more than 250,000 admin 
tasks. Some of these had been hanging around 

Customer : Vattenfall Customer Service Service
Industry: Utilities 
Customers interactions (per year): 1 million 
phone calls,  200,000 e-mails, 2 million admin 
actions generated  by its back-office systems,  
8.5 million invoices

Challenges: 
• Needed  a customer service platform that  

would support all channels and create a fully 
blended environment

• High levels of customer dissatisfaction due  
to long call wait times and only 50 percent  
of calls answered

• Only 40 percent of queries solved during  
the first contact

• Extensive backlogs in  e-mails and admin tasks
• Poor customer service impacting company 

in terms of lost customers and preventing 
new business
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for more than a year; there was a growing pile of 
difficult items that no one wanted to handle.”

This poor service was not only costing VCSN a 
lot to deliver, but was impacting on the wider 
Vattenfall group in terms of losing customers 
and preventing them from gaining new business. 
VCSN was also slow to bill customers, with 
almost 14 percent of bills delayed by a month, 
creating cash flow issues for the rest of the group.

The four cornerstones
Eriksson’s turnaround project was based on four 
cornerstones: organization, process, personnel, 
and tools.

In terms of organization, VCSN needed to 
create clear personnel role descriptions and to 
centralize some functions, especially workforce 
management. Processes were overhauled, 
focusing on adding customer value, and 
documented in a new set of working instructions. 
The staff themselves went through a major 
transition. “Previously, people started in the front 
office and were promoted to specialist roles in the 
back office. The result was that everyone wanted 
to move away from the customer,” Eriksson 
explains. “We changed this so that employees 
now start in the back office and gradually move 
to the front office, with the highest status jobs 
being those where employees have enough 
competencies that they’re allowed to talk to 
customers.” All staff are now also expected to be 
able to handle 80 percent of all tasks, facilitated 
via system-atic coaching and clear individual 
targets linked to performance-related pay.

Only when all this was in place did VCSN 
consider the tools and systems it would need to 
support this new environment. “The drivers were 
to reduce the number of systems we use and 
increase their usability,” Eriksson explains. “We 
wanted to create a customer service platform 
that would support all channels, enable us to 
increase self-service, and automate the ways the 
customer could contact us.”

Genesys and TeliaSonera 
support the vision
From 20 initial responses to its Request For 
Proposals, VCSN chose Genesys solutions, 
implemented by TeliaSonera (Telia), a Genesys 
Gold-Certified Business Partner. Genesys and 
Telia had extensive experience in integrating 
the Genesys platform with SAP, so VCSN could 
be confident it would be able to route tasks 
from SAP in the same way as calls or e-mails, 
allowing it to create a fully blended environment. 
In addition, the Genesys solution is designed to 
support global operations, supporting VCSN’s 

long-term vision of using the same processes 
and systems in multiple locations across Europe.

Telia’s fixed-price approach didn’t allow for custom 
work, but helped VCSN to implement the solution 
‘out of the box’, Eriksson noted. “This made sure 
we adapted our processes to match Genesys best 
practice.”The implementation was tackled in four 
phases. In addition to Genesys for voice, e-mail, 
fax, and mail handling, VCSN and Telia integrated 
Genesys with VCSN’s SAP solution and Telia’s 
own Agent Interaction Suite desktop to allow SAP 
tasks to be routed to agents. Genesys Workforce 
Management allows staff to be scheduled 
based on predicted demand, while VCSN is able 
to manage changes to the system in-house—
everything from changing a phone number to 
setting up the system to support a completely 
new customer service strategy—without needing 
to call in external consultants. 

Rapid return on investment
VCSN saw the benefits of the new environment 
immediately, with the project paying for itself in 
less than a year. “We now have an average time 
to respond to calls of around  45 seconds; our 
average speed of response for e-mails is two 
hours; and the average time it takes for admin 
tasks to be completed is down to just one and a 
half hours,” Eriksson says. “The average handling 
time for some tasks has been reduced from 35 
minutes to  6 minutes. That’s been a key factor in 
enabling us to reduce staff numbers from around 
800 to just 275 in Sweden, mostly external 
personnel. In terms of cost to serve, to acquire, 
and to maintain, we’re performing better than 
average against McKinsey benchmarks.

”VCSN was also able to quickly clear its backlogs, 
getting rid of its e-mail queue of 10,000 items in 
just two weeks. “As soon as there’s an available 
member of staff with the right skills, Genesys 
pushes something from the queue to them,” 
Eriksson explains. “Staff can’t refuse to handle 
the work, but they’re only presented with tasks 
that they are competent to handle. In addition, 
because the channels in Genesys are totally 
blended, staff take on a variety of phone, mail, 
and admin tasks; they’re no longer just stuck 
on the phone for hours. Staff say the job is now 
much more enjoyable because of the variation.”

Transforming the customer 
experience
In addition, VCSN is leveraging the Genesys 
solution to provide caller context and routing to 
the most appropriate resource. Incorporating 
the Telia Freespeech IVR product, the Genesys 
solution ensures 95 percent of callers get to talk 

Solutions
• Genesys Customer Interaction Management 

(CIM) Platform
• Genesys Inbound Voice
• Genesys E-mail—a key component of the 

Genesys Digital Customer Service solution
• Genesys Workforce Management
• Gplus Adapter for SAP
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to the right person the first time. “With touch-
tone IVR, you can only have a limited number of 
choices. Customers don’t always know which 
choice is the right one for their query,” Eriksson 
points out. “Free Speech allows us to have many 
more levels of questions. It’s helped us reduce the 
number of calls that need to be transferred from 
40 percent with touch-tone IVR to just five percent.”

The sophisticated routing allows VCSN to make 
the best use of its available staff to meet current 
demand. For example, if a power outage creates a 
peak in demand, Genesys can stop routing e-mails 
and admin tasks and switch all staff to taking 
calls. When the peak demand is over, Genesys can 
automatically start routing non-voice tasks again. 
The same features switch more staff to taking 
voice calls during normal daily peak times,  
allowing VCSN to avoid any ‘lost’ calls.

Finally, Genesys enables VCSN to offer call-backs 
at peak times. “The customer feels they’re in 
control and are no longer forced to sit and wait 
to speak to someone,” Eriksson continues. “The 
system is set to ensure that we make those call-
backs within half an hour, but we’re normally able to 
call the customer back within six or seven minutes. 
That’s usually a happy surprise for the customer, 
who generally isn’t expecting to be called back until 
much later in the day or even the next day.”

Spreading success
The transformation has been so successful that 
Vattenfall has now created a team headed by 
Eriksson to apply the lessons Europe-wide. “The 
intention is to create one system with one set 

of standardized processes taking care of all 
channels and all transactions across the whole of 
Vattenfall,” Eriksson explains.Meanwhile, Genesys is 
continuing to help VCSN delight its internal partners 
and customers in the Nordic region. “The system—
together with the new organization, the new 
processes, and the training we’ve given our staff—
has helped us to be much more customer-centric 
and provided a much better service,” Eriksson.

 

Business partner
TeliaSonera is a Genesys Gold-Certified business 
partner. The company provides network access 
and telecommunication services that help people 
and companies communicate in an easy, efficient, 
and environmentally friendly way. TeliaSonera is 
an international group with a global strategy, but 
wherever it operates it acts as a local company. It 
offers services in the Nordic and Baltic countries, 
the emerging markets of Eurasia, including Russia 
and Turkey, and in Spain.

TeliaSonera’s focus areas are:

• To build a world class service company
• To secure high quality in their networks
• To have an efficient cost structure

TeliaSonera is listed on the NASDAQ OMX 
Stockholm and NASDAQ OMX Helsinki 
stock exchanges. 
www.teliasonera.com

“Genesys gives us full control over all channels and tasks from one 
location. The system—together with the new organization, the new 
processes, and the training we’ve given our staff—has helped us to  
be much more customer-centric and provide much better service.” 
Lars Eriksson,  Head of a Newly Created Process and Demand Team  
 (Managing Director of VCSN at the time of the project)

RESULTS

15 second
average call waiting times cut from nearly  
6 minutes to 15 seconds  

Response 
to e-mails and faxes cut from one week  
to within two hours

50%
increase in first contact resolution

Interactive 
Free speech Interactive Voice Response 
(IVR) solution helps customers talk to the 
right person the first time

http://www.genesys.com
http://www.teliasonera.com

