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Building a CCM Centre of Excellence: From Chaos to Control 

Bringing consistency, control and compliance  
to customer communications 

 
 

 

 
Customer Communication Management (CCM) is the backbone of customer 
experience, yet many organisations struggle with fragmented processes, tool sprawl 
and inconsistent communication standards. The result? Increased risk, higher costs 
and slower speed to market for critical customer communications. 
 
The solution lies in establishing a CCM Centre of Excellence (CoE) – a structured 
approach that brings control, consistency and governance to your customer 
communications strategy. 
 
The Challenge: CCM Chaos Across the Enterprise 
Picture this scenario: Multiple teams across your organisation are creating  
customer communications using different tools, processes and standards. Marketing 
sends promotional emails, operations manages policy documents and customer 
service handles complaints – all working in isolation. Version control is non-existent, 
content sharing is ad hoc and you can't release new communications without 
breaking existing ones. 
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This fragmented approach creates significant risks across multiple dimensions. 
Compliance failures become inevitable when communications lack proper oversight, 
potentially leading to regulatory breaches. The organisation becomes vulnerable to 
single points of failure, particularly when one person holds all the knowledge about 
critical systems. Operational inefficiencies multiply as teams duplicate efforts and 
follow inconsistent processes, while customer experience suffers from inconsistent 
messaging and delayed communications. 
 
What is a CCM Centre of Excellence? 
A CCM Centre of Excellence is a centralised hub that brings structure, governance 
and best practices to your customer communications. It's not about creating 
bureaucracy – it's about creating an enabler that helps the business communicate 
more effectively with customers. 
 
At its core, a best practice CoE is governed through one point of control for all 
customer communications, with standardised processes that ensure consistent 
approaches to content creation, testing and deployment, deep technical expertise in 
CCM tools and technologies and strong business alignment that bridges the gap 
between business requirements and technical implementation. 
 
The Nirva Approach: Proven Results 
Nirva has helped some of the UK's leading companies transform their CCM 
operations. Trusted by 3 of the top 5 UK insurers along with many other regulated 
industries, Nirva supports brands that serve millions of UK residents. 
 
"Nirva are not just service providers – they're strategic partners who help shape the way 
we communicate with our customers" says the Head of Operations at a major UK 
health insurer. 
 
The first step in building a successful CCM CoE is establishing the fundamentals - 
what Nirva sees as the bread and butter of IT projects. This foundation includes close 
management of the project requirements to ensure a clear understanding of what 
needs to be built, including test-driven development with robust test sets ready 
before development begins, proper change management processes and 
comprehensive documentation that maintains up-to-date process records as  
systems evolve. 
 
One of the most important elements of a successful CoE is having the right person 
acting as a conduit between business requirements and the technical team. This 
Business Analyst-type role is crucial for triaging work before it reaches the CCM 
team, translating business needs into technical requirements and ensuring nothing 
gets lost in translation between onshore and offshore teams. 
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Consider the journey of a major insurance company that initially engaged Nirva for 
basic CCM support. The original requirements were tactical, focusing on technical 
leadership, business analyst support, general Exstream guidance, development 
augmentation and ad hoc tasks associated with Exstream. 
 
What started as a specific list of technical requirements has evolved over two years 
into a fully-fledged CCM CoE. The transformation addressed fundamental issues 
across the organisation. Version control chaos became structured release 
management, content sharing problems were solved through centralised processes, 
efficiency gaps were closed through standardised workflows and code deployment 
fears were eliminated through proper testing procedures. 
 
The Business Case 
The benefits of a CCM CoE extend far beyond operational efficiency. One client was 
about to release remittance advice documents that would have put them out of 
compliance with regulatory requirements. The CoE caught this before it reached 
customers, avoiding potential fines and regulatory scrutiny. 
 
Despite offshore teams having lower hourly rates, bringing all work onshore within a 
CoE structure proved more cost-effective due to improved quality and reduced 
rework. The CoE also eliminates single points of failure where one person held all the 
knowledge about critical systems.  
 
Critical Success Factors 
Building a successful CoE requires more than just good intentions. Several critical 
success factors must be in place for the initiative to deliver real value. Senior 
leadership buy-in is essential because there's significant risk in not knowing what's 
going on with your customer communications. Even one small mistake could cause 
major issues with customers or regulators, so senior leadership must recognise and 
support the need for this kind of enabler. 
 
Proper positioning of the CoE is equally crucial. The CoE must be seen as an enabler, 
not a blocker. Internal marketing of the CoE's value is vital – it should be positioned 
as helping the business communicate more effectively, not as bureaucracy that  
slows things down. 
 
Finally, the right skills mix is fundamental to success. A successful CoE needs  
both business and technical skills. It's not just about changing words in  
documents – you need people who understand how to get changes into production 
environments safely. 
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Nirva’s Methodology  
Nirva's approach to building a CoE follows a proven methodology that begins with 
discovery and assessment, involving interviewing key stakeholders to understand 
current processes, mapping existing systems and data flows and identifying pain 
points and inefficiencies. 
 
The next phase focuses on design and planning, where the team develops a tailored 
methodology based on findings, creates governance frameworks and processes and 
defines roles and responsibilities. Implementation follows, during which new 
processes and controls are implemented, internal teams are trained on new ways of 
working and change management procedures are established. 
 
Conclusion: From Chaos to Control 
The journey from fragmented CCM chaos to structured excellence doesn't happen 
overnight, but the benefits are clear. A well-designed CCM Centre of Excellence 
provides the governance, processes and expertise needed to transform customer 
communications from a source of risk into a competitive advantage. 
 
Ready to transform your customer communications? Nirva's CCM specialists can  
help you assess your current state and design a Centre of Excellence that delivers  
real business value. Click here to book an initial introductory call at a time that  
suits you best. 
 

 

https://calendly.com/tracey-whelan-nirva/intro-call?month=2025-07

