RTM Customer Case Study: Legal Sea Foods

Legal Sea Foods, one of the East Coast’s most renowned seafood restaurants, means it when they say, “If it isn’t Fresh, it isn’t Legal.”   The company, known for the freshness and high quality of its seafood, delivers fresh fish to all of its 30 restaurants at 3 a.m. daily, by truck or plane, so you know that wherever you’re eating your lobster dinner, clam chowder or haddock filet, that it is the freshest catch possible.

The Quality Control Center (QCC) at Legal Sea Foods is the heart of the operations, where they process and sell approximately six million pounds of fresh fish and between 20,000 to 25,000 bushels of shellfish annually.  All of the fish brought in are examined, tested, and processed in the QCC at its new headquarters on the waterfront in Boston, Mass., and then shipped to the various restaurants based on the orders the chefs have entered into Legal System’s inventory system the night before.

As innovators in the delivery of fresh fish, it’s no surprise that the restaurant is committed to investing in the latest technologies in order to improve business.  They’ve invested in the latest equipment – including a new fish cutting machine from Iceland, a virtual private network (VPN) for their new data inventory system, and most recently they’ve installed a state-of-the-art IP telephony system and Contact Center to boost productivity, save money and provide better customer service.

Situation

When Legal Sea Foods outgrew its headquarters in Allston, Mass. and decided to make the move to the Boston waterfront, the MIS department realized it was the perfect timing to upgrade its phone system from a traditional PBX to an advanced IP telephony solution.

Legal Sea Foods, a 24x7 operations, is a phone-oriented company; many of the daily and overnight requests are communicated company-wide via voice mail instead of email.  This is because the owners would rather have their restaurant managers and chefs spend time servicing customers, rather than glued to a computer, and because many of its employees are on the road.  So whether it is a change to a restaurant’s menu that needs to be communicated to a specific distribution list, or a timely question from the person who purchases fish to his department, phone and voice mail are the primary modes of communication for Legal Sea Food employees.

In addition, Legal Sea Foods conducts business over the phone through its consumer 800 number, 1-800-EAT-FISH.  They needed a high end phone system that was easy to use to process orders, and a call center that offered comprehensive reporting tools for forecasting, as well as forwarding features to ensure that major customer calls were immediately routed to the appropriate party.

Solution

Legal Sea Foods turned to RTM Communications, (www.were-rtm.com), a leading telephony and data communications provider and a New England Certified Cisco Premier Partner. Legal Sea Foods had been working with RTM for LAN and security support, and was planning to work with them again for a VPN solution.  

RTM stands for “Removing the Mystery” which is the company’s core value proposition to its technology clients.  Because communications managers with many responsibilities do not have time to be experts on all of the latest data and voice technologies, RTM operates as an extension of their clients’ engineering team, designing voice and data solutions and then teaching clients how to implement them and use them on a daily basis. They Remove The Mystery from complex IT operations so companies can spend more time managing their business, rather than troubleshooting IT issues.
RTM won the business over other major telephony solutions providers because of its ability to provide the best IP Telephony system and because it could support Legal’s overall data environment and make the converged network operate in a way that was easy for Legal’s MIS department to manage and maintain.

With Legal’s imminent corporate relocation and need for a new phone system that would integrate with their existing data system, RTM recommended a powerful, yet easy-to-use Cisco IP telephony solution that could save Legal Seafood money, improve internal efficiencies and provide better service for its customers.

Legal Sea Foods MIS Director Dianne Mortenson did have a catch (no pun intended):  the new IP telephony system needed to be completely installed and running with all of its employees fully trained by the time the company moved into its new headquarters in just 4 ½ weeks.

RTM team in action…  

RTM’s team worked around the clock to install a Cisco AVVID IP Telephony Solution comprising of a Call Manager for call set up and Unity for Voice Mail and IP Contact Center for Call Center Applications.

With this system, the voice network is completely converged with the data network, so voice travels the Ethernet backbone using TCP/IP alongside corporate data such as inventory and email.  Because the networks are converged, Legal Sea Foods can fully leverage its investment in its data infrastructure while also providing a platform to improve communications with employees and customers alike over the telephone system.

RTM also introduced experts from partner businesses such as CMB Technologies, a leader in engineering Cisco Call Center solutions, who performed the necessary business analysis to identify the most efficient use of the Cisco IP Contact Center Express. 

In addition, RTM brought in training experts from Maestri Consultants to fully train all users of the new phone system on how to properly use it and get the most from all of IP telephony system’s new features.  Maestri provided instructor-led, hands-on, end-user courses in which employees were trained to effectively operate their new phone equipment specific to their system configuration and walk-around support following the system conversion, to answer questions and deliver brief tutorials.

Results

Four and ½ weeks after its request, Legal’s new IP telephony system was running smoothly with every employee able to use phone and vmail features on the first day in the new office.

Phase One of its new IP Contact Center was installed as well.  Legal’s IP Contact Center Express now facilitates the intelligent routing of customer calls to Legal’s Meal Order division using the IPCC Express and the optional Cisco Agent Desktop to facilitate screen-pop of customer’s caller id (phone number).  The next phase of the deployment will use the caller id and provide integration with Legal’s CRM application to provide the caller with personalized treatment.  The Legal Associate will know who is calling and essentially why they are calling prior to the phone ringing.

“RTM was the absolute ideal service partner for all of our data and voice networking initiatives,” said Dianne Mortenson, MIS Director at Legal Sea Foods.  “They came through for us in an incredibly short timeframe and were available to us around the clock, going above and beyond as a service organization.  Because of their expertise in voice and data networking, their hands-on client service and total commitment to make this happen within our deadline, we were able to flawlessly implement a state-of-the-art IP telephony system that met all of our business needs.”

Savings

With this new Cisco IP Telephony solution installed, Mortenson estimates significant savings on several fronts: 

· Administrative costs.  The IPT system is so simple to use for switching features and adding users that Legal’s MIS department can support it themselves and not waste time or money employing outside help to make any necessary changes.  Mortenson can now make the changes herself through her terminal or the web site.  With a small IT department, this frees up her time to address more complex, urgent technical issues.

The new IP Contact Center also allows Legal the flexibility to manage call delivery internally eliminating the dependencies and the costs associated with Service Providers.  

· Improved internal efficiencies and better customer service.  Legal’s restaurant managers and personnel can now spend more time with the patrons, and less time trying to communicate messages and deal with complicated phone systems.  The restaurants are also better connected now by using the same vmail system company-wide.  In fact, Mortenson’s near-term goal is to deploy a VoIP feature that would enable all restaurants to only dial a 4 digit number to reach anyone in the organization, no matter where they were calling from, eliminating all long distance phone charges.  

Legal’s new IP Contact Center also provides “cradle to grave” reporting features giving Legal the ability to know exactly how many calls come in and where they go.  This level of call detail facilitates better forecasting for staffing and meal preparation.

The company is also able to process orders much faster and provide better service to consumers using the 800# because the phone system is easy to use and the call center supports features such as caller ID, and automatic call distribution to handle urgent requests.  Using real time statistics, if a caller’s queue time exceeds a certain threshold, an alternate routing method is invoked resulting in less wait time for the caller and better customer service.

· One connected data and voice network.  Legal Sea Foods is also saving significant money through converging their voice and data networks.  They can handle all communications through the same network and extend that network to other buildings.  For instance, Legal Sea Food’s conference center located three buildings away will be able to access the company’s same phone and Internet system, which saves the company considerable resources.
From an ROI perspective, Mortenson estimates that with the increase in productivity, administrative savings, and less cabling, the system should pay for itself in less than a year.

Mortenson is excited about the business value the new IP telephony solution will bring to the entire organization.  With a converged voice and data platform in place she can undertake new technology initiatives, such as video streaming of executive chefs making recipes that will be available through the network to all restaurants.

And Phase Two of its IP Contact Center deployment calls for personalized options for callers based on their purchasing activity with Legal such as prioritized routing for high-value customers, integration with Legal’s web based ordering tools, routing of email requests and faxes, and enhanced reporting of caller activity and web based activity.
“The possibilities are endless,” said Mortenson.  “We’re committed to using technology and the latest voice and data applications to improve our business processes and deliver superior service to our loyal customers.  RTM will be a key partner for our voice and data technology roll-outs moving forward.”

