CHAPTER 7

Extreme Customers and
Customer Retention

© Kurhan/Shutterstock

Your most unhappy customers are your
greatest source of learning.

BILL GATES, CHAIRMAN, MICROSOFT CORPORATION

OBJECTIVES
1. Discuss approaches to use when handling extreme customers,
both quiet and vocal.

2. Describe the activities involved in proactive problem solving and
customer self-service for extreme customers.

3. Analyze the uses for and types of feedback survey instruments.

4. Identify customer retention strategies and why they are important
for quiet and vocal customers.
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Hewlett-Packard

Do you dread calling the customer support
line to help solve your computer or printer
problems? If so, do you then question
whether or not you should remain a loyal
customer of the company who manufac-
tured the product in the first place? One
manufacturer in particular has emerged as
a leader in providing exemplary support
for their customers. HP® (Hewlett-Packard)
has been recognized recently by the Service
and Support Professionals Association as a
corporation that is committed to service
and fully satisfying their customers. HP is
aware that disillusioned customers fre-
quently take their computer buying and
service needs elsewhere and therefore
makes a conscious effort to listen to and
learn from their customers.

From an article entitled “Five Tips
to Keep Customer Service up When the
Economy Is Down,” here are two of several
strategies that HP uses to retain customers.

1. Know your customers—and former
customers, too. The article states: “HP’s
Customer Services Group uses third-
party surveys, industry benchmarks and

input from customers to get a clear
picture of their needs, says Ofelda
Gomez, customer innovation and
advocacy manager for HP’s Personal
Systems Group Americas.” For example,
Gomez says, HP discovered that, when
calling for technical support, some of
the company’s more “tech-savvy custo-
mers” considered answering basic
questions posed by support personnel
to be “a waste of time.” Gomez reports
that “HP fine-tuned its call-in process so
these customers could quickly order the
specific part they needed.”

2. Reduce the need for customer service.
The article also observes: “Many times,
a few issues generate a large number of
requests for customer support. Taking
care of these identified issues immedi-
ately reduces the need for increased
customer support and promotes cus-
tomer retention.” If, for example, the
company receives frequent calls about
billing issues, it tries to provide ways for
customers to find answers to billing
questions on their own.

SOURCE: “Five Tips to Keap Custamer Service up When the Economy Is Dawn,” htta:/ih7 1028, v T ba cam/enterpriselus'en/messagingfeature-gnc-custamersug-

porthiml accessed Narch 23, 2011,

EXTREME CUSTOMERS

Fveryone has tales of very bad service. Customer ser-
vice seems so simple—treat customers with dignity
and respect, and they will reward you with purchasing
your product. Customers indicate that getting a fair
resolution during a product or service dispute is a
reason for continuing to do business with a company.
For example, 1..I.. Bean built an empire on the sim-
ple rule that “no customer should have a product that

isn’t completely satisfactory.” Marshall Ficld, founder
of the Chicago-based department store Marshall
Field and Company, said, “Those who come to me
with a complaint, teach me. Right or wrong, the cus-
tomer is always right.” Field wasn't saying that the
customer is truly afways right; some customers are
very wrong. What Ficld meant was that, in dealing
with complaints, you are dealing with people’s per-
ceptions.  Although a customer’s perception of a



problem may be shortsighted or distorted, in his or
her eyes it is a legitimate concern.

That challenge is heightened when a CSR has
to deal with “extreme customers,” that is, either pro-
foundly quiet or vocal customers, whose modes of
expressing those perceptions do not resemble those
of the average customer. While average customers
may get annoyed, they can, in some way, be dealt
with fairly easily. When dealing with extreme custo-
mers however, CSRs need to apply special skills in
order to access and respond to complaints.

Part of the challenge is that, while many CSRs
have been annoyed, even angry customers themsclves
on occasion, they have never been to the silent or
vocal extremes peculiar to the customers this chapter
will discuss. It is more difficult, therefore, for the
CSR to put himself or herself in the customer’s shoes,
because they have never been to those emotional
edges. For that rcason, CSRs must approach them
and problem solve in a different way. They need
specific strategies in dealing with these customers,
reaching out to them, and recovering from them.

The Quiet Customer

Should a CSR scttle for the old axiom that “no news
is good news?” Just because a company isn’t hearing
complaints, doesn’t mean that all of its customers are
completely satisfied. While some customers shout,
many customers just leave quietly. Silent attrition is
deadly, because companies do not have the opportu-
nity to remedy problems and retain customers.

Quiet customers are the ones who don't com-
municate problems—they let their complaints build
up to the point that they think it's easier to simply
leave rather than attempt to address the issue. These
types of customer complaints are problematic because
a company has no tangible suspicion that anything is
wrong. According to Andrea Obston, silent custo-
mers usually fit into one of these five categories:

1. The Satisfied Client. This is what we'd like to
assume we have when we don’t get complaints—
service is fine and customers are happy. There
ok hade losimishis.

2. The Accumulator. These customers allow pro-
blems to mountup. Then something sets them off
and they spout off, listing a string of wrongs that
have been building up since their first purchase.

3. The Thinker. As Obston describes them,
“These customers are the ones who say to
themselves, “They (the business) must know
this already so I'm not going to say anything.”

4. The Runner. These customers find conflict so
distasteful that they will do anything to avoid
it. They would rather run and seek out a new
vendor rather than directly communicate their
problem,

. The Busy Bee. Obston notes: “These customers
use the excuse that pointing out a problem will
take up too much of their time and cnergy.
They tell themselves, T'm too busy. I'll find the

casiest way out.”

w

The quier customer is best characterized as a
silent threat because they are dissatisfied customers
who don’t reach out, and therchy contribute to a
picture that cverything is fine when in fact it is
not. They are ar one end of the continuum while
the vocal customer is at the other.

The Vocal Customer

Occasionally, every business will encounter a cus-
tomer who is best described as vocal, angry, even un-
rulv. No matter how carefully you explain your
position, this customer will misunderstand and take
great offense. Unlike other customers, those who are
especially vocal or angry do not respond to reason or
goodwill and might become abusive, personal, even
threatening. Although these situations are never
pleasant, they require self-awareness for the CSR as
well as tact and diplomacy. Attempts to understand a
customer's emotions and identify what actions and
words trigyer anger can help a service provider work
better under these adverse conditions.

A CSR might encounter these customers on-
line, a forum that might scem to provide escape but

‘Ans‘:pe Qbston, “Getting Customers to Complain,” £atregrencyr, October 14,



in fact poses a particular challenge. Online customer
interactions automatically create a distance between
the customer and the CSR because it eliminates
the opportunity for any interpersonal, face-to-face
exchange. Dealing with an angry customer on the
phone or online {chats, c-mails, or online forums)
denies you the ability to read nonverbal signals when
a customer is upsct, It is a big challenge for CSRs
o (lcrcrminc customer cm()fi()ns \thn fhc}' Are not
interacting face to face. Managing these types of
distant interactions will be covered in a later chap-
ter on communication.

Why Customers Get Angry Dale Carnegie
said, “The only way to get the best of an argument
is to avoid it.” Although customers become dis-
satisfied for a number of various reasons, they gen-
erally have one thing in common: The perceived
value of a product or service is less than the cus-
tomer cxpected. Here are three shortcomings that
can cause customers to view products or services
negatively:

1. Someone was rude to the customer. Whether
the cmplovee realized it or not, this was the
customer’s perception. Remember that a
customer’s perception is his or her reality.

2. Someone was indifferent to the customer,

An employee projected a “can’t-do” attitude
and left it at that— with the customer feeling
frustrated.

. No one listened to the customer. ‘This

reason is the most troubling. Failing to listen to s
customer is a tragic waste of an opportunity

for feedback and comes across as insensitive be-
cause it hurts a customer’s feelings.

(%]

Although customers’ anger or emotions may
not be directed at you personally, vou are the onc
who receives them. To help defuse anger, CSRs
must understand why customers get emotional,
upset, and angry. While the following five reasons
do not constitute a complete list, they are among
the most important reasons that explain why angry
customers behave the way they do:

1. They have had prior bad experiences.
2. They felt as if they would get the runaround.

3. They resented potential loss of money.

4, They disliked being inconvenicnced and hav-
ing wasted more of their fime.

5. They felt a loss of control.

How Customers Get Angry The behaviors
of angry customers manifest in various ways. The
following arc somc actions you can cxpect to sec
when an angry person lashes out. When customers
arc angry, they

+ blame others,

can be loud and demanding,

fry to make you angry toao,
+ have little regard for the rights of others,

« take charge of the conversation by insisting they
be heard,

+ tend to interrupt the other person,
+ refuse to do what vou ask,
« threaten to go to your manager or supervisor.

Even the most experienced CSR has dealt with
a customer who would only be satisfied by talking
to a supervisor. When this occurs, first collect all
the information relevant to the problem at hand
and present it to the manager, He or she will then
have some prior knowledge of the simation and will
be able to handle the customer more effectively.

Abusive Behavior If a customer’s behavior csca-
lates and is verbally abusive, a suggestion is to move
to an office or another enclosure that offers privacy,
where the customer can vent without disturbing
others. If the customer is particularly problematic,
it is advisable to have somcone clse present as a
witness. Once the customer is calm, then decide

oy, CUSTOMER SERVICE TIP
aVe

Customer complaints are like medicine.
Nobody likes them, but they can make us
better.
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How can you communicate effectively using empathy and tact
with an angry person?

what can be donc about the problem. Specialists
state: “Keep in mind that in a confrontational inter
change, it doesn't hurt to agree a little. When vou
ease a complainant by saving, T understand’ or
‘What can 1 do to help? you are not necessarily
agrecing with the customer's position, only with
his or her right to be angry.™

When working with customers, always focus
on determining “how can we?” When a customer is
imitated, first discontinue what you are doing and
present him or her with your full attention. Actively
listen and cmpathize with the customer, ever §f you
think be or she i wrong. 1t is a natural response to take
it personally, but remember: The customer is annoyed
about your company's products or services, not with
you. You can stay in control of your own behavior by
staying cool, calm, and collected. Finally, ask as many
questions as it takes to understand the full scope of
the issuc.

When the facts are gathered, tell the consumer
what steps you plan to take to solve the problem.
Always follow through on your promise to get the
problem resolved.

Dealing with Customer Emotions

What CSRs must realize is that an angry customer
might not respond to logic. Tn fact, the more logical

“*recalving Cusoomer Canflics,” Sroatdne Laaming, mrtpaihwven Teatlnelszming
coietizle Cisorner_Service Rrmobing Cu

cisatml e kenary 14, 7011,

|& MAKE IT A HABIT
Managing Complaints Professionally

You create loyal customers each day when
you make every effort to:

= Admit immediately any mistake on your
part. It shows you are human and instantly
diffuses most emotionally charged
situations.

* Look for common ground with the cus-
tomer. By doing this, you will find solutions
that work for all parties involved.

« Stand behind any guarantees and promises
you make.

» Handle criticism diplomatically.

» Stress what you can do, not what you
cannot do.

CUSTOMER SERVICE TIP

The best time to deal with a customer’s crit-
icism is while the complaint is happening.

vou are, the angrier the customer may become. At
such tmes, no martter what vou say or how you
phrase it, you simply will not be able to penetrate
the customer’s emotional barrier. Therctore, before
vou can work on the customer's problem, you must
be able to deal with the customer’s emotions. To
regain the customer's confidence, vou need to com
municate in i way that renews his or her faith in the
rclationship. Such communication usually begins
with a genuine apology.

Make sure you listen to more than what is
being said, because when people are upset, they
don't always convey what they mean, Ask questions
to gather more information, and use softening
techniques, which are positive approaches that
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REMEMBER THIS

AVOID TRIGGER PHRASES

“It's our policy."

USE CALMING PHRASES

“Here's what we can do ...; Here's how we can handle this ... .”

(Quote the policy; don't call it "policy.”)

“| can't; we don't"

"What seems to be the problem?"

“I don't know."

“You should have. _.."

“Why didn't you. ..."

“The only thing we can do. ..."

“1 don‘t handle that; it’s not my job.”

*| can; we do"

“How can | help?”

*| can find out."

“Let’s do this.” (Move to the future, not the past.)

“| can see why. ..."

“The best option, | think, is. ..."

“Let’s tind the right person to handle your concern.”

help when interacting with customers. Softening
techniques include:

- an open posture (no crossed arms},
= kindhearted eye contact (no eye rolling),
+ moving the customer to a private area, if needed.

The critical step in calming an angry person is
to stay composed yoursell. Try to keep your voice
relaxed. If you hear vour voice sounding rushed or
panicked, take a few deep breaths to help you regain
vour composure. If you notice your jaw clenching,
relax your facial muscles, Once yowr emotions arc
under control, tum vour attention to calming the
customer. [se calming phrases to describe what you
can do for the customer to help solve the problem,
and avoid trigger phrascs that may further agitate the
customer. Examples of trigger and calming phrases
are listed in Figure 7.1.

Recovering from the Angry
Customer

Most of the time, service mistakes result from situa-
tions that arc completely out of the control of a
CSR. Regardless of whether it is a computer glitch
or a mistake that a co-worker has made, it is impor
tant to remember that placing hlame will not fix a
customer’s problem. Instead, focus on how you can

help your company to recover from the mistake.
Without top-notch service recovery, you will losc
customers that were so hard to acquire.

A customer who feels betraved will be looking
for service recovery, that is, some gesture of atone-
ment or compensation. To be effective, service recov-
ery should be specific to the situation so it doesn’t
appear like vou are making a concession just to get
rid of an angry customer. Typically, when a service
failure occurs, a customer can be compensated for the
inconvenience in the form of any combination of cash
refunds, credits, discounts, or apologies. Two crucial
recovery steps that customer service n:prceicm:ltivc'i
should follow are:

v Acknowledge the receipt of every complaing immedi-
asedy. This shows that vou arc sufficiently conecrned
about the problem to contact the customer and that
the customer service team is on the job to resolve
any issue that concerns customers. Depending
how the complaint was presented, either one or
a combination of the following actions arc appro-
priate: a verbal acknowledge or a written message
(c-mail or letter).

+ Explain in writing exacily bow you will yemedy
the prodlem. Tell your customer what will be done

to correct the problem and when he or she can
expect full resolution.
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The Impact of Extreme Customers The
following findings from a summary of several studies
conducted by Technical Assistance Research Pro-
grams, Inc., a company devoted to helping businesses
measure and manage the customer experience, should
be sobering to any customer scrvice professional.
These findings were collected and published by Bruce
Temlin, who refers to himself as a custormer experience
tmn{fbmi.(t anck consultant, in his Internet blog,

+ About 50 percent of the time, customers who
have a problem with a product or service are not
likely to tell a company about it.

+ Between 50 and 90 percent of these “silent eritics”
will probably take their future business to a
competitor.

+ Lven when a customer does complain, one out
of cvery two will not be thoroughly satisfied with
the company’s efforts to solve the problem.

Dissatisfied customers typically tell eight or

more people when they have had an unsatisfactory
experience with a company.

+ Negative statements have twice the impact as
positive information when customers finalize a
purchasing decision,

+ Word-of-mouth advertising is one of the most
important factors influencing a customer’s decision
to buy from a company.

« It costs between 2 and 20 times as much to win
a new customer as it does to retain an existing
: Sty
customer who has a product or service complaint.

WHAT DO YOU THINK
7.1

Have you personally ever complained to .
a business about its product or service? YWas
it handled 1o your satisfaction? Record your
recollection of this situation in your journal.

*8nece Tembr, "The Hoer Ratrgs Big,” Seprember 14, 2010, htpuihoovatings.
comnbiogtaimorgstalistied atressid Decrsrber 28, 2000

PROACTIVE PROBLEM SOLVING

If you can put your finger on a customer’s problem,
vou can solve it. Solving problems is onc of the pri-
mary goals of any customer service professional.
When we think of problem solving, however, we

generally think of dealing with problems affer they
arisc—a sort of crisis-management approach. This is
the traditional view of problem solving; however, to
exceed customers’ expectations and provide excep-
tional service, successful companies try to anticipate
and solve problems defore they occur. This process is
called proactive problem solving. To cffectively use
this process, CSRs are on the lookout for customers
who may be dissatisfied. This requires teamwork
with and communication among departments and
intentionally building a scnsitivity to and awarcness
of both quiet customers and angry customers and
how best to serve them.

Customer Self-Service

Being proactive means taking the initiative by aeting
rather than reacting to events. When you solve cus-
tomer problems proactively, vou atternpt to manage
customer expectations and clarify incorreet assump-
tions the customer may have about the product
or service. As you work with your customers, try
to anticipate any problems that could arise. For
cxample, at the time of the sale, educate and inform
buyers about extra costs and possible delays.

Customer self-service (CSS) is a popular pro-
active appmach in customer senvice th‘.{t Cl“ll()\‘/tl’)ﬁ
customers to go to a company's website and initiate
maost of the queries and functions normally handled
by a call center, issues that might include reviewing
account transactions, making payments, and investi-
gating various company policies. C8S is not a substi-
tute for person-to-person service options; rather, it
offers customers a convenient alternative in response
to their demands for responsive and reliable service.

In this way, companies encourage custorners to
acknowledge and address their own service issues
rather than either avoid them or allow them to build
to a boiling point. An attractive and informative
website that is easy to use and accessible to custo-
mers is a critical component of self-service. Used
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REMEMBER THIS
Figure 7.2

A Customer-Oriented Website

« Frequently asked questions (FAQ). A FAQ page
is a place your customer can visit to find answers
to the questions most often asked about your
products, services, and business. Use FAQs to an-
swer questions about your return or shipping
policies or store hours, for example.

« Your contact information. Be sure to include
either an e-mail address, toll-free telephone
number, or mailing address for your business on
every page. Make this information effortless to
find.

+ A customer feedback form. Provide an online
form that your customers can fill out with specific
questions they didn't find in the FAQ. Make sure
that you assign a staff member to respond
promptly to any queries several times a day.

A live chat. One of chat's great advantages is that
reps and customers can literally be on the same
page. Customer service chats can give reps the
chance to either “push” Web pages (by including
links in their chat messages) or actually take over
the customer’s browser—with his or her permis-
sion, Both can be effective ways to give customers
targeted information about products and
services.

An online customer forum. Online forums pro-
vide an environment where customers can quickly
respond to each others' questions. The answers
customers give each other are often better than
answers from company staff. Often, you can learn
of problems with your products quickly if you
maonitor postings.

SOURCE: "How ta Privce Costorer Service Orlire” WE, bitp:ifesww,in
ccomiquides'tust_se” 20905 kiml ceessad December 29, 2010

properly, a valuable website can act as a resource for
customer “self help,” because customers like being
able to find answers easily that they're looking for,
24/7/365 within a single, accessible source. To
cnsure user-friendliness, websites should be de-
signed simply and made intuitive for consumers
to navigate. Figure 7.2 describes customer service
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components that every business should incorporate
into their websites, according to an article in INC
maga.zine."

One of the most important items self-service
systems contain is an accurate and well-written
knowledge base. The knowledge base is « database
created and used by CSRs that contains information
on how to resolve common service issucs. When a
customer submits a question about a service issue,
the question goces to a live CSR, who responds to
it, subsequently refines the response, and adds it
to the computerized knowledge base for the benefit
of everyone.

Businesses like self-serviee becausc it is a cost-
effective way to provide 24/7/365 customer support.
Customers similarly like self-service because they
can find what they are looking for without delay
(call waiting times to speak with an agent, cmail
response lag time). It is an effective win-win pro-
position for both entities,

WHAT DO YOU THINK

7.2

When you access a company website, '
which website features do vou find helpful

and use the most? List those features in your
journal.

MEASURING CUSTOMER
SATISFACTION

From

cost control and  customer  retention  to
employce productivity and competitive intelligence,
every business has its own unique set of objectives.
One thing remains consistent—gaining insight into
d l:ll§t()TnCT‘5 nCCdﬁ ﬂn(l CX[)CL"Z{ﬁ()n!i is lﬂlfdm()llnt to
reaching those objectives. With customer acquisition

THaw Can We horeace Customer Rezetion While Reducorg Senvee Caste?
At e dest nationom comiAn des s Anicks Experts-or-Lall Howe- Can-
Wehireace-Cusoog-figemion-dhile-feoucing Senie-Loes-£43 25, a5
accrvwed Januay 20, 2011
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QCUSTOMER SERVICE TIP
Pl
Surveys should not be designed to tell you

what you want to hear but rather what
you need to hear.

costs high and getting higher, customer defection
is a scrious burden to a companys bottom linc.
Measuring customer satisfaction is a useful proactive
approach for all customers—especially the quiet and
angry ones. Customer satisfaction is the mental
state that customers have about a company and its
products or services when their expectations have
been met or exceeded. Most of the time, customer
satistacdon leads to customer loyvalty and product
repurchase.

Many companies believe that, after wvears of
working closely with customers, they know what their
customers want, Not until some of these companics
face a customer service obstacle do they think about
spending the necessary moncey to solicic customer
feedback or to hire someone to monitor customer
comments, complaints, and compliments from social
media websites. This is a tragic “too little, too late”
approach to customer service.

Customer  feedback—formal  and  informal,
solicited or voluntary—is onc of the major forces
in developing quality standards that helps prevent
customer dissatisfaction and possible defection.
The resulting data from surveys should serve as a
compass to guide the development of products and
customization of service offerings to meet identificd

customer issues and needs.

One type of survey strategy employed by confi-
dent companics is an internal survey. A customer-
oriented internal survey is conducted as a way of
“walking in the customer's shoes.” Managers and
staff complete the same questionnaire as the clientele
and answer the questions the way they predics
customers will answer them, Customers arc asked
how they would rate the company’s performance
rather than how satisfied they are with the company.

Survey strategists then measure the gaps and share
the results with managers and staff.

Feedback Sources

There arc fow activitics as important as finding out
what your customers want for products and what they
think of your service performance and current offer-
ings. Fortunately, businesses can use a variety of prac
tical and wvailable resources to get customer feedback.

» Employess An organization's frontline employees
arc thosc who interact the most with customers,
On a regular basis, ask employces and CSRs about
products and services that customers are asking for
andd what issues they complain about the most.

Social media feedback Social media has become a
customer-driven feedback platform that is easily
accessible to anyone with Internet access, Media
wehsites, such as Facchook, Twitter, and online
customer forums, open doors for organizations
to increase their brand awareness and facilitate
conversations that take account of concerns,
complaints, compliments, and suggestions
}'X‘,“\'(‘.Lfn '.ln(l. :irn(mg f}llfir customers,

Comment carde One of the best ways to find out
what customers want is to ask them. Provide briet
comment cards on which customers can answer

simple questions such as “Were vou satisfied with

our services?” and “Are there any services you
would like to see that don't exist>”

Joby v S tera oo

\

What are some advantages to customers when they provide
service feedback to a business?
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- Competitisn Ask people who shop at your
competitors the simple question, “What is the
competition offering that we could offer to serve
your nceds better?”

Daocumentation and records Using inventory records
and sales receipts, companies can take note of
what customers are buying and not buying. If
the data are captured on software (CRM,
spreadsheet, database), they can be charted and
studied to determine buying trends,

Mai! surveys Many people arc willing to fill out
and return feedback forms, espeaally if they get
something of value in return. For example, offer
survey respondents a coupon if they complete the
survey form (online or via mail) by a certain date.

+ Telephone surveys Hire summer students or part-
time workers for a few days every few months or
s0 to conduct random telephone surveys.

The Mystery Shopper

Although many companics spend significant amounts
of money on training their emplovees, few businesses
reinforce the waining with a monitofing program.
One way that companies can improve the level of
customer service is through mystery-shopping pro-
grams, A mystery shopper is a third-party person
who anonymously and objectively evaluates a business
for the purposc of analyzing customer scrvice, product
quality, store presentation, and other elements of the
overall customer experience. Known as “undercover
customers,” these shoppers visit every type of business

en

AP MeaaTed

Why are more retail businesses using mystery shoppers?

Fxtreme Customers and Customer Retention
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from restaurants to retail stores, movie theatres, hair
salons, banks, and hotels.

Companics usc mystery-shopping scrvices for
an assorrment ()F TCAsoOnNs, S()m(‘. m'ﬂnﬂg(fni b(?ﬁ(‘.\' - if
is a way to resolve potential problem situations efere
they reach higher-level executives. Other companies
establish corporate monitoring programs to observe
routine operations that ensure consistency. In still
other instances, absentee owners monitor the actions
of staff members who play an integral part in the
success or failure of the business.

These evaluators follow specific instructions
during their visits, complete written reports after
leaving the store, and work with management to
identify the strengths and weaknesses of the busi-
ness. Usually, the mystery shopper prepares a final
onsite visit report that outlines his or her shopping
experience.

Mystery shoppers look at the overall task as
though through the cyes of the business owner.
They perform a varicty of activitics such as unan-
nounced onsite visits to verify the proper handling
of transactions and merchandise. They make ran
dom phone calls to @ business to report how inqui-
rics arc handled, along with cvaluations of websitces,
chats, and c-mail responses. Mystery shoppers arc
commonly asked to shop a cliens competitor so
the client can compare its operation to others.

The use of mystery shoppers provides managers
and employees with an unbiused evaluation of their
opcration’s quality, service, cleanliness, and value,
The general goal of using a mystery shopper is
to help in improving productivity, efficiency, and
profitability for the company. Specifically, however,
smart businesses use the information to reward good
cmployees, identify training deficiencies, and make
store improvements in an effort to retain loyal
customers,

Feedback Tools

Companies solicit customer opinions through a vari

ety of ways—Web-based surveys, social media web-
sites, matled surveys, telephone interviews, comment
cands, focus groups, and feedback forms enclosed
with finished jobs. The obvious goal of most customer
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feedback is to evaluate how happy customers are
with service, product quality, delivery, and overall
experience.

Company-developed satisfaction measurement
questions typically include items like these:

1. Overall, how satisfied are you with (brand
name)?

2. Would you recommend (brand namc)?

3. Do you intend to repurchase (brand name)?’

Pcople who create survey instruments struggle
with the issue of how to measure service quality.
Perhaps the most widely used set of measurements
is based on five dimensions that are most important
regardless of the service industry. These dimensions
are as follows:

1. Physical appecarance: the attractivencss of
physical facilities, website, personnel, and
communication materials,

2. Reliability: the ability to perform the promised
service dependably and accurately.

3. Responsivencss: the willingness to assist cus-
tomers and provide prompt efficient service.

4. Assurance: the knowledge and courtesy of
employees and their ability to convey trust and
confidence.

5. Empathy: the caring, individualized attention
a business provides its customers.

The benefits of developing a meaningful survey
and using an “ask the customer” approach arc to

« Identify unbappy custorsers. The information
gathered could signal customer relationships that
are in jeopardy. This is important because,
unfortunately, most dissatisfied clients ultimately
walk away and either never tell companies why,
or, in some cascs, do so after unpleasant
confrontations.

Pinpoint the products and services that customers
wané and need. Surveying customers is a great
way to identify new business opportunities and

U Custorer Sures,” PUe Sumvery PORANSYLSUR ) 0. ZAN IS OO R 350
accret! lanaary 10, 3011,

to assess what customers £2ind you offer. In many
cases, customers may not be fully aware of all the
products and services you offer.

Solidgﬁ- customer yelationships. The act of asking
customers their opinions shows that they matter,
For example, customers may love your product
but be annoyed by minor incidents such as

how they are treated by the receptionist or the
way a finished product is packaged. Companies
may not be aware of these issucs; but once
brought to the surface they can be addressed and
corrected.

When developing customer-satisfaction feed-

back tools, consider measuring the right issues from
the numerous customer-satisfaction attributes listed
in Figure 7.3, Remember to refrain from using the
word “survey.” Few people want to participate in a
survey; however, many are willing to give foedbact,

A company-initiated customer response system

should include comment cards, post-cpisodic surveys,
and other methods described below.

REMEMBER THIS

Measuring Customer Satisfaction

Ability to meet deadlines and on-time delivery
Accurate invoice amounts

Clear and helpful guotes, estimates, and
proposals

Communication of changes in delivery or back-
order situations

Follow-through on commitments

Overall value, quality, and range of preducts and
services

Presence of competent employees and helpful
CSRs before and after the sale

Price
Problem-resolution approach

Prompt shipments that match orders and
specifications
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Comment Cards Hand the card to customers at
the closing stage of the transaction. Ask customers to
please provide their thoughts, as your company always
wants to know how well customer neceds are met.

Post-episodic Surveys A post-cpisodic survey
gathers information from customers after they have
completed a business transaction, such as opening a
new account or getting a car serviced at a dealership.
Essentially, this is a satisfaction survey dealing with
just one service episode. Brief surveys are usually
conducted by phone within 24 to 48 hours of the
transaction.

Other Methods Elcctronic surveys, in-store shop-
per surveys, post CSR call questionnaires, and on-
site interviews can also be effective. Tn addition,
create a forum for CSRs to provide anecdotal, sub-
jective feedback from customers about a product’s
features, functionality, and pricing.

Interpreting Customer Feedback
When customers stop buying from a business, it
is important to ask why. Certain responses to this
question can help you deal effectively with these
likely issucs:

+ The quality of merchandise

« The quality of service

+ An employee’s lack of courtesy

+ A mishandled complaint

= An invoice or billing problem

These concerns are problematic and compel
companies to take action immediately. Further,
when customers expand their responses by saving
that they informed the company about the problem
before they stopped purchasing, immediate action is
cven more important.

Following are four additional issues companies
must be aware of prior to interpreting and acting on
customer feedback:

1. Uke thorough data-gathering and analysis fech-
niques before acting on complaints, Often, a
compuny will make a change based on feedback
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from only one or two customers. 'That type of
limited feedback is called anecdotal information
and does not necessarily represent a trend.

2. Do not spend a fot of time, energy, and money
gathering complaint data and then do nothing with
it. This is perhaps the biggest eor organizations
can make when handling customer feedback.
Use the information to improve the arcas that
showed customer concern,

3. Do not take feedback resulis persenally. The fact
is, surveys dnvite customers to criticize, Custo-
mers who complain the most and the loudest
arc really your best customers.

&, Inform customsers about the impact their feedback
Bas had on the way issues will be addressed.
Clients who provide feedback appreciate the
same in return. When companies that gather
customer data rescarch fail to provide this
feedback, they lose credibility with consumers.

Muany service-oriented businesses use customer
feedback in a different way. In these companies,
the object is to uncover everything that is going
right. Managers are always on the lookout for “hero
storics"—cxamples of employees going the extra mile
to deliver delight and wew experiences. Such feed-
back becomes the basis for ongoing recognition
and celebration. Employees see themselves as winners
because somcone is always being recognized as a
result of customer feedback.

Benefits to the Customer

Satisfaction, like quality, is in the cye of the beholder,
so the best way to measure customer service satisfac-
tion is to ask your customers, When customers tell
you explicitly what you are doing right or wrong, and
then follow up with suggestions as to how you can

Ethics/

What would you say to a colleague who wanted
to put up in your department a cartocon customers
cauld see that says, “The Complaint Department
is in the basement”? VWhy might this quip be
offensive to customers?
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improve critical areas of your business, the infor-
mation is precise and useful. This process benefits
everyone—customers, CSRs, and the organization.

Customer feedback can help companies increase
service quality, innovation, and most important, cus-
tomer retention. As noted in a recent online article,
surveys should meet the following criteria:

+ To find and act on the issues which lead to inno-
vation, employee or customer turnover, or other
key operational outcomes.

+ To motivate, guide change efforts, and identify
the most promising opportunities for
improvement.

+ To record a bascline from which progress can be

measured.

+ To create a conscnsus on prioritics or issucs to
be dealt with.

To pruvidc 4 two-way cormmunication with
emplovees or customers.”

It is true that you cannot change what you do
not measure, understand, hear, and acknowledge.
Customer-focused measurements are needed be-
cause they explain reasons for lost sales, retention
problems, time-consuming and costly complaints,
and cost redundancics. Without measurable perfor-
mance standards, employees are left to guess what
good service is. When that happens, customers
become  disappointed. The following  are  some
common-sense examples of measurable customer
service practices that good companics implement:

+ Answer telephones by the third ring.

+ Serve hot food at a temperature of at least

140 degrecs.
+ Smile and grect all guests within 10 feet of you.

Respond to each shopper, so that he or she does
not stand in line more than two minutcs,

+ Offer bellman or concierge service to every hotel
gll('st.

® Emphpee S, Intervieas, ane othe Data Toak,* Tosieast, batpdlieens
welpark comysveys biml accessed lanvarg 13, 2010

WHAT DO YOU THINK ™
7.3
What methods do you prefer using to give .

companics feedback on scrvice and products?
Record these in your journal.

» Speak professionally to clients and avoid the usc
of slang expressions.

CUSTOMER RETENTION

Why would & company want to turn an angry cus-
tomer into a loyal supporter? Is it worth the time
and general hassle to deal with intense complainers
like these customers? One very significant reason is
because if you satisfy that extreme  customer

completely, then he or she may well become vour
best ally and willingly refer others your way, You
have indeed gone that extra mile customers seek.

Customer retention refers to a strategy with
the purpose of doing whatever it takes (legally and
within reason) to keep a company’s current custo-
mers on a long-term basis. As noted earlier in this
chapter, I1P has done an astonishing job at growing
its business and keeping customers via smart reten-
tion strategics. To be sure, it warrants more than
“the customer is always right” rhetoric to satisfy to-
day’s savwy customers, Customers are not always
right, but they always have feelings—sometimes
intense, other times barely perceptible—when they
make purchases or engage in business transactions.

Lspecially in a struggling economy, the en-
during value of existing customers s consideruble
for any organization. When a company loses a cus-
tomer, it does not lose one sale but & lifetime oppor-
tunity of profitability with that individual. The
question becomes, “What could that customer have
been worth?” To determine the average lifetime
value of customers, first estimate how much they
will spend with your company on an annual basis
and multiply it by the number of vears they could
potentially use vour products and services, For



REMEMBER THIS

Sell and then sell again

Bring back the “lost sheep”

Frequent Communications
Calendar

Product or service integrity

Figure 7.4 Customer Retention Strat
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So many businesses do an excellent job of making the initial sale, then drop the
ball and get complacent and ignore the customer. On each service encounter,
thank customers and remind them again why they've made the right decision
to do business with you.

Reactivating customers who already know you and your product is one of the
easiest, quickest ways to increase your revenues. Finding out why they're no lon-
ger buying, overcoming their objections, and demonstrating that you still value
and respect them will lead to loyal customers.

Use a programmed sequence of communication, such as letters, events, phone
calls, thank-you notes, special offers, and cards or notes with a personal touch,
This should occur automatically at defined points in the pre-sale, sale, and post-
sale process, Communication such as this acknowledges customers and keeps
them informed so they want to come back again and again.

Long-term success and customer retention belongs to those who do not take
ethical shortcuts. Customers will be attracted to you if you are open and honest
with them, care for them, take a genuine interest in them, don’t let them down,
and practice what you preach.

SOURCE: hape'markeningwzdorn. comistrategies'etertion strategies aczessed December 29, 2010,

instance, if an average customer spalds $100 a
month, 12 months a yvear, for 10 years, their average
lifetime value is $12,000. Now add on the value
of all the new customers that your loyal customer
will refer to your company. Tt is easy to see how
increasing customer retention and loyalty translates
into huge increases in profitability and long life to
any company.

Though there are many types of customer
retention  strategies currently used in business,

WHAT DO YOU THINK

7.4
Is there a company that has seriously .

pursued you to be a long-term customer?

As a result, do you buy more products from
them and are you loyal to them? Record your
experiences in your journal.

Marketing Wizdom’s website affirms that the easiest
way to grow your customers is not to losc them in
the first place. Additional retention strategies they
suggest are described in Figure 7.4

WRAPPING UP

When companies make a serious attempt to re-
solve conflict as part of their overall commitment
to promotc customer retention and satisfaction,
they make forward-thinking cfforts to stay in
business and keep customers loyal. Doing
this well requires service professionals to listen

attentively and adapt service processes to the
concerns and nceds of extreme customers, that
is, profoundly quiet and vocal customers. These
efforts also require that CSRs implement deliberate
customer  retention  strategies and  confinue  to
measure customer satisfaction through surveys and
other feedback mechanisms. These skills require
creative training, monitoring, and affirmation, all
topics found in Chapter 8: Managing Customer
Service.
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USAA

In the insurance industry, few companies are highly
regarded by their custemers, That is why it is an honor
tor cne company to be singled out as valued and
respected by its customers as one that encourages
near perfect customer retention. According to an
article in Business Week, USAA, a private company with
$68.3 pillion in assets, has unnvzled staying power
with its customer base with a chent retention rate of
97 .8 percent!

Based on a recent Forrester Research customer
advocacy rankings survey of more than 4,500 consu-
mers, USAA topped the rankings. In other words, the

perception on the part of consumers is that this financial
services firm does what is best for its customers, not just
the firm's own bottom line.

Farrester Research Vice President and Prindpal
Analyst Bill Doyle commented, “Each year, our data
shows that customers whe rate ther firms high on
caustomer advocacy are more likely to consider their
firms for additional praducts. Customers who rate their
firms low on customer advocacy are most likely to say
they intend to switch firms in the next year,” USAA s a
company that has sincerely made retaining its customer
base & cornarstone of its success

SOURCES: hr
arressenl Merwsery 20, 2001,

SUMMARY

+ CSRs need special skills to deal with extreme custo-
mers, customers who are profoundly silent or vocal.

+ Proactive problem solving means anticipating and
solving problems betore they occur.

+ Understanding and recognizing customer emotions
as well as handling their complaines fairly can help

s forestercarvEPressReleased, 1769, 1322 00wl and hrspaivvser hus comimag,

‘eonteny 10_LAH2 1633907828 58.hem

bring the conflict to a satisfactory resolution for
both sides.

‘The goal of most customer feedback is to evaluate
customer satisfaction with service, product quality,
delivery, and overall experience.

Customer retention strategies are intended to keep
a company’s current customers buying from them
on a long-term basis.
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o e |

customer retention
customer satisfaction
customer self-service (CSS)

. CRITICAL THINKING

1.

@ WHAT DO YOU THINK NOW?

Think of a time when you or someone you know
walked away from a business rather than staying
to complain about its scrvice or products, Ex-
plain why the situation was handled this way.

In what ways is it more productive for CSRs
to use proactive pmhhsm snlving when dm]ing
with customers?

Think of a fime when you observed an angry
customer at a grocery store, retail outlet, or
bank. Describe the behaviors of the person you
observed. How, in your opinion, could this

Project 7.1
Assume vou are doing a classroom presentation on cuséomer refention sératepies. Rercad
vour responses to the What Do You Think? questions that vou completed throughout this
chapter. What are some service attitudes and practices that promote retaining custo-
mers? What service issues must be carefully addressed by CSRs to retain customers over
a long period of time? Which skills should CSRs demonstrate that keep customers

returning for more products? Compile your responses, as directed by your instructor.

| | ONLINE RESEARCH ACTIVITY

Project 7.2 Customer Service Survey

Create a 10- to 15-question customer scrvice feedback survey for an industry or a
company of your choice. Research several websites and locate sample customer service

knowledge basc
mystery shopper
post-episodic survey

o
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proactive problem solving
SCIVICE Tecovery
softening techniques

anger have been avoided? Once it occurred,
how should it have been handed by a service
professional?

What companics do you buy from that, like
USAA, make it a practice to retain customers?
\What actions do these companies take to
r:min )’()ll as 4 I()}"Jl ('US"("“ET?

T you were designing the best feedback

survey for the following businesses, which type

would you create and why? For a car repair shop?
For a four-star hotel? For a hair and nail salon?

survey questions you might use as guides in completing this assignment.
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. COMMUNICATION SKILLS AT WORK
Project 7.3 Handling Emotions n

Form a group of 3-4 people and pool vour ideas to respond o the follewing four
ematicnally charged situations, Diescribe how vour group might handle cach situation
and why each approach is the right one to take. Role play each situation in a profes-
siomal manner, As an aleernative, follve your instructors directions 1o join a group
and usc the instmctor-designated discussion board to complete the group project.

- A customer throws a product on the counter and says, T want my money back now!”
. Acustomer attacks your personal inteprity and you can feel your anger ready to enapt.
. A customer says, “T'll never do business with vou again!”

R

LA custormer says, “You have done this completely wrong, You are incompetent,
I want to sce your supervisor immediately so [ can have you fired.”

. DECISION MAKING AT WORK

Project 7.4 (SR Reaction to Customer Complaints

ChIT, a fellow TSR, is notceably upset at work this morning. Yesterday, work was
i:1{'1't:dib|],-‘ ditficult for him because it seemed he had to deal with #he qoeerr af e woarst
customer complaines. Today, Clift has confided in you that, after talking wich his wife
last night, he is thinking about quitting, According to Clitf, he docsn't think “em-
IJ]U_‘{'L‘t‘.‘i ﬁ]l‘l:l'.]](.[ J'K'.' t'xE'lﬂL'il'_'(]. e L.'l.l';.t' '.-'L'EILI.‘I.I:‘.-'I:T L}:It' Ccustomer l:].l:l]tﬁ (J'l.|.1.:, ‘f-(.ll.l. WTE dWVWidTe
that CLff has other things going on in his life—most notably, his aging mother has
recently moved inowith CHEE and his family,

1. If}'m,l W h:l,ving @ private conversation with CHff, whar would FOU Sy T ITY
and calm him dewn so that he can approach the situation rationally?
2. What do you think s rt::{”}' behind Cliff's desire to quit his jnb?

|| case sTupy

Project 7.5 “If There's a Rule, I'll Follow "

Carson, a utility compary CSR, recently experienced a very frustrating civil brush with
the law conceming boundary lines herween his and @ neighbor’s properte. As g conse-
quence of this negative legal expericence, everyone at work recognizes that Carson is a
bit serict when it comes to following rules, However, the situation is beginning to affect
his work because his narrow-minded attitude is antagonizing customers,

L. In what ways do situations in someone’s personal life spill over and affect service
artitudes and behavior on the job? Deseribe some examples you've experienced.
2. If you were Carson's supervisor, how would vou explain to him the best way to
interpret which rules he is required o follow to the letter and which ones allow
him some flexdbiling? What steps would you take o help Carson overcome this
attitude and et back om track with customers (e, simply talk to him, reprimand

him earall him in frainine ar 15



