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INTRODUCTION
&DOOLWFXVWRPHUVDWLVIDFWLRQFXVWRPHUOR\DOW\RUWKHSHUIHFWFXVWRPHUH[SHULHQFH²HYHU\
business wants to create positive, enthusiastic fans who will spread the word about their
products and services, in addition to becoming repeat buyers themselves.
)RURUJDQL]DWLRQVWKDWUHO\KHDYLO\RQWHOHSKRQLFFRQWDFWZLWKFXVWRPHUVLW·VSDUWLFXODUO\
LPSRUWDQWWRNHHSWKHVHJRDOVLQPLQG,W·VHDV\WRIDOOLQWRWKH´WUDSRIWKHER[HVµIRFXVLQJ
more on satisfaction survey results and the percentages of customers who fall into the top two
RUVRPHWLPHVERWWRPWZR ER[HVRQWKHVXUYH\VUDWKHUWKDQRQWKHKXPDQEHKDYLRUVWKDW
GULYHWKHUDQNLQJV%XWLW·VDWWKHEHKDYLRUDOOHYHOZKHUH\RXUEXVLQHVVFDQPDNHWKHKXPDQ
connections that result in customer satisfaction and loyalty.
7KLVLVQ·WDWKHRUHWLFDOGLVFXVVLRQ
7KHFXUUHQWHFRQRPLFUHDOLWLHVKDYHFUHDWHGDQHZPDUNHWSODFH7KHÀUVWUHVSRQVHRQWKH
SDUWRIPDQ\FRPSDQLHVZDVWRFXWFRVWVE\UHGXFLQJVWDIIYHQGRUVDQGDQ\RWKHUH[SHQVHV
GHHPHGH[WUDQHRXV$QGZKDWKDSSHQHGGXULQJWKDWWLPH"+DYLQJIHZHUVWDIIOHGWRPRUH
electronic interactions and fewer human interactions. As personal customer conversations
have become more rare, managing inbound calls has become more important as a way
to create value and relationships, as well as a certain sense of obligation, on the part of
FXVWRPHUVZKRZHUHVDWLVÀHGZLWKWKHLULQWHUDFWLRQV
<RXNQRZWKHQXPEHUVWKHÀUVWSULRULW\LVWRUHWDLQJRRG
FXVWRPHUVQRPDWWHUZKDWWKHLQGXVWU\%XWWKHUH·VPRUH
WRLWWKDQUHWHQWLRQ²\RXZDQWWRLQFUHDVHWKHSXUFKDVH
value of current customers and get them to become your
advocates in the marketplace.
:LWKWKDWLQPLQGZHWKLQNLW·VWKHULJKWWLPHWRWDNHDORRN
at the conventional wisdom underlying much of what we
know about customer satisfaction.
Our preliminary observation is that it could be a lot wiser.
$QGWREDFNWKDWXSZH·UHSUHVHQWLQJZKDWZHFDOO
´7KH)LYH0\WKVRI&XVWRPHU6DWLVIDFWLRQµ7KLVZKLWH
SDSHUHQFDSVXODWHVVRPHRIRXUH[SHULHQFHDQG
observations related to customer motivation and call
center agent behaviors. We hope these insights will
be of assistance in moving the discussion beyond
conventional wisdom to data-based and
customer-focused solutions to your customer
satisfaction challenges.
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MYTH ONE
The squeaky wheel deserves the most attention
(or, if I can just fix this complaint, everything will be better)

THE ISSUE:
It happens in every part of your life. The child who throws a tantrum eventually gets what
VKHZDQWVVR\RXFDQJHWKHUWREHTXLHW7KHZKLQ\HPSOR\HHÀQDOO\JHWVWKHEHWWHURIÀFH
EHFDXVHKHZHDUV\RXGRZQ:K\WKHQGRZHWKLQNZH·OOEHKDYHGLIIHUHQWO\ZKHQLWFRPHVWR
XQKDSS\FXVWRPHUV²HYHQWKRVHZKRFDQ·WEHVDWLVÀHG"


/HW·VWDNHDFORVHUORRNDWZKDW·VUHDOO\JRLQJRQLQWKHVTXHDN\ZKHHOVLWXDWLRQ
%DVHGRQWKHGRJJHGKRSHWKDWUHVROYLQJDFRPSODLQWIURPDSHUVLVWHQWO\XQKDSS\
FXVWRPHUZLOODFWXDOO\WXUQWKDWFXVWRPHULQWRDIDQWKHUH·VDWHPSWDWLRQWRVSHQG
undue time on complainers, particularly when their complaints have escalated up
the management chain. Read more about the ´6HUYLFH5HFRYHU\3DUDGR[µ
,QVWHDGORRNDWWKHEURDGHUSLFWXUHZKDWDUH\RXUGLVVDWLVIDFWLRQQXPEHUV"
7\SLFDOO\ÀYHWRSHUFHQWRIWKHWRWDOYROXPHRIFXVWRPHURSLQLRQVIDOOLQWKH
ERWWRPWZRER[HV$WWKHVHOHYHOVSDUWLFXODUO\WKHORZHUUDQJHVFRPSODLQWVDUH
PRUHOLNHO\WREHH[FHSWLRQVUDWKHUWKDQDV\VWHPLFLVVXHUHODWHGWRSURFHVVHV
SHRSOHRUSROLFLHV7KH\DUHQ·WUHÁHFWLYHRIZKDWWKHPDUNHWWKLQNVRI\RXU
company -- only what those on the fringes think of it.

SOLUTION:
&HUWDLQO\WKHVHFRPSODLQWVVKRXOGEHPRQLWRUHGFDXVHVLGHQWLÀHGDQGVROXWLRQVDFKLHYHGEXW
WKHWLPHDOORWWHGVKRXOGEHSURSRUWLRQDWHWRWKHEHQHÀWVWREHGHULYHG5HDOLVWLFDOO\UHVROYLQJ
WKHVHLVVXHVRQO\HOLPLQDWHV\RXUVTXHDN\ZKHHO²LWGRHVQ·WPDNHWKHFDUUXQEHWWHURULPSDFW
\RXUUHPDLQLQJFXVWRPHUV7KHORXGHVWQRLVHLVQ·WDOZD\VFRPLQJIURPWKHELJJHVWSUREOHP
either.
+RZHYHURQFHWKHERWWRPER[QXPEHUVLQFKXS
As you monitor the numbers
WRWKHSHUFHQWUDQJHLW·VOLNHO\WKHUHDUH
process design or people performance issues
& identify your squeaky wheels,
that should be attended to. As you monitor the
look for
numbers and identify your squeaky wheels, look
p a t t e r n s.
for patterns. If certain employees are involved
frequently, it indicates a need for coaching or
even removal. If certain processes or problem types appear to be at the root of the issue,
H[DPLQHWKHSURFHVVWRUHGHVLJQLWRUDGMXVWWKHSROLF\WKDWFDXVHVWKHFRPSODLQWV
$WWKHVDPHWLPHWKRXJKNHHSWKHLVVXHLQSHUVSHFWLYH2QFH\RXUERWWRPER[QXPEHUVDUH
EHORZSHUFHQWWKHVTXHDN\ZKHHOVVKRXOGGURSGRZQLQ\RXUSULRULWLHV²DQGWKRVHRI\RXU
VHQLRUPDQDJHPHQW²VRWKH\FDQEHKDQGOHGRQDQH[FHSWLRQEDVLV
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CASE STUDY
Our client, a major credit card company, began
to publish data internally on its dissatisfaction
'6$7 GULYHUV$SSUR[LPDWHO\SHUFHQWRI
FXVWRPHUVIHOOZLWKLQWKHERWWRPWZRER[HVRI
the survey. As noted earlier, this percentage
falls within the range that indicates a need for
attention. However, management seized on the
numbers, declared this a priority and assigned
VLJQLÀFDQWUHVRXUFHVWKDWZHUHSHUKDSV
disproportionate to the magnitude of the issue.
Our analysis showed that their drivers of
GLVVDWLVIDFWLRQKDGWKHLURZQXQLTXHÁDYRU
Customers complained of conversations that
felt scripted and representatives who lacked
WKHDXWKRULW\WRZDLYHIHHVRUJUDQWH[FHSWLRQV
Although these complaints about fees were
MXVWLÀHGWKHSROLFLHVZHUHXQOLNHO\WREH
changed. And the scripted feel to calls was
attributable to a small group of representatives
ZKRKDGQ·W\HWUHDFKHGPDWXULW\LQWKHLUQHZ
jobs.
:HLGHQWLÀHGWKHIROORZLQJHOHPHQWVWKDWDOORZHG
the client to adjust their perspective and priorities
IURPWKHH[FHSWLRQWRWKHUXOH
2QFHWKHGXVWXSRIFRPSODLQWVKDGFOHDUHGDPXFKODUJHURSSRUWXQLW\DSSHDUHG
More than 75 percent of customers had had only an average or slightly better
H[SHULHQFHPRUHWKDQVL[WLPHVWKDWRIWKHFRPSODLQHUFDWHJRU\
0RUHV\VWHPLFLVVXHVZHUHWKHQLGHQWLÀHGWKDWDOORZHGDIXOOSHUFHQWWR
EHPRYHGLQWRWKHWRSER[RIVXSHULRUH[SHULHQFHV,QWKHVHFDVHVSRVLWLYH
customer attitude change was possible (sometimes even without resolution of
WKHSUREOHP ZKHQWKHDJHQWZDVSHUVRQDOO\HQJDJHGHGXFDWHGWKHFXVWRPHU
SURSHUO\DQGPDLQWDLQHGFRQWURORIWKHFDOO6SHFLÀFDOO\WKHVHDJHQWVVKRZHGDQ
easy conversational style, were knowledgeable and kept the customers aware that
they were listening. These were the skill sets that set the agents with the highest
satisfaction rankings apart from those with more average rankings. With even
moderate improvements in these skills, great gains were achieved because of the
ODUJHQXPEHURIFXVWRPHUVZLWKPLGGOLQJH[SHULHQFHV
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MYTH TWO
The person is the experience (or, if agent soft skills are good
enough, satisfaction scores will be where they should be)

THE ISSUE:
7KHSUHPLVHEHKLQGWKLVP\WKLVDFWXDOO\VRXQG²LIDFXVWRPHUKDVDSRVLWLYHH[SHULHQFHZLWK
DQHPSOR\HHWKDWJRRGZLOOH[WHQGVWRWKHLUIHHOLQJVDERXWWKHEUDQGDQGFUHDWHVDOHYHORI
trust in the company.
So far, so good. The problem comes in placing too great a reliance on agent soft skills to the
H[FOXVLRQRIDIRFXVRQNQRZOHGJHRISURFHVVHVDQGSURGXFWVDQGWKHFRQÀGHQFHWKDWFRPHV
along with that. Soft skills include attributes like empathy, listening, call control, diffusing anger
and creating rapport.
7KLVP\WKLVDQHDV\WUDSEHFDXVHDJHQWEHKDYLRULVRQHDUHDZHEHOLHYHZHFDQLQÁXHQFH
$QGLQIDFWVRIWVNLOOVGRPDNHDGLIIHUHQFH²DOWKRXJKPRVWRIWHQLQWKHGLIIHUHQFHEHWZHHQ
´VDWLVÀHGµDQG´YHU\VDWLVÀHGµUDQNLQJV
SOLUTION:
Maintaining the proper perspective is critical.
Coaching agents to improve soft skills can
create positive changes in customer attitude.
However, while improvement in the right soft
skills can spell the difference between good
DQGJUHDWFXVWRPHUH[SHULHQFHVWKLVDSSOLHV
primarily to agents who already perform well,
and moves their rankings at the upper end of
the spectrum from good to great.

Coaching agents to improve
soft skills c a n

create

positive changes
in customer attitude.

Unfortunately, poor performers require much more than soft skills coaching, as they are
PRUHOLNHO\WREHGHÀFLHQWLQNQRZOHGJHFRQÀGHQFHDQGHIIHFWLYHOLVWHQLQJ$QGDOWKRXJK
FRQÀGHQFHPD\EHKDUGWRPHDVXUHLW·VFOHDUZKLFKDJHQWVDUHQ·WNQRZOHGJHDEOHDQGWKDW·V
VRPHWKLQJWKDWWUDLQLQJFDQÀ[0RUHRIWHQWKDQQRWWKRXJKWKHUHDUHPRUHIXQGDPHQWDO
SUREOHPV²ZLWKFXPEHUVRPHSURFHVVHVVORZV\VWHPVRUSROLFLHVWKDWVLPSO\GLVDSSRLQW
customers -- that no amount of interpersonal skill can overcome.
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CASE STUDY
Our client, an insurance company, had set a goal of 75 percent customer satisfaction
&6$7 UDQNLQJVLQWKHWRSWZRER[HVDQGOHVVWKDQSHUFHQWLQWKHERWWRPWZRER[HV
But satisfaction scores had lagged at the 65 percent level for some time. Agent skills were
suspected, so there was an emphasis on improving empathy and issue ownership.
,QUHYLHZLQJWKHLUGDWDZHIRXQGWKDWFXVWRPHUVZHUHVHQVLWLYHQRWRQO\WRWKHFDOOH[SHULHQFH
but also to the entire amount of time required to bring a request to closure. With many
processes like claims and disbursements taking days or weeks, the amount of time spent on
a single interaction started to seem less important. Our observations and recommendations
included:
&DOOHUVZHUHDFWXDOO\PXFKPRUHLQWHUHVWHGLQKRZZHOOWKHFRPSDQ\NHSWLWV
ZRUG,IDUHSUHVHQWDWLYHVHWDQH[SHFWDWLRQWKDWGRFXPHQWVRUDFKHFNZRXOG
DUULYHLQEXVLQHVVGD\VPHHWLQJWKDWH[SHFWDWLRQZDVPRVWLPSRUWDQW(LJKW\
SHUFHQWRIFDOOHUVZKRVHH[SHFWDWLRQVZHUHVHWDQGPHWFRQVLGHUHGWKHLURYHUDOO
H[SHULHQFHVXSHULRU/HVVWKDQSHUFHQWUHSRUWHGDVXSHULRUH[SHULHQFHLID
commitment was missed, or simply not remembered. Thus, dependability was
PRUHLPSRUWDQWWRFXVWRPHUVWKDQWKHLUSHUVRQDOH[SHULHQFHZLWKWKHDJHQW
$JHQWVVKRXOGVHWFOHDUDQGDFFXUDWHH[SHFWDWLRQV5DWKHUWKDQJLYLQJWKH
FRUSRUDWHVRXQGLQJ´EXVLQHVVGD\VµVWDWHPHQWLQDOOFDVHVFRPPLWPHQWV
VKRXOGEHUHDOLVWLF,IWKHFXVWRPHUZLOOW\SLFDOO\UHFHLYHWKHGRFXPHQWVWKH\·YH
UHTXHVWHGZLWKLQDZHHNVD\LQJ´\RXVKRXOGUHFHLYHWKLVE\QH[W:HGQHVGD\µLVD
commitment likely to be remembered and trusted.
$JHQWVVKRXOGJREH\RQGWKHGLVFXVVLRQRIWLPHIUDPHVWRH[SODLQWKHSURFHVV
This allows customers to understand that the proposed time frame is reasonable
DQGEXLOGVFRQÀGHQFHWKDWWKHRXWFRPHZLOOEHDFKLHYHG²WKXVIRUHVWDOOLQJWKH
VHQVHRILPSDWLHQFHFXVWRPHUVLQHYLWDEO\H[SUHVVLIWKH\EHOLHYHWKHSURFHVVLV
taking too long.
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MYTH THREE
Solving the problem always leads to customer
satisfaction (or, we just need to get it right the first time)

THE ISSUE:
A number of customer satisfaction studies have demonstrated that customers who complete
WKHDJHQWLQWHUDFWLRQZLWKWKHLUSUREOHPUHVROYHGDSSHDUWREHWKHPRVWVDWLVÀHG7KH
logical conclusion here is that the resolution has caused the satisfaction. As a result, many
FRPSDQLHVPHDVXUHÀUVWFDOOUHVROXWLRQDVWKHLUWRSSULRULW\VLQFHLWVHHPVWREHDPRUH
tangible metric than overall satisfaction. And it has led to motivational programs and rallying
DURXQGFDWFKSKUDVHVOLNH´RQHDQGGRQHµ$OWKRXJKLWVHHPVREYLRXVWKHUH·VPRUHWRWKH
FXVWRPHUH[SHULHQFHWKDQFDQEHPHDVXUHGZLWKDVLPSOH\HVQRTXHVWLRQDERXWUHVROXWLRQ
7KHUHVXOWLVWKDWWKH)&5QXPEHUEHFRPHVDIDOVHSUR[\IRUFXVWRPHUVDWLVIDFWLRQ
Using FCR as a singular metric has two problems:
)&5LVDOVRKDUGWRGHÀQHDQGPHDVXUH,QVRPHFDVHVLW·VPHDVXUHGE\WKH
FXVWRPHU·VODFNRIIROORZXSDFWLRQ)RUH[DPSOHLIWKHFXVWRPHUFDOOVRQFHDQG
HLWKHUGRHVQ·WFDOODJDLQRUGRHVQ·WFDOOZLWKLQDVHWSHULRGWKHDVVXPSWLRQLVWKDW
WKHLVVXHZDVUHVROYHG7KLVEHJLQVWRIDOODSDUWZKHQFXVWRPHUVZLWK´FORVHGµ
FDVHVUHFHLYHWKHVXUYH\VDVLW·VFRPPRQWKDWPRUHWKDQSHUFHQWRIWKHP
will respond that their issue was not yet resolved. In other words, just because
WKH\GLGQ·WFDOOEDFNGRHVQ·WPHDQ\RXÀ[HGWKHSUREOHPDQGQRZWKH\DUH
LUULWDWHGEHFDXVH\RXDUHDVNLQJWKHPKRZVDWLVÀHGWKH\DUH$QGWKH\DUHDVNLQJ
WKHPVHOYHVZK\\RXWKRXJKWWKH\ZRXOGEHVDWLVÀHG
7KHVHFRQGSUREOHPUHODWHVWRWKHIDOVHSUHPLVHWKDWFXVWRPHUVZLWKJRRG
H[SHULHQFHVKDGWKHLUSUREOHPUHVROYHG<HVUHVROXWLRQLVLPSRUWDQWEXWLWGRHV
QRWJXDUDQWHHDJRRGRUJUHDWH[SHULHQFH,QDUHFHQWH[DPSOHWKHKDSSLHVW
FXVWRPHUVJHQHUDOO\KDGWKHLUSUREOHPUHVROYHGLQWKHÀUVWFDOO SHUFHQW 
+RZHYHUFXVWRPHUVLQWKHQH[WER[VWLOOUDWHGWKHLUH[SHULHQFHDVVDWLVÀHGHYHQ
WKRXJKIHZHUWKDQSHUFHQWKDGUHDFKHGFORVXUHLQWKHÀUVWFDOO
SOLUTION:
$OWKRXJKZHDUHQ·WVXJJHVWLQJWKDWRXUFOLHQWVGLVFDUGUHVROXWLRQRIWKHFXVWRPHUSUREOHPDV
RQHRIWKHLUPHWULFVZHGRVXJJHVWWKH\WDNHDORRNDWWKHSURFHVVÁRZDQGPRGLI\FRDFKLQJ
to arrive at the best possible conclusion for the customer. We want clients to recognize that
the customer has needs other than resolution that must be considered in providing a good
FXVWRPHUH[SHULHQFH7KHVHLQFOXGH
$ELOLW\WRUHODWHWRWKHVHUYLFHSHUVRQFRQGXFWDFRQYHUVDWLRQZLWKRXWLQWHUUXSWLRQ
and speak to an agent with good listening skills, empathy and understanding
&RQÀGHQFHWKHDJHQWKDVVXIÀFLHQWNQRZOHGJHWRWDNHWKHFXVWRPHUWKURXJKWKH
SURSHUVWHSV,IWKHDJHQWFDQQRWUHVROYHWKHLVVXHVKHKHFDQEHUHOLHGRQWR
direct the caller to someone who can.
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6XIÀFLHQWVRIWVNLOOVWRJLYHGLIÀFXOWUHVSRQVHVZLWKRXWRIIHQGLQJRUGLVDSSRLQWLQJ
WKHFXVWRPHU6RPHWLPHVWKHUHMXVWLVQ·WDQLFHRUHDV\DQVZHUDQGVRPHWLPHV
WKHDJHQWPXVWVD\QR IRUH[DPSOH´QRZHFDQ·WLQFUHDVH\RXUFUHGLWOLPLWµRU
´QR\RXFDQ·WUHWXUQWKHSURGXFWEHFDXVHLW·VRXWRIZDUUDQW\µ 7KHWULFNLVKRZ
WKHDJHQWJLYHVWKHGLIÀFXOWUHVSRQVH7KLVLVDVNLOOWKDWFDQEHWDXJKWWKURXJK
role playing and listening to best-practice call models.
The solution is both process-based and people-based. On the process side, policies should be
such that they do not create disappointment for customers, and staff should not be penalized
for the low satisfaction scores these situations may generate.
2QWKHSHRSOHVLGHDJHQWVVKRXOGNQRZZKHQWRKDQGRII²ZKHQWRUHDOL]HWKH\FDQQRW
resolve the problem and should refer the customer to someone who is in a better position to do
VR²DVZHOODVKRZWRFXVKLRQWKHEORZRIDGLIÀFXOWDQVZHU

CASE STUDY
Our client, a cell phone manufacturer, felt its satisfaction scores were lower than they would
KDYHOLNHGHYHQWKRXJKWKHPHWULFVVKRZHGKLJKQXPEHUVIRUÀUVWFDOOUHVROXWLRQ
:KHQZHOLVWHQHGWRVDPSOHFDOOVZHGHWHFWHGWKDWFDOOV²ERWKUHVROYHGDQGXQUHVROYHG²
ZHUHWDNLQJWRRORQJ$JHQWVNQHZWKHSURFHVVZDVÁDZHGEXWZHUHDOVRDZDUHWKDWWKHLU
primary evaluation metric was FCR. As a result, they often kept callers on the phone while
WKH\H[KDXVWHGDOORSWLRQVUDWKHUWKDQUHGLUHFWLQJWKHFDOOHUWRVRPHRQHHOVHEHWWHUDEOHWR
resolve the issue, like their wireless carrier or the shop where they bought their phone.
&RPSOLDQFHZLWKDPHGLRFUHSURFHVVLVQHYHUWKHEHVWSDWK7KHXQH[SHFWHGFRQVHTXHQFHV
of measuring the wrong factor were that customers became increasingly frustrated the longer
they were on the call, which in turn led to lower CSAT scores even when the problem was
solved. We recommended the following process revisions:
7UDLQDJHQWVWRVHQGWKHFXVWRPHUWRWKHEHVWUHVROXWLRQSDWKDQGH[SDQGWKH
VFRSHRIDJHQWHYDOXDWLRQEH\RQGWKDWRIÀUVWFDOOUHVROXWLRQ
3HUIRUPPRUHHIIHFWLYHWULDJH'XULQJWKHÀUVWVHFRQGVDJHQWVQRZLGHQWLI\
ZKR´RZQVµWKHLVVXHDQGPDNHWKHKDQGRIIDVTXLFNO\DQGJUDFHIXOO\DVSRVVLEOH
7KLVDOORZVDJHQWVWRDFWLQWKHFXVWRPHU·VEHVWLQWHUHVWV²DEHKDYLRUWKDW
resonates positively with customers.
6KRUWHQWKHRYHUDOOH[SHULHQFHE\JLYLQJFXVWRPHUVWKHWRROVWRÀQLVKWKHMRE
RQWKHLURZQ&DOOHUVZKRQHHGHGKHOSUHFRQÀJXULQJWKHLUSKRQHRUIHDWXUHV
DSSUHFLDWHGUHFHLYLQJDQHPDLOH[SODLQLQJWKHSURFHVVLQVWHDGRIKDYLQJWKHDJHQW
walk them through those steps over the phone.

7+(),9(0<7+62)&86720(56(59,&(6$7,6)$&7,21

















MYTH FOUR
More time = better experience (or, if we spend more time
with customers, they’ll be happier)

THE ISSUE:
It seems to be part of human nature that we believe that being generous with our time is
YDOXDEOH²WKDWLW·VRQHRIWKHPRVWLPSRUWDQWWKLQJVZHFDQVKDUHZLWKRWKHUV:KHWKHULW·V
the school teacher who spends more time with one of her students until he understands the
new math problem or donating our time to a local charity, our time is valuable currency that we
assume will be appreciated by others.
6RLW·VQRVXUSULVHWKDWWKLVYLHZVSLOOVRYHU
into customer service, with the idea that
VROYLQJSUREOHPVIRUFXVWRPHUV´WDNHVDV
ORQJDVLWWDNHVµ6RPHFRPSDQLHVKDYH
the attitude that they will give this amount
RIWLPHEHOLHYLQJWKH\·OOJHWFXVWRPHU
appreciation in return. Others, though, are
willing to accept the tradeoff by keeping
calls shorter, knowing that the penalty
could be lower satisfaction.

It seems to be part
of human nature
that we believe that
being generous
w i t h o u r t i m e is valuable.

:KHUHWKHVXUSULVHFRPHVLQWKRXJKLVWKDWFXVWRPHUVRIWHQDUHQ·WWKHEHQHÀFLDULHVRIWKH
H[WUDWLPHVSHQW,QVWHDGWKDWWLPHPD\JRWRWKHOHVVHIIHFWLYHDJHQWVZKRQRORQJHUIHHOWKH
SUHVVXUHWREHHIÀFLHQW
In reviewing the length of customer service calls, we have routinely found that there are always
FDOOVWKDWDUHPXFKORQJHUWKDQWKHDYHUDJH$QGZKLOHWKLV´ORQJWDLOµPD\RQO\EH
percent of the calls, they can be more than twice as long as the average and represent 25-30
percent of all time spent with callers.
7KLVZRXOGEHÀQHLIWKHVHZHUHFDVHVLQZKLFKWKHSUREOHPUHDOO\QHHGHGPRUHWLPHDQGWKH
FXVWRPHUZDVPRUHVDWLVÀHGLQWKHHQG%XWWKHRSSRVLWHLVWKHFDVH7KHVHDUHXVXDOO\DQ
LQHIÀFLHQWDQGRIWHQLQHIIHFWLYHXVHRIFXVWRPHUWLPH²DQGDUHPRUHOLNHO\WRKDYHDQHJDWLYH
than positive impact on customer satisfaction.
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SOLUTION:
This issue is one that can be resolved by peeling back a layer and going a little deeper into the
VSHFLÀFUHDVRQVWKDWFDXVHFXVWRPHUVWRFDOO6RPHUHDVRQVDUHUHODWLYHO\VLPSOHWRDGGUHVV
²DQLQTXLU\RQWKHLUELOORUDTXHVWLRQDERXWDIHDWXUHRQWKHLUSKRQH7KHVHFDOOVVKRXOG
WDNHOHVVWLPH2WKHUFDOOVDUHPRUHFRPSOH[²WURXEOHVKRRWLQJDQLQWHUQHWFRQQHFWLRQRU
reinstalling software on a PC can take quite a bit longer. But for each type of question, there
FDQ DQGVKRXOG EHDVWDQGDUGIRUKRZORQJWKHFDOOVKRXOGWDNHDQGWKHQVWDIIVKRXOGEHKHOG
DFFRXQWDEOHWRHQVXUHWKDWWKHORQJHVWYHUVLRQVRIWKHVHFDOOVGRQ·WGHYLDWHWRRIDUIURPWKH
VWDQGDUG RULIWKH\GRLW·VEHFDXVHRIWKHFXVWRPHUUDWKHUWKDQDJHQWLQHIÀFLHQF\ 

CASE STUDY
Our client, a manufacturer of laptop computers, was hesitant to control the length of individual
VHUYLFHLQWHUDFWLRQVEHOLHYLQJWKDWWKH´FDOOWDNHVDVORQJDVLWWDNHVµDQGZDQWLQJFXVWRPHUVWR
YDOXHWKHLUVXSHULRUOHYHORIVHUYLFH,QWKHVLWXDWLRQZHUHYLHZHGSHUFHQWRIFDOOVH[FHHGHG
30 minutes in duration, representing 33 percent of all time spent with customers. Although the
FOLHQWZDVQRWFRQFHUQHGDERXWWKHLPEDODQFHFXVWRPHUVVDLGWKH\GLGQ·WOLNHLW²HYHQZKHQ
the long call resulted in problem resolution. In fact, customers were prepared to terminate calls
in some instances, even though the agent was willing to stay on the call.
Our recommendations included:
:HLGHQWLÀHGDQGGLVFXVVHGWKHPHDVXUHPHQWFKDOOHQJHZKLFKUHYROYHGDURXQG
agent fears that a briefer call that might lead to a callback was worse than a
UHDOO\ORQJFDOO$FWXDOO\FXVWRPHUVUHSRUWHGDEHWWHUH[SHULHQFHZLWKDVKRUWHU
call, as long as they felt the agent was helping to resolve the issue. Many callers
ZHUHHPEDUUDVVHGWREHZDVWLQJWKHDJHQW·VWLPHLILWLQYROYHGZDLWLQJWRUHERRW
WKHFDOOHU·V3&RUUHLQVWDOODGULYHU
%\DOORZLQJFDOOVWRUXQORQJWKHFOLHQWZDVPDVNLQJSRRUSHUIRUPDQFHRQWKHSDUW
of some agents. In fact, the better agents were able to handle similar questions in
FRQVLGHUDEO\OHVVWLPH²DIDFWRUWKDWOHQWLWVHOIWRFRDFKLQJDQGWUDLQLQJIRUWKH
less skilled agents.
:HUHFRPPHQGHGFRDFKLQJDJHQWVRQKRZWRDVNPRUHHIIHFWLYHSURELQJ
questions, make better use of the knowledge base and ensure the problem was
diagnosed properly before they moved to problem resolution. We also observed
that more tenured employees often believed they knew the issues by heart and
forgot that not every customer has the same root cause of an issue.
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MYTH FIVE
Satisfaction = loyalty (or, if our top two box customer
satisfaction scores are OK, we’re doing fine)
THE ISSUE:
7KHPRVWFRPPRQFRUSRUDWHPHWULFRIFXVWRPHUVDWLVIDFWLRQLVWKH´WRSWZRER[HVµVFRUH
ZKLFKPHDVXUHVKRZPDQ\FXVWRPHUVDUHVDWLVÀHGRUYHU\VDWLVÀHGZLWKWKHFRPSDQ\·V
SURGXFWRUVHUYLFH&RQYHQWLRQDOZLVGRPOHDGVPDQ\PDQDJHUVWRDVVXPHWKDWVDWLVÀHG
customers will be loyal, despite a body of research that would suggest otherwise. To read
more on this, review ´:K\VDWLVÀHGFXVWRPHUVGHIHFWµ a Harvard Business Review classic.
Human nature being what it is, many respondents to satisfaction surveys are reluctant to rank
WKHLUH[SHULHQFHLQWKHKLJKHVWER[XQOHVVLWZDVWUXO\H[FHSWLRQDODQGSURYLGHGXQH[SHFWHG
YDOXH7KLVLVZK\PDQ\FOLHQWVFRPELQHWKHVFRUHVRIWKHWRSWZRER[HVZKHQWKH\VHWWKHLU
FRPSDQ\JRDOV²W\SLFDOO\WDUJHWLQJSHUFHQWRIWKHUHVSRQVHVLQWKHWRSWZRER[HV
+RZHYHUWKHGLVWLQFWLRQEHWZHHQWKHWRSWZRER[HVLVH[WUHPHO\LPSRUWDQW7KHFXVWRPHU
UHVSRQGLQJZLWKWKHKLJKHVWSRVVLEOHVFRUHLVDQDGYRFDWH²WKHLGHDOFXVWRPHU$VDUHVXOW
PRYLQJFXVWRPHUVXSDER[IURPWKHVHFRQGWRWKHÀUVWFDQKDYHDKXJHLPSDFWRQIXWXUH
sales. So when you present to your CEO that your customer satisfaction scores are 75
SHUFHQWZLWKLQWKHWRSWZRER[HV\RXVKRXOGEUHDWKHDVLJKRIUHOLHILI\RXDUHQ·WDVNHGKRZ
PDQ\VWURQJDGYRFDWHVDUHLQWKHWRSER[YVPRUHSDVVLYHO\VDWLVÀHGLQWKHVHFRQGER[
There is a world of difference between these two scenarios:
SOLUTION:
Assuming that processes are sound and metrics have been developed with the right goals in
PLQGWKHWRSER[FXVWRPHUH[SHULHQFHUHÁHFWVWKHTXDOLW\RIVRIWVNLOOVHPSOR\HGE\WKHDJHQW
in forging the most pleasant and effective personal relationship possible. Customers want to
be helped and hope the agent will be their personal advocate. Methods to accomplish this
include:
)RUWKRVHDJHQWVUHFHLYLQJVFRUHVMXVWEHORZWKHWRSUDQNLQJVLGHQWLI\WKHLU
PRVWLPSRUWDQWVRIWVNLOOQHHGV/LVWHQWRWKHFDOOVLQWKHWRSER[FDWHJRU\DQG
compare them with those that fall a little short to learn how the best agents deliver
WKHFXVWRPHUH[SHULHQFH7KHEHVWFDOOVW\SLFDOO\VKRZPRUHDJHQWRZQHUVKLS
FRQÀGHQFHFOHDUH[SHFWDWLRQVRIZKDWLVWRFRPHQH[WDQGH[FHSWLRQDOOLVWHQLQJ
VNLOOVVRWKHVROXWLRQ´ZRUNVµDQGVKRZVWKHDJHQWZDVSD\LQJDWWHQWLRQ$JHQWV
who can be coached to this level will be more likely to garner higher ratings and
ZLOOIUHTXHQWO\H[FHHGFXVWRPHUH[SHFWDWLRQV
,IH[FHHGLQJH[SHFWDWLRQVLVDQXQUHDOLVWLFH[SHFWDWLRQIRUDQ\RQHWRDFKLHYHHYHU\
day, all day long, with every customer, then the other alternative is to make the
H[SHULHQFHDVHDV\DVSRVVLEOH7KHVDPHVNLOOVGHVFULEHGDERYHFDQDOVREH
used to take customers through the service process with the utmost of ease,
earning their respect by not wasting their time and effort. New research now
supports the idea that reducing customer effort is a powerful way to improve
loyalty, or at least reduce defections. Review ´6WRSWU\LQJWRVDWLVI\\RXU
FXVWRPHUVµ to learn more about measuring customer effort.
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CASE STUDY
2XUFOLHQWDZLUHOHVVVHUYLFHSURYLGHUDJJUHJDWHGVFRUHVLQWKHWRSWZRER[HV,QOLVWHQLQJ
WRWKHLUFDOOVUHODWHGWRHLWKHUFHOOSKRQHSODQVRUELOOLQJZHLGHQWLÀHGZKDWZHFDOOHG´WKH
OR\DOW\PRPHQWµLQZKLFKFXVWRPHUVEHOLHYHGWKH\KDGUHFHLYHGWKHEHVWFDUH²DVZHOODV
the best deal. It was as simple as agents either suggesting an alternative plan better suited
WRWKHFXVWRPHU·VQHHGV WKHRSWLPDOFDVH RUUHVSRQGLQJKHOSIXOO\WRWKHFDOOHU·VUHTXHVWIRU
LQIRUPDWLRQRQDOWHUQDWLYHSODQV QRWRSWLPDOEXWVWLOOJRRG 7KHOHDVWVDWLVÀHGFDOOHUVZHUH
WKRVHIRUZKRPWKHRSSRUWXQLW\WRRSWLPL]HWKHLUSODQZDVQRWLGHQWLÀHGRUGLVFXVVHG
The impact on scoring was that the loyalty moment could move callers up one step into the
WRSER[VRPHWKLQJWKDWZRXOGQRWKDYHEHHQGHWHFWHGLIWKHVFRUHVZHUHYLHZHGRQO\LQWKH
DJJUHJDWH$QGLW·VWKHWRSER[FXVWRPHUVZKRDUH\RXUOR\DODQGHQWKXVLDVWLFDGYRFDWHV²
your source of repeat business and referrals.

SOME FINAL THOUGHTS
These myths are really just traps that people fall into inadvertently, despite the best of
intentions. And at a given point in time, each of these approaches has its merits. But it is the
balance of techniques used that matter the most, applied for the particular problem at hand.
The two-pronged recipe for success that we often use is:
%HFOHDUDERXWWKHEXVLQHVVJRDO\RXZDQW
to achieve. Do you want customers to
simply renew their contract and not defect,
buy another product from you or
HQWKXVLDVWLFDOO\UHFRPPHQG\RXWRRWKHUV"
The goal helps clarify which end of
WKHVSHFWUXP\RXVKRXOGZRUNRQÀUVW
&KRRVH\RXU´ER[µ(DFKH[SHULHQFH
ER[KDVGLVWLQFWLQKHUHQWSUREOHPVWKDW
have different solutions; thus requiring
different approaches. Whether it is
PDQDJLQJH[FHSWLRQVDWWKHERWWRP
basics in the middle or more subtle soft
skills at the top, no one strategy will
impact everyone. So choose wisely.
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We believe our clients should settle for nothing less than developing as many advocates and
FKDPSLRQVDVSRVVLEOHIRUWKHLUEUDQG:HDOVREHOLHYHLQPDQDJHPHQWE\H[FHSWLRQ²WKDW
E\FDSSLQJWKHERWWRPER[SUREOHPVHQHUJ\FDQEHIRFXVHGRQWKHWRSER[HVXQWLODVPDQ\
customers as possible move into the very top category.
&RQQHFWLRQZLWKWKHFXVWRPHULVZKDWPDNHVWKHGLIIHUHQFH7KDW·VKRZFXVWRPHUVJRIURP
relying on a business -- an impersonal entity -- to individual people they trust. At the risk of
venturing into a cliché, what it comes down to is that ours is a people business. As important
as our technology and processes are, they are delivered by people. And the best of these
people are knowledgeable, accessible, compassionate and good communicators. Fortunately,
these are skills that can be measured, taught and coached so that customer satisfaction can
FRQWLQXHWRLPSURYH²KHOSLQJPHHWWKRVHLPSRUWDQWUHWHQWLRQJRDOVDVZHOODVJHQHUDWLQJQHZ
referrals.
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