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a title for not very bright people who woke up most mornings,
looked in the mirror, grinned wide, and said to their reflec-
tions, “This Is going 1o be o fun day. I'm going to go down
there and annoy the first 217 people | talk to,” and then did
just that. Not exactly positive images,

Then, in the 1980s, professional business watchers began
1o notice something important, not to mention surprising: The
fow organizations that had dedicated themselves to working
hard at giving their customers superior service were producing
better financial results, These organizations grew faster (even
though a lot of the time they charged more for their basic prod-
ucts and services) and were more profitable than the organiza-
tions that were still working as hard as they could to give their
customaers as little as possible.

o N gt companies 1INl empbhaszed] SEvICS wWare
giomng 1o make more moneay and keap customers
ngE than companies that chan't

Researchers also started to notice that successful service
ons hod lower marketing costs, fower upset and
complaining customers, and more repoat business—customers
were “voting with their feet” and beating a path back to the
doors of the companies that served them well. What's more,
good service had internal rewards for those organizations: Em-
ployee turnover and sbsentesism were lower, and morale and
job satisfaction higher.

s Organizations that Iocused ON Supenor Custornes
service uned oul 1o be gllaround Lelter, more
succastiul companias than those thot fredted cus-
Tomerns ke the enamy ang Cusiomer sermvice Qs &
thar a arudamag aftarthougnt of a Necessary evl

Almost overnight, being customer focused, understanding
and meeting customer needs, coddling customers with Tender
Lovlnﬁ Care, and giving quality customer service became o
critical organizational goal—and received spotlight attention,
Books were writlen. bannors hung, and speeches made—all

Preface to the Revised Edition Ix

trumpeting the importance of customer service. A revolution
in the way customer service was viowed and valued began,
and continues to this day.

In the decade and a half since the start of the service revo-
lution, we've all learned a lot about what it takes to create and
sustain a service advantage. And for all we've loarned, for all
that has been written and said, the most important part of the
“service advantage" is still you.

o What you do s important What youl G0 I work—
hard work

In 1991 we wrote Delivering Knock Your Socks Off Service
to share with you what we had learned about quality customaor
care in mare than fifteen years of watching and working with
thousands of quality-oriented customer service professionals.
People just like you who provide great service over and over
and over again;: true Knock Your Socks Off Service pros who
make their customers' lives and jobs easier instead of harder.
more interesting and less boring—and who have o heck of a
good time doing it too,

In the ensuing years we have had the opportunity to work
with thousands of customer service professionals worldwide
and have learned still more about the fine art of delivering
world-class customor care. We have taken those lessons in
hand and to heart and present here for your consideration the
rovised Delivering Knock Your Socks Off Service.

Whether you are new to customer service or an old pro,
wo think there is somoething here for you. What you do is more
important to your organization than ever before. If this book
helps you to do it even a little bit better. don't thunk us; thank
the thousands of pros who taught us. And if vou find the jour-
ney through these pages not only helpful but enjoyable, then
weo'll have met our service goal.

Kristin Anderson
Ron Zomke
Minneapolis
July 1997




Part One

The Fundamental
Principles of Knock
Your Socks Off Service
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Delivering Knock Your Socks Off Service—the kind of sarvice that
makes a positive, lasting Impression on your custormerns—akes
more thon simple courtesy. Much more,

It starts with understonding what good service ls from your
customer’s point of view. What you do, how you do it, how wel
It must be done, and proving you can do it again—those are the
fundamentals

Delivering Knock Your Socks Off Service means creating o
memorable experience for every customer. It means meeting ex-
pectations and safisfying needs—and In such a way that you're
seen Qs easy 1o do business with,

The customer who expertiences all that will be your customer
ogain and again, When you deliver Knock Your Socks Off Service,
averybody wins: Your customer, your company, and you.



The Only
Unbreakable Rule:
To the Customer, You
Are the Company

Customer relations is an integral part of your job—not
an axtension of It

Willicyyy B MNeartin
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Customers don't distinguish between you and the organization
you work for. Nor should they. To your customer’s way of
thinking, you are the company,

Customers don't know how things get done behind doors
marked Emrrovess Oniy. They don’t know your areas of re-
sponsibility. your job description, or what you personally can
and cannot do for them. And they don't care. To customers,
those things are your business, not theirs.

Whether customers’ feelings aboul the organization are
good or bad often relates directly to their experience with you.
Their attitude is clear: “Help me with this purchase, please.”
“Serve me my meal.” “Solve my problem."” *“Tuke my order,
now.” Whether customers’ feelings about the company are
good or bad often relates directly to their experience with you.

Each interaction between a customer and o service profes-
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sional is one moment in the chain of the customer’s experi-
ence. If you're 4 sorvice person, and you get it wrong at your
link in the chain, you are very likely erasing from the custom-
er's mind all the memories of good treatment he or she may
have had up to that moment, But if you get it right, you have a
chance to undo all the wrongs that may happened before
the customer got to you,

Consider the gargantuan task faced by the city of Atlanta
for the 1996 Summer Olympic games. Literally thousands of
sorvice professionals, many of them unpaid volunteers,
worked 1o create memorable and gracious encounters for the
two million—plus visitors. A good friend described his experi-
ence coming Into the city: “We arrived disoriented at a
midtown MARTA (Metropolitan Atlanta Transportation Au-
thority) station with no idea where to go. We approached a
MARTA employes. who smiled and assured us amid the mad-
ness, that ‘everyone gets a little lost in this neighborhood,’ and
witlked us into the street and pointed us in the right direction,
You won't get that in New York—or Chicago, or London, or
Paris, for that matter.”

Day four of the games was overshadowed by the Centen-
nial Olympic Park bombing, an event designed to wreak may-
hem and panic. Yot the Olympic staff, ushers, and volunteers
responded with calm and resolve, Our friend was there in the
bombing's aftermath. ““Aftor the bombing it seemed their num-
ber-one job became apologizing for the security delays and
helping visitors take keepsake photographs,” he said. “Tt was,
in fact, almost impossible to be at 4 venue without bumping
into a volunteer ar usher who didn't cheerfully offer help and
assistance."”

Just like the service professionals at the 1996 Summer
Olympics, you can make or broak the chain of great service,

Is it fair? No. But fair has nothing to do with it

When your job involves serving customers and dealing
with the public, how good a job you do with and for them—for
the nice and the nasty, the smart and the dumb, the people
vou'd like to tuke home to mother and those you really wish
had never been born—determines how successful your com-
pany will b,

o In anor, you are the comgparny

To the Customer, You Are the Company 5

Being the Company: I's Everything You Do

Some of the things you do to provide Knock Your Socks Off
Service are relatively simple and easy, such as choosing vour
language carefully.

TIP: Lk lingtaad of May or we 10 a cusiomes, he corm-

pany begirs andd ancts with vou. Using 1 esbhows that voul

ndentond and acoep! that " m sory yvoul had to look
G 10 Ind the dress deparirmant. May | heain you indg

)v"ﬁ.'ny ] e

TP Saying 'the poscy s ¥ ey won ! alliow

s CusStomers you are just a clerk I that s Ine wory you

feed yOuU WON T enex e otie 10 Naip tham—are ﬂ_}d

acsly ba raploccad by 0 maching or wolkses on ke so

2 F = Mt

Other actions you take are more complex. Customers ex-
pect vou to make the organization work for them. They expect
you to understand the big picture and to be able to answer
their questions, solve their problems, and refer them to just
the right people for just the right things,

What your customers want and need is changing con-

Thats right. You Tarzan,
me company
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stantly. So is your company, and so are you. How can you pos-
sihly keap up? Lot the following three questions guide your
personal-service efforts, Don't just ask them once. Ask them
all the time. Use the information they provide to choose ac-
tions that will Knock the Socks Off your customers.

1. What do my customers want from me, and from my
company? Think both about what your customers need and
what your customers expect.

2. How do support areas, e.g., billing or shipping, work to
serve my customers? Consider your role in making the differ-
ent areas of your company work in harmony for your cus-
tomer.

3. What are the details—little things—that make o big dif-
ference in my customers’ satisfaction? Knock Your Socks Off
Service is paying attention to what's important in your cus-
tomers' eyes. Do you know what counts for your customers?

Being the company to your customers is what mukes the
work you do both challenging and rewarding. In your one-to-
one contact with customers, the once vague, impersonal com-
pany takes on shape and substance. In your hands is the power
to make that contact magical and memorable, In your hands is
the power to keep customers coming back.

From this moment forward, make this your pledge:

s “Look out customer—I'm gonnNa kNOCk your SOCKS
511k

Know What Knock
Your Socks Off
Service Is

Customers percelve service In thelr own unique, idio-
syncratic, emotional, irational, end-of-the-day, and to-
tally human terms Perception is all there Is!

T Pt

Maragsmmert Gung

Customers are demanding. And they have every right to be.
Today's customers have more options than ever before. If your
organization doesn't offer what they want or need. if you don’t
interact with them in @ manner that meets or exceeds their
axpectations, they will just walk on down the street—or lol
their fingers walk through the Yellow Pages—and do business
with one of your competitors.

And if you don't have customers, you don't have a job!

Researchers consistently find that it costs five times more to
attract a now customer than it does to keep one you already have.
But many businesses think only of making the sale instead of
developing long-term customer relationships. Even more dis-
turbing, researchers also find that at any given time, as many os
one customer in four is dissatisfied enough to start doing busi-
ness with someone else—if he or she can find someone else who
promises to do the same thing that you do but in a slightly more
satisfying way. That's as many as twenty-five out of every one
hundred people your organization does business with.

Most disturbing of all is the finding that only one of those
twenty-five dissatisfied customors will ever tell you that he or she
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is dissatisfied. In fact, you've probably noticed from your own ex-
perience how rare it is to deal with customers who can do areally
good job oftelling you what they want. More often, they just expect
you to knaw—cmg are disappointed when you don't.

That's why compunies spend a lot of time and monoy
these days observing customers as they shop, surveying them
by mail, talking to them on the phone, and meeting them face-
to-face. Like miners working a claim for the gold they know is
there, today’s businesses collect and sort customer letters and
comment cards, looking for the complaints and the compli-
ments that provide clues about what people wint today—and
how their needs may change tomorrow.

As & customer service professional. you frequently draw
an the knowledge your company has acquired about custom-
ors. But you have another, squally important source of infor-
mation: your own day-to-day contact with your customers.
From personal experience, you know quite a lot about what
vour customers want: which actions meet their expectations,
which exceed them—and which disappoint them.

That's vour own special edge, the foundation on which to
build your own unique way of providing Knock Your Socks
Off Service.

Getting Yourself Organized: The RATER Factors

I's holpful to have a framework to hold together the things
you know personally and the information passed on to you by
your organization. The framework we like a lot was invented
by Texas A&M researcher Dr. Leonard Berry and his colleagues
al Texas A&M University. Thoy have found that customers
evaluate service quality on five factors:

1. Reliability, The ability 1o provide what was promised,
dependably and accurately,

2. Assurance. The knowledge and courtesy you show to
customers, and your ability to convey trust, compe-
tonce, and confidence.

3. Tangibles. The physical facilities and equipment, and

your own (and others’) appearance.

4. Empathy. The degree of caring and individual atten-

Kriow What Knock Your Socks Off Sarvice Is 9

5. Responsiveness. The willingness o help customers
promptly.

Chances are, almost everything you do to and for your
customors falls into one of these categories. Consider these
common examples:

1. When you fulfill a customer order on time. you show
reliability.

2. When you smile and tell a customer, 1 can help you
with that"—and do—you build assurance.

4. When you take the time to make yourself and your
work area presentable. you are paying attention to the
tangibles.

4. When you are sensitive to an individual customer's
needs when solving a problem, you show empathy.

5. When you notice a customer puzzling over a product
and offor help and information, you show responsive-

ness.

TP: Corntrrg e fiest iafter of each toctor —Rekitalty, As

wuonoe. Tongiciss Bnpothy, ond Responsveress—ipel
e wora FATER 1 s anancy woy 10 rermes it hesss snoor
iant atimoutes Ity orgoriang wihicr o know CRIOuT Caanis
usinc RATER. ey v"f'.-‘!r-‘-mnr- s N read 10 IEnDonsive
MES5. YO GO NOve O note 108 reerimes you OF P 1eg0n
eENEss pratamncss Somelhng ke SEXTEA 15 SENGiine
inocalbhacks: Retum ol His Oolls ASAF

All five factors are important to your customers. In the
next five chapters, let's look at each of these pieces of the cus-
tomer service puzzle in more detail to see how they combine
to create people-pleasing Knock Your Socks Off Service.

Customer expectations of service organizations are
loud and clear look good, be responsive. be reqssur-
ing through courtesy and competence, be empa-
thetic but, most of all be rellable. Do what you said
you would do. Keep the service promise,

—[r Lesancnd Betry
Resecrchat, Tass ARM Lirvwessity
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Knock Your Socks Off
Service ls:

Reliable

Undartake not what you cannot perform but be care-
ful to Keap your profmise.

—~(aorge Washingion

As commander in chief of the Continental Army in the Ameri-
can Revolution, George Washington was well aware that the
lives of thousands of men and the fate of an emerging nation
rested on his ability to know what could and could not be
accomplished. Ho had to deliver on his commitments, There
was no room for misjudging the situation.

As 1 service professional, you are part of another kind of
revolution: the service revolution. And while lives aro seldom
on the line, a little piece of the future of your company is—
avery time you face a customer. That's where reliability comes
in.

The Service Promise

Roliability means keeping the Service Promise: doing what
vou say vou will do to and for the customer. To the customaer,

Knock Your Socks Off Service Is: Reliable 11

the Service Promise has three distinct parts: organizational
commitments, common expectations, and personal promises.

1. Organizational commitments, Organizations make di-
rect promises to customers through advertising and marketing
materials, in company correspondence and contracts, and in
service guarantees and policies published for everyone to seo.
In addition to these, customers will hold the company to indi-
rect commitments—promises that customers believe are im-
plied in the way the company talks about itself, its products,
and its services, Or customers may hold organizations to com-
mitments that they believe are standard for the industry.

Consider customer expoectations about overnight delivery
services. Federal Express, an international overnight delivery
service, promises and provides moment-by-moment package
tracing. If you want to confirm that your package will arrive
on time, simply dial up FedEx's computer tracking system to
learn that your package is in a truck on the corner of Maple
and Vine, expected to reach its destination within fiftoen min-
utes. Other shippers should not be surprised when customers
demand, “What do vou mean, vou can't tell me exactly where
my package is? You're in the overnight shipping business so
you have to be able to do that!™

2. Common expectations. Your customers bring addi-
tional expectations with them to every service transaction.
Based on their past experiences with vou and with othoer ser-
vice providers, customers make assumptions about what you
can and can’t do for them. Failing to meel a customer axpecta-
tion, whether you knew about it or not—even whether you
holped to shape it or not—has the same impact as breaking
any other promise.

For example, many restaurants routinely post a sign warn-
ing that they “cannot be responsible for items left in the cloak
room.” However, when customers hand their items directly 1o
an attendant, most assume that the belongings will be guarded.
Huving a staffed coat check rather than a simple coat rack cre-
ates a common expectation of security,

3. Personal promises. The majority of customer service
promises come from you. These are the promises you make
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Yes , I Promised Your Money
back byt mY fingers were crossed.

e

will leave your store knowing the difference between custom-
made and off-the-shell, and that you are concerned with her
satisfaction. And sho may recommend you to a friend or col-
league basod on her revised understanding of your capabili-

Fixing Broken Promises

Sometimes promises made In good faith can't be kept, As
much as we strive to be error-free, it's inevitable that problems
will occur. Not everything that affects your customer’s experi-
unce with you is within your control. What should you do
when the Service Promise is broken? When you discover a bro-
ken promise, or have ane pointed out to you, the first thing
to do Is apologize. Don't waste time scapegoating—blaming
yourself, your company, or yvour customer, Admit that some-
thing has gone wrong, and then immediately find out what
your customer needs now. Has the broken promise created an-
other problem? Or has i1, porhaps, created an opportunity for
you o rescue your reputation for reliability?

For example, suppose Jane understands that her delivery
will take two weeks, bul now you've found out that deliveries
are running about three days behind schedule. If you don't call
with the bad news, you can bet she’ll call you when the desk
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doesn’t arrive on the day she was told to expect it—and she

won't be happy about the delay. On the other hand, if you take

the initiative. you might discover that the delay is acceptable.

Or, if she has an important meeting and needs furniture in her

office on that specific day, you can arrange for a loaner until

:‘hn order arrives, Then, you (and your company) look like a
0ro.

TP: INever ovepromise |ust 1o et the soke In todiay § ser
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You can't promise your customers sunny weather. but
you can promise 1o hold an umbrelia over tham when
it rains.
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Knock Your Socks Off
Service Is:

Responsive

A rose on time Is far more valuable thon a $1,000 gift
that’s too late

- Jim RN
AU OO MICTChonNal speqkst

Timeliness has always been important. And today, responsive
action—doing things in a timely fashion—is even more cru-
cial. Just look around at the number of businesses that have
been created to get things done quickly:

* Federal Express won International success by delivering
letters and small parcels “Absolutely, Positively, Over-
night."

* LensCrafters optical stores promise “Custom-Crafted
Eyeglasses in About an Hour.™

* Domino’s became America's largest pizza company by
meeting a thirty-minute or $3-off guarantee. Although
the guarantee has since been rescinded to ensure the
safety of the drivers, it set a standard for the food dellv-
ery industry.

The big-name national service leaders don't have a corner
on the timeliness market. All over town, you can find same-
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day dry cleaning, fifty-five-minute photo developing, and
twenty-four-hour automated banking services. At the same
time, a growing number of traditional manufacturing compa-
nies are practicing Just-ln-Time (JIT) management, ordering
things to arrive just in time. Sometimes just in the nick of time.

Companies that cater o lme-conscious customers are
everywhere you look. And their success affects your custom-
ors’ expectations of your willingness and ability to do the
same. Small wonder that your customers may be demanding
tighter deadlines and faster service than ever before. When
thoy do, they expect you to be responsive.

Setfing—and Meeting—Deadlines

Sometimes it seems that everybody wants everything done at
the same time. But it's a mistake to think your customers won't
accept anything less than “right this instant.” On the other
hand, giving yourself too much extra wiggle room can make
vou look slow, and leave you and your company lagging in the
race for a8 customer’s business.

Start by finding out what the customer really needs.
There's # big difference between, 1 have to have this dry-
cleaned to wear next week” and, "I want to have these winter
coats cleaned before | put them away for the season.” Use that
information to pick a time that works well for you and try it
out on the customer. Nine times out of ten, you'll hear yes.
And If your suggestion dossn’t work. your customer will let
you know and you can work together to find an alternative,
Customers appreciate and remoember such responsiveness lo
their needs.

TIP: The rent Hime 3 = M doub!, sk your customer s
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Deadlines are important, but they are created, When you
say to a customer, “I'll have it ready for you this afternoon,”
or, "I'll put it in the mail today,” you are creating an expecta-
tion for your customer and setting a deadline for yoursell. Bo
realistic, because once created, deadlines become yardsticks
by which your customer will measure your success or failure.
Knock Your Socks Off Service results from creating accaptable,
realistic expectations of responsiveness in your customers’
minds, and then meeting those expectations.

When Customers Must Wait

The best time for anything is the time that is best for the cus-
tomer. But dissatisfaction isn't measured in minutes. Rather,
dissatisfaction Is often the result of uncertainty. Research
shows that the most frustrating aspect of waiting is not know-
ing how long the wait will be.

Be aware of what your customers think is an appropriate
walt. Acoording to a study by Restaurants & Institutions maga-
zine, for example, “fast” for fast-food customers means five
minutes or less, whilo diners in a family restaurant expect 1o
wail as long as thirty minutes for their specially prepared foad
to arrive. Similarly, in the retail business, expectations may
vary with the time of day or season of the year. Customers are

Pluue.ﬁnke o Seat In
our WaiTing for eternity room,
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less able, lot alone less willing, to wait during their lunch hour
than on a lazy Sunday afternoon, and certainly the holiday
shopping swason has its own pace compared to other times of
the year.

Think about your own experiences as a customer. When
you ure behind someone who insists on paying off the national
debt in pennies or are waiting for the manufacturer to plant
and grow the osk trees to make your new furniture, it is the
uncertainty—Will | be served sometime this century?—more
than the wait itself that gets your blood pumping. As a service
professional, you may not be able to count pennies any faster
or make trees grow overnight, but you can make waiting less
traumatic. Acknowledge waiting customers and keep them in-
formed about what is happening. Be as specific as you can:
“I'm with another customer right now, but should be free in
about fifteen minutes. If you would like 10 look around some
more, I'll come find vou the minute I'm through. "

TIP: Poyy soeacia)l attenlian 1o waiting lives wiven VO CUs-
lomans are oul of yaut sghit. whather on e phona in
O Oart Of oW, O In OnOther sitks iottws ey

NG natt i frant of you

In face-to-face settings, acknowledgment doesn't have to
be verbal, In the words of one restaurateur, “Make eye contact
with the customers. Make your actions say, ‘I know you are
there, I'll be with you very soon.’ *

Time Is the scarcest resource, and uniess It Is managed,

nothing etsa can be managed
Heter | NUcker

NaorQgamesnt et

Knock Your Socks Off
Service lIs:

Reassuring

Consistent, high-quallty service bolls down to two
equally important things: caring and competence

T higy 17 Ball aandd 0N /amke

Searvice Wisoiorm

In many companies, the need to improve service quality has
givon birth to countless hours of “smile training,” as though
the key to satisfying every customer’s needs and expectations
involved nothing more than a cheery greeting and a happy-
face sticker. Today's customer service professionals know
thare's much more involved in creating customer satisfaction
than smiles and happy faces.

If being nice were the answer, good service would be the
norm, but that's clearly not the case. Make no mistake: Cour-
tesy, good manners, and civility are important—treal your cus-
tomers like dirt and they'll muke your life miserable every
time. But courtesy is not a substitute for competence and skill.

When you provide Knock Your Socks Off Service, your
actions assure customers that they are doing business with a
well-trained, skillful service professional. Customers know
they can trust you because of the competence and confidence
you display in your work,
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Bob, T4 Service WiTh a smile,
not service |s a smiLe.

Today, customers expect to be reassured by the people
thoy deal with. And that takes more than mastery of o few
simple “poople skills." 1t's the combination of both style and
substance that wins accolades and brings customers back

again and again,

Bad Service Drives Customers Away

Knock Your Socks Off Service professionals know that inept
service has profound consequences. One study on retailing re-
ports that customers identify “salespeople who know less
about their products than | do™ as a leading reason for switch-
ing from department store to catalog shopping. Another study,
on the sutomaobile industry, finds that two out of three car buy-
ers refuse to return 1o the same dealership for their next car.
Their reasons for doing so have little to do with the car itself
and more o do with the games on the showroom floor and
the boorish treatment they encountered when they brought the
family chariot in for service.

This is why providing Knock Your Socks Off Service has
such o positive impact on your company. on your customer,
and on your career. Good service providers stand out, so make
yourself memorable. Combine substance and style—what you
do and how you do it—to reassure your customers that you
really do know, and care about, what you are doing.

Knock Your Socks Off Service Is: Reassuring 21

The Reassurance Factor

The reassurance factor is about managing your customers' feel-
ings of trust. The customer’s decision to trust you is built on
knowledge and know-how. It is the substance that backs up
your style, and it comes in four packages:

1. Product knowledge. Customers expect you to know the
features, advantages, and benefits of whatever it Is your com-
pany makes, does, or delivers, The salesperson who has to
read the manual in front of the customer just to figure out how
to turn on the stereo doesn't create an impression of compe-
funce.

2. Company knowledge. Customers expect you to know
more than the limits of your particular job. They expect you to
know how your organization works so you can guide them to
someone who can moeet their needs if those needs should full
outside your area of responsibility, Can you help your cus-
tomer navigate the briar patch that is your business easily and
successfully?

3. Listening skills. Customers expect you to listen, under-
stand, and respond 1o their specific needs as they explain them
1o you. They expect you to ask pertinent questions that will
help them do a better job of giving you the information you
nwed to work for them effectively. And they expect you to pay
attention and get it right so they don’t have to repeat it.

4. Problem-solving skills. Customers expect that you will
‘be able to recognize their needs as they express thom and
quickly align them with the services your arganization pro-
wides. And when things go wrong or don’t work, they expect
to know how to fix things—and fix them fast.

Extra Points for Style

A competent annual physical performed by a rude, dishev-
, or distracted physician isn't likely to be a satisfying expe-
for the patient, regardless of the technical excellence of
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the doctor. Once you've mastered the fundamentals of compe-
tence, it's vour confident style that sets you apart. It starts with
first impressions, In their book, Contact: The First Four Min-
utes, Leonard and Natalie Zunin contend that “the first four
minutes of any contact is a kind of audition.” In some cus-
tomer service situations, you may have far less time than
that—many transactions today are over in twenty to sixty sec-
onds.

But first impressions are only the beginning. In service,
everything communicates your style to customers. The way
you dress, the way you move, or whether you move at all in-
stead of staying barricaded behind a desk or cash register. The
way you talk, the way you do or don’t make eye contact, listen,
and respond. The way you act when you're not taking care of
customers, but still within their view. The way you take care
of the person ahead of them in line. All these impressions add
up to say, "I know what you need. | can take care of that for
you."

Reliable service, delivered quickly and confidently, by
knowledgeable. courteous people—what more could your cus-
tomers want?

| always wanted to fully understand the situation before
| made a commitment. It finally dawned on me that my
custormear needs the reassurance of my commitrnent,
before he'll give me time 1o undarstand the problem.

resanicive
Oorciuciior Manuocunnd Comiparny
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Knock Your Socks Off
Service Is:

Empathetic

Peopie don't want to communicate with an “‘organk
ation’’ or a computer. They wont to talk to a real, live,

responsive, responsible person who will listen and help
them get satisfoction

—Iheo Mehssison

Deputy Vioe Press
Siene FOrn UIOno:s

Justomers come In a wide variety of shapes and sizes, and
bring an equally wide variety of wants, needs, ex-
petations, attitudes, and emotions with them to the service
tansaction. Consequently, customers want to be treated as

pdividuals. No one likes to be treated like a number by a ser-
loe worker responding like o machine. Recognizing your cus-
ters’ emotional states helps you figure out the best way 1o
lnctively and professionally serve them.

‘Consider how you might treat these two customers if you
the banquet manager for a fancy hotel:

Tom Timid walks into the catoring offive looking ner-
vous and tense. He is planning a special retirenvent

- party for his boss of ten years and he's-obviously .
nover organized a function like this before;

Uit

FLCARON
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Demanding Doris is an old hand at hosting special
events. The annual sales department gala will be the
fourth major vvent she has organized this year. When
she walks into the banquet office, Doris knows ex-
actly what she wants. Her you-all-just-stand-back-
and-take-orders attitude Is clearly visible.

How do you treat Tom and Daris as individuals? For Tom,
it is important to make him comfortable and take the time to
make him feel smart about the event planning process.

“Tom, you can depend on me to be there overy step
of the way. To begin with, why don't you tell me a
little bit more about your event, and then I'll show
you our step-by-step planning process.”

The same technique would probably frustrate, possibly
oven anger, Doris, She may see your friendly, in-depth expla-
nation as a waste of her valuable time. She expects you to
credit her with the savvy she has shown in previous programs:

“Hello, Doris, It's good to work with you again. | see
you brought an outline of everything you need. Let
me take a look and see if | have any questions.”

Good? Thay Knotked my Socks Off
and Wrinkled my Panty hose.
\,—
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Seving—and treating—each customer as an individual
helps you meet the needs of each on their own unique level,

Empathy vs. Sympathy

Whatever the emotional state of your customers—cautious or
“eonfident—it's impartant to each of them that you understand
what thoy're trying to tell you and how they feel about the
services they want you to provide, But when emotions run
high, especially when things are going wrong, it's easy to get
gaught up in a customer's emotional world.

When responding to customers’ emotions, it's helpful to
“make a distinction between empathy and sympathy. Both have
o do with how vou respond 1o other people’s emotions. Many
people use the terms interchangeably, but the difference is real
and impaortant.

Sympathy involves identifying with, and even taking on,
another person’s emotions. A sympathetic response is, “I'm
poully angry about those centerpieces, too,”

Empathy means scknowledging and affirming another’s
“smotional state. An empathetic response is, 'l can understand
that makes you angry.”

TIP: When o sances [ et Wealkows i1 03 custor
I5HuURe there o fwo wollme ostead of (s

VICEE OSSOl yOu Meex) ! 20 e Oy iNee
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IR Work O the lorrmer 10 Dng 1hngs back !

1o customers with sympathy puts you on an
| roller coaster and can leave you worn oul and
zled at the end of the day. The trick is to be emotionally
and sensitive without becoming too emotionally in-
When you respond with empathy, you stay calm and
2 gontrol. Only then are you at your absolute best: ready, will-
g, and able 10 help your customer.
‘Showing empathy for customers actually sllows you 1o be
nal and caring at the same time. It also moakes custom-
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ars feel like important individuals. Empathy cannot be handed
out by & machine; it's something one person does for another.
There is no substitute for the human touch you provide when
you deliver Knock Your Socks Off Service. That's what makes
high-quality service such hard waork. It's also what makes it so

rewarding.

Customers don’t care what you know, untll thay know
that you care
Dioital Ecuoment Lo

JUSiOTEN Servce Laix ey
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Knock Your Socks Off
Service lIs:

Tangibles

From the customers’ point of view, It they can see |,
wailk on it, hold it, hear if, step In it, smell it, carry it, step
aver it touch It use I, even taste it, If thay can feel it or
sanse it, it's customer service

ee is difficult to describe in tangible, physical torms, It's
ey, Mushy. Slippery. You can't bottle a trip to the movies or
wponducmm_v any more than you can put a yardstick to
po from o stockbroker or ideas from an interior decorator.
ity minutes with a physician or auto mechanic isn't nec-
sarily better or warse than ten minutes or thirty minutes. It's
16 quality of what is accomplished, not the quantity of the
e Involved. One of the major complications in providing
itvioe comes from the fact that so much of it is intangible.

- Yot in every service encounter, there are tangibles—
fore, during. and after the fact—that affect the way custom-
- Judge the quality of the service vou're providing. If a
stomaer asks for directions in a hotel or strange town and you
lut the way, that's intangible. Drawing a map Is a way to
pike the service tangible. The fifth and final key to mastering
o fundamentals of Knock Your Socks OIf Service s under-

£ i
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standing the role tangibles play in making your intangible ser-
vice memorable and satisfving.
Think about going out to sal:

1. Before you enter a restaurant, you evaluate it based on
some of its tangible attributes: the advertising you've
soon or heard, the location as you drive up, and the
cloanliness of the parking lot where you leave your car.
Can you smell the aroma of good food or the remains
of half-eaton meals rotting in the dumpster? Do the
building and grounds look well kept? Is the sign lit and
logible?

2. As vou walk through the front door, you make more
judgments. Does the host or hostess look [riendly?
Does the establishment appear to be cloan? (And if it's
not, do vou really want to eat the food?) Is there a place
to hang vour cout? Can you find the rest rooms or the
telephone without a guide?

3. During vour meal, you evaluate other tangibles, from
standard expectations about the menu and the table-
ware to unique items such as the special hat you see a
waitress give a small child or the balloons passed out
to 4 group celebrating a birthday. You judge the way
your food is presented—how It looks on the plate and
how closely it resembles the wonderful picture you
saw on the menu—as well as how it tastes.

Henderson Just completed
our 3-week SErVICe Semipar
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4. After the meal, there are still more forms of tangible
evidence for you to weigh. When the check arrives, is it
neat, accurate, and understandable? Or do grease spots
give you the impression that it absorbed more of your
meal than vou did? If you use the restroom, is it clean?
And if you paid your $10.01 check with a twenty, did
your server bring you 99 cents in change, or a crisp,
new single?

Demonstrating Value

Tangibles help convey the value of the service transaction’s
intangible aspects. They're an important way for you to edu-
cate your customers and help them evaluate the quality of ser-
vice you've provided. Manage the tangible aspects of the
encounter and you give your customers something solid to tie
their impressions to,

TP Il vou re helpng a oustamet eslimote Ihe fola
purchos, De 1O New S sysiem o a O OfF OO
pal. wiite your COROuUK Hiors neglly on 0 poge 2N YOuU
NAMmE N DHOoNe NUMDer YO Cusiomse will Cfopeech
ote havng it 05 Q efEmence and will easlly remembes

Wi proviciecs such 1emne sevice

The best rule of thumb regarding the tangibles you man-
age is, Never give something to customers you'd be reluctant,
embarrassed, or angry to receive yourself. Here are three ways
you can demonstrate the value of the service transaction:

1. Take pride in your own appearance and the look and
feel of the materials you give to your customer. Hand
them over personally instead of tossing them on a
countertop or leaving it to the customer to figure out
what to gather up and how to arganize and carry them.

2. When customers give you their name, phone number,
or other information, write it down. This demonstrates

that you think the information is important. And make
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a point of getting it right: Rend it back to make sure
there's no mistake.

3. Make sure the parts of your workplace customers see—
and especially those they touch—are clean, safe, and
us comfortable as vou can make them

When vour customers describe your service to their
friends and colleagues—people who could become your next
customers—they will focus on their observations of tangible
things. To keep customers coming back again and again, you
want those tangibles to reflect well on you and the service you
provide.

First Impressions are the most Iasting.

Customers Are
Everywhere—Inside
and Out

Wwho does my work go 10?7
Who is my work important to?

i & Brosties!

At Dun & Bradstreet, the giant data management and research
company, every employee is required to answer those two
questions in order to identify their customers, no matter where
on the organizational ladder they are.

Dun & Bradstreet recognizes that great service doesn’t just
happen on the front line, where service providers come face-
to-face with customers as consumers, The fact that you may
never see the customers who ultimately buy and use the prod-
ucts and services your company provides doesn’'t make you
any loss of a service professional. Not on your life. Everyone
has o customer, just as everyone is 4 customer.

There are two basic types of customers;

1. External customers: the poople who buy your products
and services. They are external to, or outside of, your
company; they are the source of the revenue that funds
continuing operations, Without them, you won't be in
business for very long.

2. Internal customers: the prople who work for your o
nization. Regardless of whether they are at another lo-
cation in your building, in another state or country, or
sitting ot the next desk in your dopartment, if they de-

pgdnnynumdtb.wotkywdolnmmmm




32 T FuNDANVENTAL PrincimEs

their own work—aoften so they can serve their own cus-
tomers—they are your customers.

There's a remarkably close and consistent link between
how internal customers are treated and how external cus-
tomers perceive the quality of your organization’s services.
Benjamin Schneider, professor of psychology and business
management at the University of Maryland, is well known for
his research on how “the people make the place.” He notes
that & commitment to serve internal customers invariably
shows itself to external customers, and that it's almost impos-
sible to provide good external service if your organization is
not providing good internal service. Without a commitment to
high-quality, Knock Your Socks Off Service inside an organiza-
tion. service to end-user consumers will surely suffer,

Identifying Your Customers

In the 1980s when Jan Carlzon led s remarkablo turnaround
that brought his company, Scandinavian Airlines System.
from an $8 million loss to & gross profit of $71 million, he
didn't resort to new advertising or clever accounting gim-

Not now Jenkins,
Cant You See

Yhat I'm working
external|y ?
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micks, He did it by inspiring an uncompromising focus on the
customer at every level of the airline, Part of that focus in-
volved changing the way people within the airline interacted
with each other.

Carlzon's hope was to make SAS the best possible air
travel choice for business travelers. To do that, he believed,
every employee of the airline had 10 focus on customer ser-
vice. But Carlzon knew that not everyone in the company had
direct interaction with external customers—the passengers
boarding the planes. In fact, @ very significant portion of SAS
omployees served only internal customers:

« Maintenance workers made it possible for ground crews
and pilots to keep the planes flying on time.

« Catering staff kept the planes well stocked with food
and beverages so flight attendants could keep passen-
gers fed and comfortable.

+ And managers had to do whatever it took to serve their
frontline people so that they. in turn, could serve pas-
sengers,

To make sure everyone knew where they stood in the new
SAS, Carlzon procluimed a simple, universal job description:
“If you're not serving the customer, your job is to be serving
someone who is.”" That told everyone, from the front lines to
management, that the airline could survive only if thoy all
worked together to make the organization function on their
passengers’ behall. It also told everyone where to focus their
offorts: on service.

Identifying Intemnal Customers

External customers are pretty easy to identify. Sometimes,
howaever, it's difficult to identify your customers when they
are inside your organization. Maybe you don't see them face-
to-face. Maybe you're not sure what happens to your work
when it leaves your desk or department. Maybe the same peo-
ple you serve also sorve you. The customer/service provider
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relationship within an organization is not static. It can change
from day to day, from moment to moment.

TIP: I VOUr OGN, your Cusiomes s whoeve! (&=
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If, for example, you take customer orders at your com-
pany's telephone center, obviously yvou are serving external
customers directly. But you have internal customers too. Who
roceives the orders you take from those oxternal customers?
What happens when necessary information is missing from
those orders. or is entored incorrectly? The impact of what you
do or don't do affects both your external customers, who may
not receive what they ordered, and your internal customers in
the warehouse, billing, and shipping, who will have to deal
with the complaint that comes when the order isn't received.

TP Once you'ves ioeniifex! youl © plomeans 14k 1o 1her
aeout what they do ond don't ilee GDOUY T senioe you
prowce for hem Use el Hsadiack 10 Improavea The
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Customers truly are averywhere, outside your organiza-
tion as well as within. It is your job to identify your customers,
1o know what they need from you and how you can provide it
for them. Doing so in ways that maximizo both internal and
oxternal customer satisfaction is what creates that sense of
teamwork and camaraderie that good organizations thrive on.

If you're not serving the customer, your job Is 1o be sarv-
Ing sorneone who 5.
— N ey
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The Ten Deadly Sins of
Customer Service

Would you do business with you?
—Lindia Sherrmesn Golctinmes
' ;‘.'-" 4 Y ! ,}xf'VYW‘. f\,‘.;r:c.'y_ » Yoy

Everyone has pet peeves, little things that annoy them beyond
reason. When you were young, knowing the little things that
set off your little brother or sister could afford you hours of
pleasure, As adults, we recognize that annoying little habits
and idiosyncratic behaviors are not only bad manners, but
they also can get you into serious trouble—especially on the
job.

Knock Your Socks Off Service is a positive philosophy.
But part of serving well is knowing what nof to do. It's impos-
sible to anticipate everything that might get under the skin of
a particular customer. But there are things that irritate almost
all of us when we're on the customer side of the counter. Avoid
producing these irritants for your own sake as well as your
customer’s.

Here are ten “'sins’ you can control, behaviors and actions
that some service providers (never you or us!) exhibit that cus-
tomers say annoy them most. While our list is based largely on
our research with customers and service professionals, as well
#8 0N our own experience as customers, we're also indebted to
Karl Albrecht's book, At America’s Service,
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Ten Sins You Can Gontrol

1. “Idon’t know." A survay of rotail customers in Wash-
ington, D.C., found the number-one reason for switching to
catalog shopping was that salespeople in stores were so igno-
rant about the merchandise. Customers expect vou to know
something about the products and services you sell. If you
really can't answer a customer’s question, add three essential
words 1o the italicized sentence above: “I'll find out.”

2. “Idon’t care.” Customers want you to care about serv-
ing them. They want to sense that you take pride in what
vou're doing, This reinforces their belief that they've made a
good chaice by doing business with you. When your attitude,
conversation, or appearance makes it clear you'd rather be
somewhere slse, they'll find themselves wishing the same
thing.

4. “I can't be bothered " Actions really do speak louder
than words. Beliove it. If your conversation with a coworker
or an obviously personal phone call takes precodence over a
customer, or you studiously ignore somoeone’s attempt to catch
your attention, your customer will be annoyed—and rightfully
S0,

Come back /
You SPine less
JellYfish !
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4. “ldon't like you." Customers are sensitive to attitudes
that subtly or overtly say, *You're a nuisance: please go away."
And no one enjoys the occasional encounter with a customer
service person who is openly (or even covertly) hostile. The
more aggressively obnoxious your behavior, the more memo-
rable it will be for your customer, for all the wrong reasons.

5. "I know it all."” When you jump in with a solution or
comment before a customer has finished explaining his or her
problem or question, that's being pushy. So, too, is trying to
force a customaer to muke o buying decision. Knowledge is a
tool to help you serve customers better, not a bludgeon with
which to beat them into submission.

6. "You don’t know anything.” There are no dumb ques-
tions, only dumb answers. When you rudely or insensitively
cut off. put down, or demean customers for having a confused
or wrong idea of what exactly they need or what you can do
for them, you slam the door in their face. Next time, they'll
look for another door to walk their business through.

7. "We don’t want your kind here.” Prejudice, like cus-
tomers, comes in all shapes, sizes. ages, colors, educational
levels, and any other characteristic you care to name. But re-
gardless of class or category, every customer is an individual
who wants (and deserves) to be treated with courtesy and re-
spect. Do you treat customers who show up in suits better than
those who dress in jeans and T-shirts? Do you assume that
elderly customers won't be able to understand complex issues,
or that younger customers aren’t seriously interested in buying
anything? Your attitudes show in ways you may never even
suspect.

8. "Don't come back." The purpose of serving customers
wall is to convince them to come back again and again. The
casiest way to discourage that is to make it clear in words or
actions that they're an inconvenience in your day you'd just
as soon be rid of once and for all. Thanking customers for their
patronage and loyalty builds a relationship that can grow and
mature,

9. “I'm right and you’re wrong.” One of the easiest (and
most human) traps to fall into is arguing with a customer over
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something that really is more a point of personal pride or
pique than professional service. Customers are not always
right. of course, but it doesn’t cost you anything to give them
the benefit of the doubt.

10. “Hurry up and wait.” More than any other variable.
time may be the number-one obsession for people today.
Everyone starts with only twenty-four hours a day: no one
wants to waste any of it, whether waiting for something to take
plice or being forced into a hasty decision that they'll sooner
or later come to regrot. Respect your customer’s time and
you'll find they respect you in retum.

Baber's Rules of Customer Service

« Muke the customers feel hoard.

« Make the customers understood.

« Make the customers liked.

« Make the customers respected.

+ Make the customers feel helped.

+ Make the customers approciated and respected.

—~NICHO8I Bote
Integratec Businass Leadenshs Mhiough Crass Markefing

The Customer Is
Always. ..
the Customer

Our Policy
Rule 1. The customer Is always right!
Rule 2. If the customer |s ever wrong. reread Rule 1.

Cteng) |ascrcared s Doty S0
Jorwalk Conmactican

These words, chiseled into a 6,000-pound rock resting just
outside the front door of Stew Leonard’s, the world’s largest
{and most profitable) duiry store, are probably familiar.

They are also wrong.

So why do the people who run Stew Leonard’s Dairy so
loudly proclaim “Rule 1" and “Rule 2" at the entrance to thoe
store? Because each and every employee knows, lives, and
breathes the real truth behind the slogan writ on the rock: Cus-
tomers are not always right, but they are always our customers.

Right and Wrong

The customer is not always right. You know it. We know it, In
fact. studies conducted by the Washington, D.C.~based TARP
Institute, n premier service research firm, even prove it scion-
tifically, TARP finds that customers canse about a third of the
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service and product problems they complain about. Blindly
believing, or ncting as if you believe the customer is always
right, can be detrimental to you and 1o your customer.

Customers-are-always-right thinking can put a stop to
problem solving and customer education. You can’t correct a
problem or a customer’s misconception if you can't admit that
it exists. Many times when customers cause problems—or be-
lieve untrue things—it's because weo haven't taught them any
differently. We are so familiar with the products we sell and
the services we supply that we forget how much there is to
know, how much we have to help our customers loarn.

Perhaps more dangerous is that customers-aro-always-
right thinking puts service providers in a ane-down position.
It says, “'You're not paid to think or ask questions. Just smile
and do whatever the customer tells you to do.” No wonder
that in such settings, service begins to feel like servitude:
“Hello, my name is Pat and I'll be your personal servant this
pvening."”

Finally, blindly holding to the idea that customers are al-
ways right means that when something goes wrong—as it will,
sooner or later—you must be wrong, You know that's not true.
If you're behind the counter in a McDonald's and a customer
walks up and orders McLobster and a bottle of McChampagne,
it's very clear who's right and who's wrong. It's also irrelevant.
Your job Is to manage the encounter so the customer continues
to be a customer.

Why We're There

The customer is our only reason for being there. Knowing that
the customer is always tho customer (not the problem. the
enemy, or the bane of your existence) helps focus your effort
where it belongs—on keaping the customer. The goal of every
service transaction is, and must be, to satisfy and delight cus-
tomers in ways that will keep them coming back for more,

As 4 service pml’mionnr you hold the power to make that
happen. To do it, you need to be and act smart. You noed
know more than your customer does about the pr g

The Customer Is Always the Customer 4)

:"Wlml vou sell and supply. You need to be sensitive to the
act that customers, like service professionals, are only human,
with buman faults and feelings. When customers are wrong,
vour role is to use your skills to help make them right, in a
manner that neither embarrasses nor blames.

Three Ways to Make Customers Right

4 1. Assume innocence. “Guilty until proved innocent”
0esnl play well with customers. Just because what they are
3;!'"8 sounds wrong to you, don't assume that it is, It may be
that they are simply explaining what they need or want poorly,
or that the directions they should have received were missing
or misleading,

‘I soe what happened. The computer disk is copy-pro-
toctod, which is why it froze up when ;r)ou tried to copyplj: :nlo
your hard drive. Unfortunately, the directions assume that you

;:rf 'l.l.l.al will happen. Here's how we can fix things for

& Look for teaching opportunities. What information
could your customers have used before the misunderstanding
occu‘x:r?d“p Make sure they get it now.

. 'm glad you hrought this to my attention. The informa-
0 you needed was here in your packet. but | can see how it
m*&lld be easy to miss, buried under so many other papers.
1's roview your packot to see if I can head off any other sur-

prises.”
TP U Con't aduceote e eyt

N angry. customess do nol oke kindly 1 resduco-
I"~ M"Y I KNow.  youl Iy | e ryucucies) (ol f W W

e Whilss heasy e girese gy

Yl ol Lt remeribssrad | | wiryg 10 eadiucole of
he WIS Mo [ o duds way 10 o 1o s £210m
&5 U

& Beliove your customer. Sometimes, the customer you
:;i:ally think is 100 percent wrong will turn out to be rlyghl
pllln:";“ you'w; ridden u:iughshod over their request or com-
+ You're going to find vourself wolfing down a heapi
vasofhmhhpmmwimdwmmwu
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vice is 10 keep customer rolationships intact. When in doubt,
give your customer the benefit of the doubt.

“Let's check the advertising flyer to verify that the price
you saw is for this model. . . . Sure enough, there it is. Thanks
for pointing that out to me. I'll make sure we get the shelf tags
corrected so everyone knows which model is on sale.”

Unfair Advantage

What about customers who try o use your service standards
against you and get something for nothing, or a better deal than
they are entitlod to? First, it's important to recognize that truly
dishonest customars are pretty rare. But they do exist. Much
more common are customers who honestly disagree with you
about what is true and what Is fair.

How do you tell the difference between ligitimate and de-
ceithul customer actions? We recommend the “Three Strikes
and You're Out”" policy used by Stuart Skorman, president of
Empire Video of Keene, New Hampshire. The first time a cus-
tomer and clerk disagree on whether a video was roturned, it
must have been our mistake,” Skorman says. Samo thing the
secand time. But three strikes, and the customer's credibility

is gone.

Don’t fix the blama. Fix the problem

Part Two

The How To’s of
Knock Your Socks Off
Service

BeTter, bur vour eves
STilL say, " In Your face”

f&/_\'

Y

|
f e

Qutstanding customer service Is a tapestry of Individual actions
are important In the customer’s ayes Most are reiatively
ond simple to master. Together, thay combine to maoke the
you provide truly memortable

How well you listen, understand, and respond 10 each cus-
, how you handle foce-to-face contoct, how you use the
’he words you put on paper, the way you anticipote
[Gustomer’s needs, and whether you thank them for doing busl-
i with you all contribute to your customer’s evaluation of your

 Properly combined and skilifully executed. these elements
up o outstonding service, the kind that says, I'm gonna
your socks offt”’
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Honesty Is the
Only Policy

A man always has two reasons for doing anything—a
good reason. and the real reason.

Morgen
| INNCKs

When it comes to customer service, honesty isn't the best pol-
icy, it is the only policy. Lying 1o or misleading customers
invariably leads to far worse problems than looking them
straight in the eye and telling them something unpleasant they
need to hear right now,

There are two very good reasons for facing your customer
with the bad news.

First, tall 1ales inovitably catch up with you, and often in
the most unexpected ways. Our partner, Thomas Connellan,
tells the story of a shipping clerk (let’s call him Ralph) in a
company in Michigan who had discovered a cute and, to his
way of thinking, foolproof way of keeping customers off his
back. Every moming he would bring three newspapers to
work: the New York Daily News. the Chicago Tribune, and the
Los Angeles Times. Ho would scan each carefully and circle
any news item having to do with a transportation disaster—
train wrocks and derailments, heavy snowfall in the Rocky
Mountains, trucking strikes in the Southeast. You get the pie-
Ture.

Then, for the rest of the day. anytime a customer called up
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tells the story of a shipping clerk (let's call him Ralph) in a
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way of thinking, foolproof way of keeping customers off his
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Mountains, trucking strikes in the Southeast. You get the pic-
ture.

Then, for the rest of the day, anytime a customer called wp
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complaining that a promised shipment had not yet arrived,
Ralph would put the callor on hold, thumb through the news-
papers until he found a likely item, go back to the caller, and
ask: “Did you hear about the train that derailed outside Forth
Worth last night? . . . | know for a fact that your shipment was
on that train. I'd like to help you out, but there's not a thing |
can do about o natural disaster.”

Ralph's little trick worked well for all of a yoar—until a
purchasing agent customer, suspicious because three of his
last five promised shipments were subject to “natural disas-
ters.”” began checking around. To make a long story short, he
figured out what Ralph was up to, put Ralph's company on his
“Unreliable Vendor' list, and wrote  stinging letter to Ralph's
company president. Do you need to ask what kind of natural
disaster happened to Ralph?

The second reason for playing straight with your custom-
ars is that—surprise!—customers respect honesty. No. it isn’t
fun to toll a customer that there is a problem, or that the deliv-
erv date the customer has in mind is unrealistic. But when you
have to, and vou make it clear you will follow through to do
all in your power to make things right again, your customers
come away appreciating you as a straight shooter they can de-
pend on to tell the truth—regardloss.

Miss Manners, ak.a Judith Martin, dubbed The High
Priestess of Protocol by Frequent Flyer magazine, provides a
case in point. Here's how she described two recent uirline

WeTe Sorry ue missed
Your Call,Pigase leave
0 Messade . BEep .

Honesty Is the Only Policy a7

flights, both delayed due to bad weather, to the readers of Fre-
quent Flyer:

On the first, the crew did little to inform the passen-
gers of the flight's status, glumly responding to re-
quests for pillows, blankets, drinks, etc, The second
crow apologized for the delay, offered advice on pas-
sengers’ scheduling problems, kept everyone in-
formed. and generally tried to make things as
pleasant as possible.

Which planeload of passengers believed that the fight
crow was really doing everything possible to get them to their
destination? And which airline will Miss Manners choose the
next time she flies?

Do It for Yourself Too

There is actually a third reason for always being honest with
customers: the way you feel about yourself. A friend of ours
used to work for one of those television shopping network
companies, She was the chief upset customer handlor. When
customers called in to report that the merchandise they bought
was defective, her job was to smother those callers with “T'm
sorry” and “We apologize’ verbiage,

The trouble was, most of the merchandise the company
was selling was factory seconds, items known by everyone in
the company to be defoctive. Our friend was, in essence, u shill
charged with the responsibility of mollifying the few custom-
ers who were brave enough to complain about their purchases.
The company, she was told straight out, was counting on the
fact that only about 4 percent of upsel customers complain
when they receive shoddy service or merchandise.

Did she give the complainers their money back? Abso-
lutely. The company was willing to buy off the few who
braved its complaint and return systems. Did she make the
complainers foeel better? Definitely. At least someone was there
to listen to them.
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But she quit her job after six months. Why? “Because,”
she says, 1 couldn’t tuke being part of a sloazy operation that
wiis knowingly exploiting its customers.”

TP How vy i oLt yourset in your Kt o oo

Whoeaver is caralass with the truth In small matters can-
not be tusted with important matters.

At et
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All Rules Were Meant
to Be Broken

(Including This One)

Rulas exist to serve, not enslave

PATWOIre: DIOCQITImimes 5§ CoacrT

Rules are everywhere. We encounter formal rules in the form
of laws and policies—"No right turn on red,” "Returns must
be accompanied by receipt.” Other rules are informal, taught
by custom or experience—"When you bump into another per-
son, say ‘Excuse me,' "' “Allow extra time when driving during
rush hour.”

Rules should share a single purpose: to makae life run more
smoothly, more efficiontly, in o more organized and orderly
fashion, We sometimes call this purpose the spirit of the law.
But rules don't always fulfill their spirit. In fact, sometimes
they work against what we're trying to accomplish. That's why
it's important for Knock Your Socks Off Service professionals
to understand the rules that direct their efforts.

Rules vs. Assumptions

Wo are 50 used to rules in our lives that sometimes, when we
don't know the answer or aren’t comfortable making a deci-
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sion of our own, we're tempted to make up o rule to fill the
gap. Or. in the stress of the moment, we may borrow a rule
from another seiting that seems to fit our current gituation.

‘or example, imagine you'ro o new cashler. A customer
comes in and asks to write check for $20 more than the
amount of purchase, You don't know what your store policy
is, and there's no ong nearby to ask. What do vou do?

« You might assume that cashing checks for over the
amount is against the rules and say no.

« Or you may barrow a rule from your last job and allow
the customer to write the check for $§5 or $10 more.

Either option is tempting bocause it puts you in control 0.[
the situation and keeps you from having to say, "Gee, 1 don’t
know If vou can do that.” But not knowing all the rules is
uatural! In fact, not knowing and finding out—for yoursell and
for the customer—is one of the best ways to lvarn on the job.
[nstead of assuming there must be a rule that will make you

o, find out how 1o say yes.

" r;(,titﬂn Anderson remembers o business trip 1o Kansas
City where she was working particularly long days. Back in
her hotel room one evening, hungry from having skipped
lunch. sho reviewed the room service menu. Nothing ap-
pealed. She called down to room service and asked if she
could have a plain broiled chicken breast with a small salad.
“f don't see that on the monu,” the room service waiter re-
spondod. “It's not.” sho replied, “but it's what I'd wnlly like
to have. Gan you make it?” Silence. Then again, “Well, il' s nol
on the menu.'” To make & long story short, Kristin didn't end
up with a room sorvice meal that night, though the room ser-
vice personnel at many hotels since then have ua.sﬂy and
cheorfully accommodated similur requests, Guess which hotel
in Kansas City she tolls people to avoid?

Red Rules vs. Blue Rules
Rul important when they protoct the public safety or ro-
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wrong things happen. But other rules are simply habits and
customs with hardened arteries—systems that grow inflexible
with age and take on a rigidity never intended.

In health care. same organizations work in terms of Red
rules and Blue rules: Red rules are rules that cannot be broken.
They are there to protect the lifo or well-being of the patient.
An example of a Red rule is, “No smoking whero highly com-
bustible oxygen is in use.” Blue rules are designed to make the
hospital experience run more smoothly for patient and staff
alike. A Blue rule example is, “Incoming patienis are pro-
cessed through the admitting department.”

Health care workers have to know when i Blue rule, such
48 "Fill out the admission forms first,” should or must be bro-
ken: in the emergency room, or when a pregnant woman ar-
rives in labor, the paperwork can wait,

Do you know the Red rules and the Blue rules in your
company? Red rules may be set by the government in the form
of laws or regulations, or by your company’s munagement.
Blue rules may evolve from department policy or past axperi-
ance. You noed to understand where the rules come from
why they exist and be able to explain them to your customers
s0 they in turn know why you're daing what you're doing,

T Know theyre written
in Stone but which ones
are Blue rvles and wWhich

ones are Red rules?
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Breaking vs. Bending the Rules

Know vour own limits, If you believe an excoption should be
made but sren’t sure you can or should do it. ask o more expe-
rienced poer, your supervisor, or your manager.

Without formal and informal rules, service would become
chaotic—und customers would never know what to nxpoct.
Just because you think that breaking or bending & rule won'l
cause the ceiling to fall doesn’t mean you should take it
lightly. Know the nature of the rule in question, tl.m reason for
the rule, and the consequences of nol following it. then help
vour customer make the system work.

he exception proves the rule
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Do the Right Thing . . .
Regardless

Use your good judgmeant in all situations.
Thera will be no additional rules.

NOrcnom, i

EITIDIOVEE MONODDOW

Doing the right thing and doing things right are separate but
oqual issues in providing Knock Your Socks Off Service.

Daing things right deals with knowing—developing and
using technical skills and people skills, knowing about your
customers' needs and expectations, learning about your com-
puny's products and services, and being able to answer ques-
tions about how things work and why.

Doing the right thing is action-oriented. It involves mak-
ing judgments about how to use your company's products and
services on your customers’ behalf—sometimes in ways they
may not have asked for, or even thought of,

The Nordstrom department stores’ Employee Handbook
I8, by now, almost legendary, 1ts elegantly simple, solitary rule
i%: Use your good judgment in all situntions, The lack of addi-
tional rules doesn't mean there's no direction. Nordstrom
smployees—those fabled Knock Your Socks OIf Service pro-
fussionals—are encouraged to use their managers for support
whan they're not sure what to do. In Nordstrom's words:
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In orientation and training programs. Nordstrom people
learn what doing the right thing means for the customers they
will serve. Somotimes it means sccepting a return with no
questions asked or walking a customer 1o another depart-
ment—even to a competitor's store—to find just the right
clothing accessory. The result? From coast to coast, people tell
stories about service, Nordstraom-style. Even those who've
never seen the inside of a Nordstrom store (the company oper-
ates mostly on the West Coast) have heard the stories. And just
about the time they start to shake their heads and say things
like. “Sure, but how long can they stay in business doing
things like that?"" someone adds the roal clincher:

o Nordishom reguilarly PoOsts Some al Ina highest sales
pex scuore foct in the ralall Industry Not only Goes
notody do it batter, nobody Mmokes mare maney
aoing il ngnt. ether

Is the Right Thing Ever Wrong?

Many frontline service workers and plenty of managers feel an
instinctive fear of simple policies such as, “Do the right
thing. " The fear is natural; for generations, we've been warned
about the dire consequences of “giving the store away." But
that fear is easily overcome when common sense and the com-
potence that comes with experience are brought to bear on the
subjoct,

,Am you going to give the store away? Of course not—no
more than Nordstrom's people do, When managers and service
professionals feel uncertain about the idea of “Do the right
thing,” we tell them the point of Knock Your Socks Off Service
is to delight their customers. Thal makes customers come back

o that makes money for the company.
It's pointless for your company to hire
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them well, and back them with customer-friendly systems and
supportive management. only to refuse them the opportunity
(or see them decline the opportunity) to make good judgments
on their customers’ behall. The system’s not out of control: it
is being controlled by your innate good sense, That's why your
company has already entrusted you with its most priceless
asset—customers, the very future of the business.
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Your own good judgmaent applies in every industry. If you
know your job but aren’t sure exactly what you should or
shouldn't do in a particular situation, try asking the following
three questions as your guide:

1. Does the action violate a Red rule, ar is it about bend-
ing a Blue rule? 1f u Red rule is involved, you can generally
stop right here. When housekeepers at St. Luke’s Hospital in
Milwaukee are asked by patients for water, they know to check
first with the charge nurse. If the patient is on restricted fluids,
the simple act of providing a glass of water violates a Red rule.

2. If it involves a Blue rule, will bending or breaking the
rule allow us to serve customers better? make more money? be
positively different from our competition? The fact that you
can bend o Blue rule is not in and of itself a compelling argu-
ment that you should bend or sbandon it. Window cleaning
for the historic Foshay Tower in Minneapolis has always been
done during the workweek, during normal business hours—a
de facto Blue rule. While the building manager will happily
schedule weekend service for tenants who need it, she first

dins, “Our windows date from 1929. We open them (o
cloan the outside from the inside, We prefer to clean during

the week so that if we discover that a repair is needed, it can
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be done immediately. | don't want any tenant to suffer with a
taped-up or boarded-up temporary fix.”

3. Who should make the final decision? Find that person,
and take action. In many cases, it will be you. Somoetimes, es-
pecially when bending a Blue rule involves a risk or an added
expense, vou will need to involve a manager or supervisor.
With your answers 1o questions 1 and 2, you will be able to
offer your manager thoughtful perspective and an action plan.

It they (employees) make a wrong decison. that's
something that can be comected later. At least they
octed in good faith. This Is part of our commitment (to
Our customers).

Jucy e '_!,.”",
Chaimian Four Ssoanrns Hotels
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Listening Is a
Skill—Use It

Listening Is about frust and respect and Involvement
and Information sharing more than it is about ears

—Beverly Bnogs
Ecitor. Custormer Connecton Newsathar

Most of us listen to only about 25 percent of what we hear.
What happens to the other 75 percent? We tune it out. In one
ear and out the other, as if we never heard it. Listening is so
important, it's amazing how seldom we practice it well. But
since good service involves listening, understanding, and re-
sponding to customers, good listening is an important skill for
practitioners of Knock Your Socks Off Service, When you lis-
ten well, you:

+ Figure out what your customer wants and needs.

* Prevent misunduerstandings and errors,

* Gather clues about ways to improve the service you pro-
vide.

* Build long-term customer relationships,

It's important to listen actively, almost aggressively. To
serve your customers well, you need to know as exactly as
possible what they want, how they want it, when they want it,
what they expect to pay for it, how long they expect to wait,
and what else thoy expect with it. There's no need to guess—
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and risk being wrong. Customers are ready, willing, and able
to tell you everything (or almost everything) you need to know.

Good Listeners Are Made, Not Born

People who seem to be natural listeners waren' born that way.
They just started practicing a lot varlier, It's nover too late to
start improving because good listening Is a skill that gets better
as you exercise it. What's mare, the listener has a powerful
advantage in any conversation: While most people speak at
only 125 to 150 words per minute, wo can listen at up to 450
words per minute! Thal moans we have time while listening
to identify the main points the speaker is trying to make and
begin to organize those points into an effective response.

TIP: Fenfotoe Sstening 10 YOour ¢ LAty by wriling oown
mlommation and Kseas on Now i resOr—tul don '
diute vour fiacus by Inying fo formukte Q febutial o ar
wumar!. When you have G chancs 10 stk you will De
f‘xt_-oo o “refect” ook your Cusiomer's ki points. e
fiaction. aven of the easy ond vious hings, Contirm
it vou nove etened 10 and understood your cus
Imal ono are now. ROy 10 eSO ! 1o e et
WM. OF DYoDiem

Make sure you hear what the speaker is trying to commu-
nicate:

1. If the information is complex, confirm your under-
standing by repeating it: “"Okay, Let mo catch up with
you. You've made some important points and | want to
make sure | understand. You said that you .. ."

2. Ask questions if you are unclear about anything: “Do
you want the multifacetod jumbo widget with the re-
varse locking knob or the superfoceted mini model
with the glow-in-the-dark handle?"
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3. Read buck critical information—for example, the spell-
ing of the company’s name or the numbers in a street
address, phone number, web site or e-mail address—
after you write it down. It ensures you are right and
roassures the customer that you listened and heard.

Barriers to Effective Listening

A wide variety of distractions can got in the way of good lis-
tening.

+ Noise. Too much noise in your business environment
causes interference. Can you easily hear customers when they
speak in a normal tone of voice? Or are they drowned out by
too loud music, the general hubbub of your workplace, or the
voices of your coworkers and other customers?

+ Interruptions. Communication happens when two peo-
ple work at it together. Have you ever tried to explain some-
thing to someone who was constantly saying, “Just a sec: Gotta
take this call,” or looking over vour shoulder to yell advice or
information 10 & colleague? Such controllable interruptions
tell customers, **You aren’t important” or, I really don’t want
to liston to you."

Eﬁhud , Tm Llste@
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* Daydreaming. Interruptions come from inside as well as
outside. When you find your thoughts drifting away to the
movie you plan to see tonight, or the fight you had with your
spouse this morning, that internal interruption can be every
bit as destructive to good listening. Keep the focus on your
cusiomer.

* Technology. Technology can hinder effective listening as
much as it can help to put us in touch. For all the good service
made possible by teloephones. voice-activated terminals, and
remote microphones in drive-up windows, it's much harder to
listen to someone you can't see face-lo-face, or whose voice is
distorted by & machine,

» Stereotypes. When we label ppople—when we make as-
sumptions about what they look like, how they will behave,
and what they have to say—we make it difficult to understand
what they're really saying. From that false start, we fit what we
later see, exporionce, and hear into a flawed projudgment. And
quite often we're very wrong,

+ Trigger words and phrases. All of us have hot buttons
that customers may inadvertently push. And ance the button
is pushed, listening can stop. Remember that your main con-
corn Is 1o listen to what your customer is trying to say, not the
individual words he or she uses. What rubs you the wrong
way just may be completely innocent from the customer’s per-
spective. (And even if the customer is giving you a dig over
past performance, letting it pass shows your good grace and
style.)

« Attitude. Your attitudes color what you hear and how
you respond. Defensive people evaluate everything, looking
for the hidden messages. People on the offensive are too often
looking for a fight, formulating oh-yes-well-let-me-tell-you ar-
guments even before the other person has finished speaking.
Your attitudes should help you listen, not deafen you, to a cus-
tomer's words,

It's also important to listen for the things that you don't
hear. the things vour customers aren’t saying to you. If custom-
ers used 1o compliment you on speedy delivery but haven't
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recently, perhaps your performance Is slipping. If they sigh
and say. “Oh. fine, | guess,” when you ask them how your
services measure up, vou should be hearing another message
loud and clear.

People don't buy because they are made fo under-
stand. They buy because they feel understood.

>0ea manm




Ask Intelligent
Questions

It is better 1o know some of tha questions than o know
all of the answers.

s THL b

Customers are often less than articulate—or even clear in their
own minds—about their wants and needs, The customer who
says "I'm not quite sure” in response to your "How may | help
you?" Is at least being frank, and is expressing the feelings of
a lot of customers, And it's your job to help them sort it all out.

To be successful with the unsure or unclear or confused
customer, you have to put on your detective hat. And like
Sherlock Holmes or Jessica Fletcher or Miss Marple or Co-
lumbo, you have to go in search of clues, Armed with a supply
of good questions, you are sure to succeed.

Three types of questions will help you in your search for
clues to what the unsure customer needs from you.

Background Questions

Background questions are the introduction to vour conversa-
tion. Thay tell you who you are tlking with and allow you to
pull up a customer's profile or account. They also help you
evaluate whether you are the best person to help the customer,
ar if you should direct him or her to & different person or de-
partment.
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“Do you have an account with us?”

“May | have your customer identification number as it ap-
pears just above the label on the back of the catalog?

I have a few questions about your past mudlcql history.
First, have you had any of the following . .. 7'

Sometimes, customers resist background questions, "Wlf.y
do you need to know that?" they ask. Or they may protest, |
gave you that information the last time I was here. Don’t you
keep records?” You can decredse resistance by explaining up
front why vou need the information. We call this tactic pre-
viewing. Hure are some examples.

1 appreciate your concern, Ms. Wilson, If you will just
help me with a few questions, I'll get you connected (o
an agent right away." -

“l no:(%l:o ask you some questions about your medical his-
tory. We do this every visit to ensure that our records
remain accurate and up to date.”

The preview reassures your customer that you do care and
that the background questions do have a purpose.

Probing Questions

Probing questions help you delve more deeply into a customer
noed, problem. or complaint to identify the lssues involved
and begin to move toward a solution. There are two basic types
of questions; closed and open-ended. Closed questions are
generally answered with a yes or no or with a speciﬂg piece
of information. A background question asking “"What is your
account number?” is a good example. Open-ended questions
genorally require more-lengthy explanations and invite the
customers into o conversation. More often than not, probing
questions will be open-ended.

“Can toll me more about your event—who will be at-
hndyl(:l_ug. what they will be oxpoctln's, and how last
your's ovent could be improved upon?”
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“What features are vou looking for in a new bhike?
“What happened after you plugged in the VCR?"

Remember that probing questions are a way for you to get
information. If the answer your customer gives sounds impos-
sible or untrue, don’t dispute it. Instead, ask another probing
question.

A good source of probing questions is the basic five W's:
who, what, when, where, and why. Thev've served repaorters
well for decades,

" Who was alfected by this?"

" What would you like to see happen next?”

“When do you nwed to have the new part installed?"

* Where did the original part break?"

“I'd like to find out why this happened so we can prevent
it from happening again. Have you formed any theo-
ries?"

The exact questions you should ask will, of course, vary
with the situation. And when in doubt. know you can almost
always uso the trivd-and-true, all-purpose probing question:
“Could you tell me more about thut?"

Confirmation Questions

Confirmation questions provide a “check and balunce’ sys-
tem. They help you confirm that you've correctly understood
the customer’s message, and they give the customer an oppor-
tunity to add information or clarification,

“That takes us through the sftercare regime Dr. Kling pre-
scribed. The exercises are the most important part, and
they can be challenging Would you like to review them
again?”

“So, if we could provide you with a partial order today,
snough product to see you through Monday, will that
solve your immediate problem?"

By any chance
would The unit

be plugged in?

It's easy to take silence as confirmation of customer agree-
ment. However, silence sometimes signals that the customer
has given up, or is frustrated or angry. or that he or she is too
embarrassed to indicate confusion. So, when your confirma-
tion comes out as a statement, rather than as a question, it's a
good idea to ask for a response:

“Lot mo make sure that 1 have the details right. You
aron't actually moving in until the fifteenth, but
you'll be doing work on your new home before that.
Therefore, vou need to have the new telephone
working by the eleventh, and you don't want your
old telephone disconnected until the sixteenth. Is
that right?"

TIP: ¥ VOU'VE e 1O SOMEOne 100K you In The &ye Onad
ke D vou undesstand?” N a siow anda detioengie
VOICE . VO INnow, BOw Gemiarming BOme QL hong OO
gt Moniee yvoulr worets amg 1ona 50 gl your cOry
frrestion coen 't communicotiae,  Oriy an ichol woakan |
undestand e Ala youl'an oot

When Questions Go Wrong

Th { question, y timed or badly worded, can undo
.n'otﬂﬂ'&m-m rmagic. you've worksd 90 hardifo
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credate, When questions go wrong, typically one of four things
has happened.

1. The question was asked at the wrong time, possibly out
of sequence. There is a logic to the order in which questions
should be asked. For example. it's generally vasy to ask a cus-
tomer's name early in the conversation, and often very awk-
ward to do so after the two of you finish a thirty-minute
conversation.

2. The customer thought vou were asking about some-
thing you already know, or that the customer believes you
should know. Use the preview tochnique to explain why you
need to ask.

* “I know that Hector has your number, but could | take
it down again for quick reference?”

3. The customer feels you are asking too many questions.
Make your questions count, for you and for your customer,

4. The question feels 1o personal. What's personal and
what's just conversation will vary from person o person. If
you're asking because you're curious, it may be better not to.
If you're asking because you need the information, use the pre-
view technique to explain why before you ask.

* “In order for us 10 build the best financial plan for you,
I'll need to ask you some (mportant questions about
your personal finances, Of course, all the Information
we work with today will remain confidential. Do you
have any questions before we begin?"

Only when you begin to gk the right questions do you

pegin to find the right answers.
orothy Leed
Smart Gusshions A New SIrohegy
for Successiul Mornooes
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Winning Words and
Soothing Phrases

Politeness goes far, yal costs nothing,

IR OfT e

Nirssiessr I Canhay DO writey

“Oh yeah?! Sticks and stones may break my bones, but words
will never hurt me.” Sound familiar? As children, we recited
those words many times. They were our self-defense in the
very situntions where we learned that words did hurt—
emotionally if not physically, And many of us carry memaories
that remind us that the pain words inflict can be more devas-
tating than any bruise or broken arm.

Words are just as powerful to adults. We are capable of
bruising or soothing our customers with words; it all depends
on how we use them. The service professional who can use
words well gains o distinct advantage in the service transac-
tion,

Forbidden Phrases

Some words, alone or in combination, create immediate nega-
tive images. Nancy Friedman, a customer service and tele-
phone skills consultant known to many by her business
persona, “The Telephone Doctor,”™ advocates 4 ban on what
she calls Five Forbidden Phrases—five responses thit, inten-

.
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tionally or unintentionally, can drive your customers right up
the wall in anger or frustration. Hore they are, with her sug-

gested alternatives:

Forbiciden Phrase Use Instecd
“ know."” “Gee, that's a good question.
i Lot me check and find out.”
“Boy, that's a tough one. Let's
find an afternative solution.

“You'll have Soften the request with
g s phrases like, "You'll need

10, or "Here's how we can

2 “We can't do that”

help you with that," or “The

next time that happens,
here’s what you can do.

4. "Hang on a second; 'l be "I may take me two or three
will really take) to ge! that,

Are you able fo nold/wall
while | check?"

5 “No" when used at the be- Nvoummkbdmvoulpooﬁ.

you can furm every nega-
tive answer into a positive
mpomt"Wocm"obb
to refund your money, but
we can replace the prod-
uct at no charge.”

mhmu(othowwotlongl

five phrases are sure to raise customer ire,
Wlile thoms JP0.F hich ones not on that list would

they aren’t the only onos. w
rile you as a customer?

TP: Crascate your own st o Do Say ord Dony 3’1? WO
ard phrases Use the it DEsow 1o get sared From youl

"W f aspetencs and the maght of YOur COWCrkars, you
oo ookl many mare ol Your Oarn whaot MIQO ot
phroses oe guaranteed 10 DANg a ke 10 your Ous
m‘:mﬂm“amam‘madbm

Winning Words and Soothing Phrases &

lit frevrm YOI Owr gapeisnoes 08 O CuUs 1rirmet ang a8 n

sorvice prodeassional (NOta ALl of e axarripias Daiow
s feorm ekl siUcthions )
Don't Say Do Say

“She went lo get another “She's not avallable right

"Are we through yet?" “Will there be anything else?"

“No problem.” “It will be my pleasure.” Or,
“I'd be happy to."

"Honey" or "Buddy" or The customer’s name (the

“Lady." way he or she wishes It o
be used).

“"Well, that's not really my "I understand how upsel you

"“Yeah, yeah. l'll get to it.” “I'll take care of that for you
personally.”

The Message Behind the Words

Every Knock Your Socks Off Service professional has times
when something said in all sincerity or innocence to a cus-
tomer, something that sounds reasonable and rational 1o vou,
causes the customer to explode with anger, Your words were
not intended to upset the customer, but they do anyway. As
you learn to notice some of the common words and phrases
that provoke these undesirable responses, you'll find yourself
becoming more successful at avoiding or defusing such situa-
tions.

One of the most common negative messages we can send
to customers is, 'l think you're stupid.” We send that message
when we use phrases like, “Do you understand?"’ with that
cortain tone of voice, or when we begin talking to a customer
us If wo were addressing a four-year-old (oven though the cus-
tomer's behavior may be straight out of preschool). If four-

ds don’t appreciate being talked down 1o, why should
“adult customers find it enjoyable or satisfying?
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A cable TV technician described a helpful lechniqluol 111:
ensure understanding without demeaning thalm'xslomardn' m
Customer Connection Nowslefter. The technician m;rou " bt
make sure the customer on the phone was starting from the

right point:

“Before | can help |a subscriber] with a problem, it's
l:\opurtam for mnplu confirm that lhc.x sot is tuned :;
to the right channel. . .. When 1 ask I? lht';TV |un“
to channel 37" the customer answaors “Yos 'nutomn -
cally . . . and I'm uncomfortable saying Pleaso l;;o
and check.' So now 1 say, ‘Will you please go 10 dm
TV set and turn it to channel 5. Wait for ten secon S(i
then turn it back to channel 3. Then come back a:,d
tell me what happened. This gets the action 1 ':\;"
without having to challenge the customer's word.

e -ate that the techni-
This method also doesn't wmmu‘niulc t
cian lh::ks the customer really doesn't know how to operate

a TV,

Man does not live by words alone, despite the fact that
sometimes he has 10 eat them
A SNy &

LOwyer O X TS
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Facts for
Face-to-Face

Customer service means projecting a positive image

Al YITEA

The wards we speak, hear, or read are only o small part of the
way we communicate with one another. Experts suggest that
in face-to-face situations, at least 70 percent of what is commu-
nicated is done without speaking a word. This is called non-
verbal communication.

What is nonverbal communication? It's everything we
don't say—our body language, what we do, how we act and
react, and what we show to others when we are with them.
There are nine basic dimensions of nonverbal communication,
Knock Your Socks Off Service professionals are keenly aware
of each.

1. Proximity. Carry on u conversation with a coworker
while standing about an arm’s length apart. After a fow min-
utes, move forward until your noses are about six inches apart.
Feal uncomfortable? Most North Americans will. The same
will bo true if you're standing six feet apart. “Comfort zones™
vary from culture 10 culture. Most North Americans prefer to
maintain a distance of between a foot and a halfl and two feet.

2. Eye contact. Muking eye contact acknowledges that
you seo, and are dealing with. your customers as individuals,

that you are paying attention. There's a balance to be struck
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here: People who don't make eye contact in our culture are
considered shifty or oven dishonest, but staring can make your
customers uncomfortable, too.

4. Silence. You can and do communicate even when
you're saying nothing. Remaining silent while your customers
are talking is a basic courtesy, and nodding tells them you're
listening and understanding what you hear. Prolonged silonce,
however, can leave customers concerned that either you did
not hear them or that you disagree with what they said. An
occasional “ub-huh” or I sea” tells them you're still listening
without interrupting.

4. Gestures. Closed gestures such as tightly crossed arms,
hands weked deep in pockets. or clenched fists create nonver-
bal barriers, Open gestures invite people into our space and
say we're comfortable having them near us. Many of our ges-
tures are unconscious (some people cross their arms when
they're cold, for example), so make a point of thinking about
what you're doing nonverbally when you deal with customers,

5. Posture. 'Stand up straight,” your mother always said,
and she was right. Good physical posture conveys confidence
and competence. Leaning in slightly when customers are talk-
ing says you think what they are saying is important and inter-

esting.

6. Fucial expression. We all know the cues: A raised eye-
brow communicates surprise; o wink indicates sly agreement
or alllance; tightly set lips, opposition; & wide-open smile,
friendliness, Your face communicates, even when your voice
doesn’t.

7. Physical contact. What is and Is not appropriate today
varies greatly with the situation and the people involved. A
handshake is customary. but placing a hand on another per-
son's arm or an arm over someono's shoulder can be a very
personal act. The rule of thumb is “'less is best™ in most profes-
sional situations,

8. Smell. This is perhaps the least understood of our

senses, but an important one in service work that involves get-
ting close to customers, Be just as careful with strong.
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P Can You Teach me This
ace-To-face Contact Thing?

and colognes—some customers may be sensitive or aller-
gic—as you are of the natural odors they are used to cover
up. Be aware too that at a time when fewer than one in three
American adults smokes, the lingering smell of tobacco can be
offensive,

9. Overall appearance. Just as in a theatrical perform-
ance, you have o look your part. Whether your costume is a
three-piece suit or blue coveralls depends on the job you do,
what you want to communicate to customers, and especially
what your customers expect to see. Whatever the case, one
thing will always be true of your physical appearance: Cleanli-
ness and neatness communicate competence. (Messy people
may be just as. if nol more, competent than neat people, it's
true, but they will have to work a lot harder to prove it to the
customer!)

TIP: Sormatirmees e nonmrDal messoges we send oe
more poweartul, mone esuQsve ard more 1eeolng
o e worcds we speak When out forverdal SINols
s O cifferen! message han our wordls, Our CUSICe-

o con becomea confused. disodanted. or skephioal of
our mofives, achons, and inferast in senving 1heir needs
A significant paft of your sSuccess as O sevice piofes-
sonal wil come from how you manage your face-o-
OcE. NONVaHIGH ComMuUNCations
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Nonverbal Cues

The flip side of nonverbal communication is knowing how to
read the nonverbal cues of your customers. Almost everyone
can look at other people and read their obvious body language.
Wae know when others are happy or sad. calm or upset.

What makes one person appear so al ease In social situs-
tions or in dealing with customers, while others seem un-
comfortable, unaware, or inept? Research suggests that the
difference may lie in what we do with what we know. Socially
adept individuals more readily accept and act an the body lan-
guage signals they see. Others plow blindly ahead. unmindful
of the confused looks that say, “Please stop and explain that
again.”

Customers may not always speak up when they feel un-
comfortable or confused or frustrated. But if you “listen” for
the messages, you pick up the nonverbal cues as well as the
audible ones. Use them effectively and they'll help you meet
and exceod your customer's needs and expectations.

Percepfion is the kay o nonverbal success.

SCHOS MONNNG Codorm

Tips for Telephone
Talk

nlpickupoﬂndngphona.toccopm\erespomunv
fo ensure the caller is safisfied, no matter what the
issue

MiGhioel leamunck

Prasicseryt W Markshirg, o

The telephone requires you to be more aware of your voice
than at any other time. Customers cannot hear your facial ex-
pressions ar soo such nonverbal clues as shrugs or hand ges-
tures, They do form a mental picture of you based on the tone
and quality of your voice. Your mood—smiling am.l happy or
tight-lipped and angry—often comes through. That's why, be-
fore you ever pick up a telephone, you should take a moment
1o be sure that you are mentally prepared to deal with the cus-
tomer on the other end. A pleasant phone voice lnkes practice.
This Telephone Style Checklist (see box) can help you assess
your phone style. After all, speaking in well-modulated, pleas-
ant tones is a learned talent.

TP Tape-record yoursel! taking on the phone. then O
o hooest fend or your boss 1o evaluate your vocol
aucilty, Bethar yat. hove sormeons 1ape you from e lis-
faner's ared 50 vou can isten 10 how you soundt 10 your
atormens
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WARNING: It viou have rever Dear vouwrsall on aucic

o Dafore. you will D2 suronsedt at 1he way vou sowund

| % B AL ® R lE Yo “', » | S Gt e k M IIoEives
N iaps

TELEPHONE STYLE CHECKLIST
Vocal Quality

Voice is easy to hear without being too Cl
loud.

Words are clearly articulated.

Pn;:lng is good—neither too slow nor too

sl

Vocal tone is pleasant—neither grating Cl
nor nasal.

Energy level shows interest and O
onthusiasm,

oo
O 0O OO o

Phone Techniques

Phonw is answered quickly—on the
second or third ring.

Caller is greeted courteously,

Representative (dentifios self to caller,

Transfors are handloed professionally,

Massages taken are complete and
accurate.

oooo of

Telephone Etiquette: A Quick Review

Professional telephone talk has four basic customer sensitive
processes. Knowing and following them will ensure that your
customers feel you are really taking care of them.

"For more information on telephone techoiques, check out Kristi
m m 'Cunnmar Sarvice on the Telephone, :n AM‘:EJOM \&m

Tips for Telephone Talk ”

Answering the Phone

The ringing of a telephone is one of the most insistent sounds
in the world. (Just try to let your home phone ring without
answering it. Most people can't.) When a customer calls and
no one answers, or the line is busy, or it rings fifteen times
before someone picks it up, it's like telling the customer (as
one phone company television ad says), “I'm sorry. but you
will have to take your money and leave the store. We are very
busy here and we just don't have time to help you. Please go
shop somewhere else. And thank you for trying to do business
with us." Set a standard for yourself (two or three rings, for
oxample) and try to meet it overy time,

When you pick up the phone, remember that your cus-
tomer can hear you from the moment the handset leaves the
cradle. You wouldn't want your customer to be greeted with,
“|distant voice] So, 1 told her a thing or two . . . [direct voice]
Oh, hello.”

WINNING PHRASE: Heallo youve aachedd Aot ino
This is Monica How moy | halp you? ' The bast greelings

onigin hiee saments Firgl a geaeting: ke  Heflko o

Good momirgg ' Because soma phona syskarms cut off
1 firg! woedd. e greating profects ine saoond elkrment
1M (derditeohon statermant. Tall ine caller who he or she
M reachect Finally. sk how vou may Da of assistonce

Putting a Caller on Hold

Sometimes callers have to be put on hold. You may need to
answer a second line, you may need to leave your desk to get
a piece of information, or you may just need & moment to re-
group while handling a particularly volatile caller.

Whatover the circumstnces, never put a caller on hold
without first asking permission—"‘May | put you on hold?" or,
“Will you hold, please?”’ And the question means nothing if

u don’t wait for the answer. Yes, it takes a moment longer,
{ it is well worth it for the positive impression it creatos,
And yes, you risk hearing, “No, you may not.” Accept that and
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Can T Pur You on hold 2
Ive 9ot an important call.

either reprioritize things or take the caller’s number and call
back as quickly as possible.

WINNING PHRASE: /1« 1y e LGN muitole Coli
ancd nesed 1o pul NonermergeEncy colts on holkt, use "Ae
yor! e 1o hokd? insteodt of “NMay | put vou on hold™
JStomens wil often raspond yes 1o e Are you gbls
esion. aven when tolcir ) 5 0Ot whio! they rprefer 1o
’ )

The caller who doesn’t want to hold is not necessarily
being pushy. Recently, a good friend of ours phoned her doc-
tor's office. Because the receptionist knew her, she assumed
she could just park her on hold with an “Oh, Nancy, hang on
a minute” while she handled another call. That assumption
wis almost fatal. Nancy had just crawled to the phone after
suffering a major madical problem.

Her caso is a rare one, to be sure, but callors may have
other legitimate reasons for not wanting, or not being able, to
hold. Remember that Knock Your Socks Off Service is deliv-
ered Individually to match what each customer needs and ex-

pects,
Taking Messages

Good messages are accurate and complete. Be sure to get the
caller’s full name, company name, and phone number. **Tell
hor Bill called” only works if the person the message is in-
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tended for knows only one Bill. To make sure you have the
correct spelling of the caller’s name and an accurate phone
number, read it back. The date and time of the message is also
important. Finally, be sure to put your own name on the mes-
sage; if there is any question, the message recipient will be
able to ask you for clarification.

WINNING PHRASE: /iy | e wOLr phones numibes o
GuUICk Elrsanca? T Cusiomes somaimes rasent ieoving
e hone numbess— "He Pas | AfTer gil, 1'm retuming
Hig ol T The TTor QUICK afsrance | ohcse will Pesit youl
Dypass Ihal regotive esponte and ke O compiets
eSS0

Transferring Calls

Customers hate to be passed from pillar to post to Pammy to
Paul and back again. Whenever possible, don’t do it: Help the
ciller yourself or take a message and have the appropriate per-
son return the call. When you do have to transfer a call, be
sure to give the name and phone number of the person who
will help them. This way, if there is any problem with the
switch, the caller will be able to get back to the right person.
And if you can, stay on the line to be sure the transfer goes
smoothly,

WINNING PHRASE: '« Ui ardesndeg o ool froen e
Faicsky 1o ywOu He neac an Ut on s aecournt
Lest 1M DEan youl Cires rorafenning thes ool 10 kndw wiho
I8 On e lins andt why you s tonsisrmng e call One
ooution Alwaye Ik abalr the Ol 0 respectiul
BT QNAUME YO Cusiomesr con'l Medt you
YTiply becouss M o he 8 supposad 1D D on Mol
CUNNG the tronstes
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this tool. To use voice mail in the best possible way. remember
these guidelines.

« Voice mail is not a substitute for, but a supplement to,
real-time phone communication. When you have the
option, always try to talk directly to a customer rather
than leave a message or series of messages.

+ Change vour message frequently, providing up-to-date
information about whether or not you are in, when you
will pick up and return messages, and who the caller
might contact if her request can’t wait,

« Tell callers what information to leave. Some systems au-
tomatically “tag" incoming messages with the date and
time. If your system doesn’t. you may need to remind
callers to provide that information.

+ Lot your callers know how to use your system. *To indi-
cate that your message is urgent, press one.” Or, “In the
future, you may skip this message by pressing the pound
key."

* Listun 10 your message periodically to ensure that it's
clear and that the voice mail system is working properly.

« Return messages promptly, Many customer service rops
follow the sundown rule, returning all calls within the
same day.

Tuking full advantage of the benefits of telephone talk re-
quires that you understand and can easily use the features on
your telephone system, and that you craft your phone commu-
nication as carefully as you craft your face-to-face encounters,

When you answer the phone, your store’s image Is on
the line.

—A haoding In Vs Business magoane

19

Putting Pen to Paper
or
Fingers to Keyboard

The writer who does the most gives his reader the most
knowledge. and takes from him the leas! lime.

Charnss Calsh Caoton
Ninatasnl v Canfury Ervmah clen

Verbal communication is quick and personal. It allows you to
convey information and confirm Immediate understanding
while you observe the customer’s body language and probe for
additional questions or concerns, But verbal communication
is not always possible,

Sometimes, written communication is required, or is just
a good idea. You may not be able to reach the customer by
phone or in person. You may need to send additional informa-
tion. You may want 1o create a paper trail that can help both
you and your customer track a service transaction that has
spread out over several woeeks or months, Even if there's no
immediate need. a letter after a conversation with a customer
can be a terrific way 1o confirm facts and details—not to men-
tion to say thanks,

As with other aspects of Knock Your Socks Off Service,
there are elements of style and substance that should be com-
bined on your customer's behalf whenever you put pen to
paper or fingers to keyboard, While some of the written mate-
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rial your company sends to customers (from bills and advertis-
ing Nyers 1o product documentation and logal notices) is
necessarily standardized and impersonal. @ more personal
tone should come through In your own written communica-
tions, whether you are sending them “'snail mail” via the post
office or electronic mail on the Internet.

Your Message

Why are you writing to vour customer? Because you have
something to say and a reason to say it:

« You write to confirm understanding. Suppose, for exam-
ple, you're o travel agent. A couple wants your help in plan-
ning & winter vacation. They explain that they want to go to
Golorado to ski but don’t want to stay at a big resort. They'd
like to try to rent a condo—and it would be great if you could
get one that was “no smoking." Having a spa and pool close
by. as well as shopping, is important. And, of course, they
want 1o gel the cheapest possible package price.

I's & tall order. To Bl it. you'll spend time discussing
which of their requests are must-haves and which are simply
boy-it'd-be-great-if-we-coulds. And to show you're really on
the ball, you follow up with a letter that outlines your discus-
sion. The letter confirms the details for you both and makes
your customers feel like you really listened.

« You write to create documentation. A paper trail can
confirm what action was or will be taken after the verbal con-
versation is over. It can serve as a quick summary of activity
several months from now when your memory of the transac-
tion has started to get a little fuzzy around the edges. It can
aven act as a contract, binding you and your customer lo 4
pirticular agreement as to how to handle a given situation.

« You write to solidify relationships. Written communica-
tions are # way o make tangible (and memorable) the fleeting,
transient nature of most service interactions. A thank-you note
gives tangiblo evidence of your care and appreciation. An FYI
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or useful clipping from a current newspaper or magazine
makes (1 clear you're thinking about your customers, even
though you haven't seen them personally in a while. An “atta-
boy!" letter when something good happens lo your customers
(or their companies) says there's moro than just money in-
volved in the relationship.

EIGHT LETTER-WRITING TIPS

1. Whatever the content or purpose of your letter, make
it neat and legible.

2. If you are writing on the record for your company, type
or word-process your letter on compuny letterhead.

4. Unless you are sonding a quick personal note, use
standard 8': by 11 paper. Smaller pages are more eas-
ily misplaced in filing: larger ones don't fit into the
basic spaces of the modern office: in-baskets, file fold-
ers, copiers and faxes, and briefcases.

4. Got to the point quickly. State your purpose for writing
in the first paragraph.

5. Be briof. Try to keep letters to one page whenever pos-
sible.

6, Write in the first person. [ rather than we.

7. Write the way you speak. Your letter should sound ns
if it comes from a real person, not @ bureaucrat.

8. Write right. Spell words correctly. Use proper style
and grammar. If you're not sure, ask somoone else to
proofread for you and suggest ways to polish your
prose,

(If you are writing in cyberspace—sending electonic
mail—be sure to consider the e-mail tips in the box on

page 85.)

Your Reader

Once '{anknow why you are writing, consider who will be
receiving your correspondence, What you know aboul your
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custamer will help you set the tane of your letter and choose
appropriate language. For example:

* Unless you are writing to someonse who is very familiar
with your business, avoid jargon and written shorthand; your
customer may not know what a POS display or XD29 system
is. It's also dangerous to assume that anyone who sends you
alectronic mail is familiar with all of the uniquenesses and
conventions of e-mail. For example, frequent users of o-mail
often employ acronyms, such as IMHO (In My Humble Opin-
jon) and BTW (By the Way), and “emoticons,” symbols that
convey emotions. Hore are few of the most popular emoticons:

. -) = Smille "I'm joNg
o = Frown 'I'm std
() = Yeding shocked
<> = LN

« 1s your reader a child or an adult? Young or old? 1s En-
glish his or her first language? Make sure your customers will
understand what you write.

« What's the nature of your relationship st present? A sat-
isfiod customer will be puzzled by a letter that presumes a
problem. while a disgruntled customer won't necessarily bo
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overjoyed to learn you've introduced a new service or have a
special offer running,

A cold, impersonal tone tells customers you're troating
them like & number; too much jargon and legalese will confuse
rather than confirm, irritating customers—or making them
wondoer if you have something to hide,

THREE E-MAIL TIPS*

1. Be personal. While e-mail to customers should be
more formal than e-mail to friends or coworkers,
o-mall users huve come to expect electronic communi-
cation to have a more personal style. One way 1o add
interest is to use emoticons, somatimes called “smi-
leys,” in the text. “They're easy to figure out once you
get the hang of it,” writes Virginia Shea. *'Just remem-
ber that they're all sideways faces.”

2. Think like a 1950s Smith Corona typewriter. Shea
notes that you shouldn't expect e-mail systems—yours
or your customer's—to accurately communicate the
common special effects of today's written documeonts.
That means no boldface, itulics, underlines, or tabs.
Stick to the standard ASCII characters—the 26 upper-
and lower-case letters of the alphabet, the numerals 0
through 9, and the most commonly used punctuation
marks. Shea also suggests limiting e-mail line length
to 60 to 80 characters or 8 to 10 words to avoid annoy-
ing line breaks.

3. Don't YELL. Using all capital letters to communicate
is the e-mail equivalent of constant bellowing. While
caps may be used for emphasis, consider other meth-
ods, such as surrounding text with *asterisks* to
indicate italics, or __ underscores __ to indicate under-

lining.

*Adapted from Virginia Shea. Netiquette™ (Albion
Books, 1094).
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The Outcome

It should be clear from what you've written both why you've
chosen to write and what, if anything, you expect your cus-
tomers to do in response. Do they need to take any action? If
so, by what date and in what form? Are they supposed to re-
tain the correspondence for future reference? If so, for how
long? Do they need to pass it along to someone else? If so, to
whom and by when? Good writing is an extremely powerful
part of good service. Inept writing undermines everything
vou've worked so hard to build.

When you introduce yourself via e-mall. not only are
you making a first impression. you re aiso leaving a writ-
fen record.

Yirgmo Shea. Natiauaetie™ gunu

Exceptional Service
Is in the Details

It Is just the littie touches after the average man would
quit that make the master’s fame.,

iso Swett Mordien
Founcier  Sucosss mOagaine

Asked about the difference botween memorable and mundane
buildings, Swiss architect Mies van der Rohe responded sim-
ply, “God is in the details, the details, the details.”” What's
truo of quality architecture is true of quality service: If you pay
attention to the details, the right details, customers will know,
and notice. and come back for more,

Everything Counts

The details surround us. no matter what kind of job we do, It's
how we look, and how our workplace looks. It's how we speak
and what we say. It's all the little extra courtesies and comforts
we build into the service experience—or the myrisd nagging
annoyances we lose track of and make our customers wade
through to do business with us.

Attention to details is a prime chamcteristic of high-
performing organizations. The cast members at Walt Disney
World have a passion for details that make customers sit up
and take notice. A friend of ours raves about Shirley, the
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housekeeper she met during o recent vacation to Disney
Waorld. “The first day, when we checked in, | saw the ‘Your
room was cleaned by Shirley. Have a great stay’ note. | noticed
the I'in Shirley was dotted with a little Mickey. That was cute,
but we were at Disney. The third day Shirley really wowed
me. I'd left a note asking for more towels. When we returned
to the room. there was a ‘Do not disturb' sign on our bathroom
doar. Inside, Shirley had taken our morning paper and the eye-
glasses I'd loft by the sink and arranged the extra towels in the
form of & man sitting on the toilet reading the daily paper. |
laughed so loud. I don't think I'll ever forget that!"

A growing number of managers and executives today un-
derstand that the examples they set in turn set a positive tone
for their arganizations. For example:

* Fred Smith, the founder and chairman of Federal Ex-
press, begins many of his visits to FedEx facilities in far-
flung cities by hopping on a typical delivery van.

* Bill Marriott. Ir.. chairman of Marriott Hotels, often
takes a turn at the hotel registration desk checking In
guests; he also empties ashtrays in the lobby and picks
up trash in the parking lot.

* And there isn’t & manager at Walt Disnoy World or Dis-
neyland who doesn't personally pick up, straighten. and
worry after the thousand and one details that create an
unparalloled experience for their customers.

These executives model attention to detail for their em-
ployees, just as you model it for customers and coworkers,

The Moments of Truth

Attention to detail is more than playing at or being a janitor, It
is the way you remember—and remind others—that contact
with any aspect of your work group gives your customers an
opportunity to form or revise their impressions, positive or
negative. We refer to these opportunities as Moments of Truth:

A Moment of Truth occurs anytime a customer comes in
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contact with any part of your organization and uses that con-
tact to judge the quality of the arganization.

Anything and everything can become a Moment of Truth
for vour customers: the look of your store, building, or parking
lot: the promises made in your advertising: how long your
phone rings before being answered, and how the call is han-
dled; written correspondence and bills . . . plus the memorable
personal contacts your customers have with you.

Managing the Moments of Truth

When you began your current job, your orientation and train-
ing przbnbly focused on the primary moments of truth built
into your position. If you have been with your company for a
long time, you've probably learned 1o recognize many more
Moments of Truth that are important to your customers. To
doliver true Knock Your Socks Off Service, you have to manage
each and every Moment of Truth individually.

TIP: Thees vy ot Morments of Tl are monooed O
fisrryyiryns s o e jﬂ { U IormEs Qe oIl On e mariiol
report corcll Manoge ihe moments wesl and youl 1e
v A's aond B's—Oind eam O el Cusionel Nior
W e OOy, O ] v e D's ol F's—and 10sa 0
ytomer I g bargonr Work 10 8l QOO Qrooes In
s partiouior sehodl arct vourll fing your Qipicma Nan

wh value

Over time, it's easv to think you've mastered all the vari-
ous moments of truth your customers might present you with.
Don't you believe it! No matter how experienced and skillful
you become, you can always count on your customers to come
up with something new. That’s because customers can tum
almost anything into a moment of truth,

To truly master the Moments of Truth in your services,
develop these three customer-focused habits:

1. Never stop learning. The details that aro important to
mmﬂgmmchnlsngohomdlytodlyuwalluﬁom
cust 10 customer. There's always more to know,
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2. Ask your customers. The only reliable way to identify
your customers’ particular, peculiar moments of truth
is to get them to describe them to you.

3. Ask your company. In addition to your own informal,
day-to-day observations of customer preferences, your
company probably conducts continuing surveys and
studies. Make sure you know what the researchers
know that will help you serve your customers better.

It's not the tigers and bears that chase the customers away.
What bugs the customers the most are the mosquitoes and the
gnats—the little things.

Commit yourself to performing one ten-minute oct of
exceptional customer service per day and o inducing
your colleagues to do the same. In a 100-parson outfit,
taking Inte account nomal vacations, holidays, efc.,
that would mean 24,000 new courteous acts per year
Such is the stuff of revolutions.

Torn Peter

Manogement QU

Good Selling Is

Good Service—

Good Service Is
Good Selling

Nothing happens unfil somaone sells something.

~Markehng coom

Sales and service are not separate functions. Thoy are two
sides of the same coin. Even if your title is customer service
representative and # coworker is a sales associate, you both
have the same ultimate goal: satisfying the customer. It wasn’t
always this way. In days gone by, sales and service personnel
used to be adversaries:

Sales and marketing people viewed their counterparts in
service and operations as “'those guys who never want to help
me make o sale and who scrow it up after it's a done deal.”

Service and operations folk, for their part, tended to view
sales and marketing people as “those people in suits who
write outlandish ads, make ridiculous promises to close a sale,
and leave us holding the bag with the customer.”

In today's world, sales, marketing, service, and operations
share n common goal: creating and retaining customers.

When Lines Overlap

To create and rotain customers we have to combine good sell-




Q2 e How To's

111, the unhappy owner of a Model 412-A Handy-Andy Cord-
less Eloctric Screwdriver. (You know he’s unhappy because
he is waving the 412-A sround, banging it on the desk, and
demanding his money back.)

Using your very best Knock Your Socks Off Service skills
(listening, questioning, problem solving), you determine that
Pinchpenny is upset because the 412-A needs frequent re-
charging and lsn't very erful. But you also know that the
412-A was built for small repair jobs around the house. It abso-
lutely was not designed for the industrial strength. barn-build-
ing, automobile-overhaul sort of work Pinchpenny is trying to
get out of it. That's why your company also ml{s the much
more expensive 412-C Turbo-Andy, the best professional
power screwdriver in the industry and the ect tool for
Pinchpenny's job,

Better service at the time of the original sale might have
matched Pinchpenny with the more appropriate tool. But
what should you do about the situation now? Tighten the chin
strap on your thinking cap and consider which of these four
possible actions you would recommend:

« Option 1. Tell Pinchpenny that if he hadn’t been too
cheap to buy the proper tools in the first place, he wouldn't be
standing there screaming himself into a coronary.

* Option 2. Explain the limitations of the 412-A and the
benefits of the 412-C to Pinchpenny, and recommend that he
consider buying up.

» Option 3. Apologize to Pinchpenny for the inconve-
nience and explain the difference botween the two models.
Then offer to personally make an exchange on the spot and
to give him o discount on the 412-C to compensate for being
inconvenienced.

* Option 4. Apologize for the salesperson’s stupidity, offer
Pinchpenny an even exchange—the old, abused 412-A for a
shiny new 412-C al no additional cost—throw in a free set of
vour best stainless sweel scrowdriver bits and offer 10 wash
Pinchpenny’s car.

W pick Option 3 :x:d ﬂm-lwmn of octi;:n: It abov:‘gu“?y-
com, voness, esmanship. It doesn’t
pnn%h the human error o

Good Selling Is Good Service—Good Service Is Good Seling 93

purchase—whether his or ours, Nor does it unduly reward him
for his argumentative and unpleasant return behavior. Option 2
is a narrow, old-fashioned, service-as-complaint-department re-
sponse. [t isn't likely to keep Pinchpenny as a long-term cus-
tomer. Options 1 and 4 are the kind of answers suitable for
companies where frontline people are specifically recruited with
1Qs approximataly equal to their shoe sizes,

When Selling Is Not Good Service
There are three situations in which selling is not good service:

1. When there are no alternatives, The customer’s needs
cannot be met by any product or service you offer, re-
gardless of how well you can fix the problem, answer
the question, or explain the current product or service.

2. When there is no slack. You know how to solve the
problem, but the customer came to vou mad. has
stayed mad, and obviously wants to stay mad. There is
vory little chance to make the customer unmad, let
alone sell an upgrade or a switch 1o a different model,

3. When there is no point. An upgrade or add-on would
be totally llogical, unrelated, or inappropriate to the
situation, as in, "Would vou like some garlic bread to
go with your cappuccino this morning?”

When Selling Is Good Service
There are five situations in which selling is good service:

1. When the product or service the customer is using is
wrang but you know which model, system, or approach
will better fit their needs and are in a position to get il
for them.

2. When the product or service the cust:mar acquired
from company is right but some other part, piece,

v ﬂy,?_morpmubuudadbajmmrmdmor

service will perform properly: *“Your computar operat-
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Putl Yoursely Toaether
Youll be bock next week

ing systom is Version 4.9. Our software is designed for
the new 5.0 operating system. | do know of an upgrade
for the 4.9 that might work.”

3. When the product or service is out of date: *1 can send
you a new widget and walk you through the repair when
you receive it | also think it would be a good idea to
consider a newer model that will do the job better. The
Laser X]7 has improved circoitry and can . . "

4. When an add-on feature will forestall other problems: *']
see vou decided against extended warranty protection,
Since you've had two problems during the warranty pe-
riod, I wonder if you shouldn’t reconsider that decision?”

5. When changing the customer to a different product or
service will be seen as value-added or TLC: “'This
checking account requires a very high minimum bal-
ance. That's what caused the service charge you are
concerned about. I'd like to recommend a different
plan that | think will fit your needs bettor and save you
from incurring future charges.”

If it says Customer Service on your name tag, then serving
the customer is vour full-time occupation. But remember:
Even if nothing in your job description hints s o sales respon-
sibility, vou are a part of the sales and marketing team. Yours
is always o two-hat job,

In reality, salling and service are inseparable.

sonand Bany. Davdd Bannet. Cortiat Brown
SENIoE GAUCHly

Never Underestimate
the Value of a Sincere
Thank-You

Thank You . .. Thank You. Thank You . . . and Thank Youlll

Feuno Bexcy

Remember when you were ten years old and what you wanted
for your birthday was that electric train or special Barbie? And
your grandmother gave you underwear instead. And your
mom and dad stood there and looked at you and pinched you
on the arm. “Now. what do you say?" they prompted. “Thank
you, Grandma," you suid. And your grandma beamed and pat-
ted you on the head.

Saying thank you is as important today as when your par-
ants tried so hard to deum it into your head. In your job, you
neod to say thanks to your customers every day. You need to
sincerely value the gift of business they bring you—even il it
may not be as exciting as electric trains and Barbie dolls.

Nine Times When You Should Thank Customers

1. When they do business with you . . . every time. It beors
ropeating: Customors have options every time they
nood a service or product. It's easy to take regular and
walk-in customers for granted. Don't. Thank them for

choosing to do business with you.
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. When they compliment you (or your company). Com-
pliments can be embarrassing, but shrugging off cus-
tomers’ sincere praise says, “You dummy, I'm not
really that good.” Instead, accept It gracefully, say,
"Thank you," and add, “I really appreciate your busi-
ness."

When they offer comments or suggestions. Thanking
customers for fevdback says that you've heard what
they had to say and value their opinion. Something as
simple as “Thank you for teking the time to tell me
that! It really helps us know where we can do better,"”
delivered with eye contact and a smile, can work won-
ders,

When they try a new product or service. Trying some-
thing new can be uncomfortable. And risky. After all,
the old and familiar is so, well, old and familiar. Thank
customers for diring to try something different,

When they recommend you to a friend, When custom-
ars recommend you, they put themselves on the line.
If you deliver, they look good. If you don't . . . A written
thank-you for a recommendation or a value-added
token the next time you see those customers fuce-to-
fuce says you value their recommendation,

When they are patient . . . and not so patient, Whether
they tell you about it or not (and, boy, will some cus-
tomers toll you about it!), no one likes to wait. Thank-
ing customers for their patience says vou noticed and
that you value their time. It's also one of the quickest
ways 1o dofuse customers who have waited too long
and are none too happy sbout it.

When they help you to serve them better. Some cus-
tomers are always propared. They have their account
numbers right at their fingertips, always bring the right
forms, and have notes they ook on their last service
cull. They make your life o lot easier; thank them for it.
When they complain to you, Thank them for complain-
ing? Absolutely! Customers who tell you they are un-
happy are giving you s second chance. And that's quite
# gift. Now you have a chance to win their renowed
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loyalty, which will give you additional opportunities
to thank them in the future.

. When they make you smile. A smile is one of the great-

st gifts you can receive. Saying thank you just makes
it better.

Three Ways to Say Thank You

. Verbally. Say it after every encounter. And say it with

feeling. T -you-for-shopping-at-our-store.” said

like a freight train roaring past, doesn’t impress cus-
tomers. Make your thank-yous warm, pleasant, and

personal,

. In writing. Send a follow-up note after a purchase or

visit. Personalize it. Customers hate form lotters. Write
a thank-you at the bottom of invoices or bills.

. With a gift. Give something small, like a notepad or

pen imprinted with your company name. It will help
customers remember your business.

TIP: Moke syre e vl of e '")l“ syl Ul of Ixaionee
with thes natiure of e DusIness irvolvedd SOmea OIS
214 wohly It morespensve Qs Moy e o altempt
I DUy e Dulness, | e 1Iham Q 10KaN OF QpErEoe:

HOM

Five Often Forgotten Thank-Yous

1. Thank your coworkers, Give credit to those who help
you. Thank those coworkers who, by the way they

RoSes are red,
violets are blue,
what T wouldn'?
9\we for more
CyusTomers
Like You.




e HowTo's

show concern for customers, serve as a role model for

you. Doing this in front of customers every chance you P n Th

have tells customers they're dealing with a team effort. a ree
2. Thank your boss. To make sure your managers give you

the support you need, give positive feedback when

i et oy 8 The Problem-Solving

3. Thank people in other departments of vour company.

While you may be the one actually talking to the cus- Side Of K"OCk Your

tomers, support people make the service you deliver

possible. Thank them, either individually or as a i
group Socks Off Service

4. Thank your vendors. Without their professionalism,
vour customers wouldn’t be receiving the satisfying

service you're able to provide.
5. Thank yourself! You do a tough job and deserve a pat ALl [ Said was Yes
R

on the back. Give yourself credit for a job well done.
And take yourself out for un extra special roward once
in a while.

TIP: The most effective INonkyous are mmediate. 5pe
oihc. sincere. and spacial

Gratitude Is not only the greatest virtue but the mother =

of all the rest. /—'E
s/ ‘& ==

Things don't always work out right. It's simply the low of averages.
No matter how hard you try for perfection. somatimes you make
a mistake. Sometimes your customer Is wrong. And sometimes
you just find yourself dealing with a difficult individual—somaone
who is never satisfied and tests your patience as well as your skills,

When things go wrong. It's time to play your frump card—
yout Knock Your Socks Off Service problem-solving siills. Being
able to solve problems—io rescue the situation when It appears
bleakest—is a key alernent in providing great senvice. It makes
your job easier. It makes your company ‘s business run smoother,
And It's also a fremendous way 1o mend relationships with your
custamers and make them aven more loyal,
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Be a Fantastic Fixer

Customers don't expect you to be perfect. They do ex-
pect you to fix things when thay go wrong

Lonaict Horter

Sew oy ViceRrascent Brish Alfwy

You go into a department store to buy a camcorder only to find
that the advertised mode] is sold out. You are disappointed—
aven angry, Why did they advertise it if they didn’t have it! you
ask yourself. A salesperson notices your obvious upset. Maybe
it's the expression on your face—or the steam coming out of
VOUT DArs.

Salesperson: May | help you?

You |grumpily): 1 doubt it. | wanted an EZ-Use Camcorder, but
you people never have the stulf you advertise!

Salesperson: I'm sorry. We sold more than we expected before
the ad ran, so we only had a couple left this morning, But

we are offering # rain check, and we'll have the EZ-Use
back in stock in about four weeks,

You: Oh, great. Four weeks will be two weeks after my daugh-
ter's wedding. That's just dandy.

Salesperson: | can see that you are disappointed, It's frustrat-
ing to want something and then to learn that we don’t
have it in stock. If you'll wait here for two minutes while
| chock with my manager, | think | can help you today.
|Two minutes later] Great news. | can offer you another
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manufacturer's comparable model for the same sale price.
That way you can take your camcorder home today.

Beaming, and maybe slightly surprised, vou lsave the store
with a new camcorder.

The Art of Service Recovery

The word recovery means to “return to normal’*—to get things
back !n bglance or good health. That's what the atogr:'s salos
associate just did for the upset camcorder secker. In service,

good recovery begins when you recognize (and the sooner the
better) that a customer has a problem.’

TIP: Problems et whien ndivicuol cusiomern say they
do—amiime ‘e slomer ety upse! dismayed
angry. o disappontad And what constitutes o disap-
Poinimeny 1o One Cusiomer 15 absoilely 'no problem’
for another No matter vou oo’ wish (O orger) a prols-
e Oway DecQuse NO rEosonatie penon would bx
Lpset aboul that, of becouse s nal yout 1aull, o it's not
VO COmearw's Taull. o evean beacogse e ool H--.-'
MO O i

Being a Fantastic Fixer, a real Knock Your Socks Off Ser-
vice professional, involves taking thoughtful, positive actions
that will lead disappointed customers back 1o a state of sat-
isfaction with your organization. Healing injured customer

foelings requires sensitivity to their needs, wants, and expecta-
tions,

The Recovery Process

Once a customer problem is identified, the service recovery
process should begin. Not all of the six steps described below

'For more detall, consider reading Ron Zemke, Servies Hecovery: Fixing
ken Customers (Productivity Press, 1904). g i
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NO, byl I Can Tell You
where 1o hold The Pickles

are noeded for all customers. Use what you know about your
company's products and services, and what you can discover
about your customers’ problems, to customize your actions to
the specific situation. One size doesn't fit all.

1. Apologize. It doesn't matter who's at fault. Customers
want someone to acknowledge that a problem occurrod
and to show concern over their disappointment.

2. Listen and empathize. Treat your customers in a way
that shows you care about them as well as about their
problem. Poople have foolings and emotions. They
want the personal side of the transaction acknowl-
edged.

3. Fix the problem quickly and fairly. A “'fair fix” is one
thut's delivered with a sense of professional concern.
At the bottom line, customers want what they expected
to receive in the first place, and the soonor the bettor.

4. Offer atonement. It's not uncommon for dissatisfied
customers o feel injured or put out by a service broak-
down. Often thoy will look to you to provide some
value-added gesture that says, in a manner appropriate
to the problem, “1 want to make it up to you."

5, Keep your promises. Service recovery is neoded be-
cause a customer belleves a service promise has been
broken. During the recovery process, you will often
mako new promises. When you do, be realistic about
what you can and can't deliver.
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manufacturer’s comparable model for the same sale price.
That way you can take your camcorder home today.

Beaming, and maybe slightly surprised
with a new camcorder, ¥ mpHiesdsyou Jeave s sor

The Art of Service Recovery

The word recovery means to “return to normal''—to get
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uom.ﬁﬂ requires sensitivity to their needs, wants, and expecta-

The Recovery Process

Onee o customer problem is identified, the service
' recov
process should begin. Not all of the six steps described belzrwy

‘meomddnu.mnddumdm.mm WM"
ken Customers (Productivity Pross. 1998). T -

Be a Fontastic Fixer

NO,but I Can Tell You
wheré 1o hold The PickLes.

are needed for all customers, Use what you know about your
company’s products and services, and what you can discover
about your customers’ problems, to customize your actions to
the specific situation. One size doesn’t fit all.

1. Apologize. It doesn't matter who's at fault. Customers
want someone to acknowledge that a problem occurred
and to show concern over their disappointment.

2. Listen and empathize. Treat your customers in a way
that shows you care about them as well as about their
problem. People have feelings and emotions, They
want the personal side of the transaction acknowl-
edged.

3. Fix the problem quickly and fairly. A “fuir fix" is one
that's delivered with a sense of professional concern.
At the bottom line, customers want what they expected
10 roceive In the first place, and the sooner the better.

4. Offer atonement. It's not uncommon for dissatisfied
customers to feel injured or put out by a service broak-
down. Often they will look to you to provide some
value-added gesture that says, in a manner appropriate
to the problem, “I want to make it up to you.”

5. Keep your promises. Service recovery is needed be-
cause a customer believes a service promise has boen
broken. During the recovery process, you will often
mako new promises. When you do, be realistic about

w w can and can’t deliver.
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6. Follow up. You can add a pleasant extra to the recovery
sequence by following up a few hours, days, or weeks
lator to make sure things really were resolved to your
customer's satisfaction. Don't assume you've fixed the
person or the problem. Check to be sure.

TIP: Touon smrreaciicgte $5508 10 SOE DIODe WY Bse
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Asking for Trouble

Do we really need to even talk about when things go wrong?
Why not just put our energy into doing it right the first time?
The answer is that it won't always go right the first Ume. In
fact, about & third of all the problems service providers have
to deal with are caused by their customers. Service, even
Knock Your Socks Off Service, involves human beings, and
human beings are never 100 percent perfoct. That's true for
vour customers, and It's true for you. Mistakes happen. We all
know Il Even when you do your job correctly and satisfy the
customer’s need, a problem can occur if expectations are not
mul

No matter what happens, or why, it is better to handle the
occasional mishaps directly and effectively than to ignore
them in hopes they'll go away. or to muddle through while
hoping for the best.

Thrae Rules of Sarvice Recoveaty

1. Do It right the first time.

2. Fx 1t if It folls.

3, Remember Thera aré no tird chances.

L Laonord [i_,--'l\'
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Use the Well-Placed
s I ’ m so'rys ’

A few words of regret is a way of saying you care, o
show of sansitivity to the rogged edges of another’s
amotion

O0en Wiy

How 1o Get Peopie 1o Do Things

The words are so simple—"1'm sorry"—yet we hear them far
too infrequently. In fact, our research shows that when cus-
tomers tell a company about a problem with a product or sor-
vice, they receive an apology less than half the time. That's
about half as often as they should. The solution to every prob-
lem, whether major or minor, should start with a sincere
apology. .

Why is it so hard for us to say “I'm sorry” to our custom-
ers? First and foremost. we may be intimidated by the words,
We may think that “I'm sorry” says “I've failed,” “I'm not a
good person,” or “I'm not professional.” Nothing could be fur-
ther from the truth, An apology is simply an acknowledgment
that things aren't going right in your customer’s eyes.

Legal Jeopardy

Today. thore is also a tendency to equate being sorry with an
admission of personal or corporate linbility, an equation of
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being sorry with somehow being to blame. Megabuck lawsuits
are common stories, from the six o'clock news to prime-time
entertainment programs. It's understandable thal companies
worry about the potential financial consequences of an apol-
ogy and individuals are reluctant to take the blame personally.

If your job has legal or regulatory aspects, make sure you
understand what they are and how they affect what you do.
But don't assume that you're not allowed to say, “I'm sorry
vou were inconvenienced,” when the inevitable snafu occurs.
Actuslly, a sincere apology, delivered in a timely and profes-
sional manner, often goes a long way toward heading off po-
tential legal problems. When you show your willingness to
make sure your customers receive what they expect to receive,
vou relieve them of the need 1o even think about starting a

fight.
Customer Jeopardy

Just as apologizing is not an admission of your responsibility
(“I’m sorry we did this to you"), neither is it an opportunity to

So our airbag
deploved. whats
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place blame on the customer (“I'm sorry you wero too stupid
1o read the directions before turning it on and shorting it out™).

We all know that customers don’t always use their own
common sense or the painstakingly detailed directions we
give them. Somotimes, for whatever the reason, thoy do It
wrong—with predictably disastrous consequences. They look
to us to fix it. And since no one likes to admit a mistake, they'll
often blame us in the process.
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When Vision Cable of Charlotte, North Carolina, was hit
hard by Hurricane Hugo a fow years ago, thousands of custom-
ers lost cable service. Vision Cable amployees did everything
they could to restore service as quickly as possible. Crews
worked day and night. But General Manager Milton Moore
also personally apologized to customers in a series of radio
ads, assuring them they would receive credit for every day
they were without service and asking for their help in report-
ing any additional service Interruptions.

Did he have to do that? Of course not. But his customers
heard the message loud and clear: Lot's all get things back to
normal as quickly as we can. If Moore can apologize for a hur-
ricane, just think how much you can accomplish with a well-
placod “I'm sorry.”

Scapegoating

Whan things go wrong, there's an almost instinctive urge to
direct the customer's attention elsewhere: “If those “smart
guys' in computer services could ever figure out how to muke
this system work the way it's supposed to, we wouldn't have
to put you through long waits like this,” or “Maintenance was
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supposed to alean that up last night, but | guess they were too
busy taking a coffee break. So you ended up stepping init."”

TIP: Scapeqoaind anainel parm of your oanzahon for
1 S8VICE DISOKCIOWN SIrnply 18l vourl CumTomers Mot
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Do It Right

A vague apology delivered in an impersonal, machinelike
manner can be worse than no apology at all. Effective apolo-
gles are:

1. Sincere. While you may not know exactly what your
customers are feeling and experiencing individually,
the way the employees of Vision Cable did, you can be
RONUING in yOur concern.

2. Personal. Apologies are far more powerful when they
are deliversd in the first person: I am sorry that you
are experiencing a problem.” Remember that to the
customer, you—nol some mysterious we or they—are
the company,

3. Timely. Don't wait to find out why there is a problem
or what caused it before expressing regret that the
problem exists in the first place. The sooner vou react
to u distressed customer, the better.

| belleve that If you ara honest and stralghtforward with
customers, they will treat you like a neighbor when cir-
cumstances beyond your control put you In o “one-

\\,"\“[ 4 .'.;‘A . L
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Fix the Person

Here's your food ond | hope you choke on It
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The toughest part of dealing with people, as you already know,
is dealing with people. When products develop problems, cus-
tomers have an object to curse, kick, yell at, and focus their
foelings on. When a service breaks down, on the other hand,
the focus of their umotional reaction is on you.

It is tempting to respond in kind to the emotional fire-
works set off by disgruntled customers. Tempting, but not very
wise, and certainly not very productive. Meeting anger with
anger, sarcasm with sarcasm, frustration with impatience, or
ignoring the emotional element altogether, leaves both server
and served foeling badly bruised. And understandably, neither
may be anxious for a repeat performance. Knock Your Socks
Off Service professionals recognize the emotional element of a
sprvice breakdown and manage the recovery in a calm, profes-
sional, even-tempered way. To do that, it's not enough to just
fix the problem. You also have to fix the person,

Color-Coding Your Response

Just as problems will have different solutions, fixing the per-
son tnkes a different form depending on the “color” of your
customer's emotional state. As a service professional, you've
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To see the differences among the three, consider how dif-
ferent repercussions of essentially the same initial situation, a
lute flight, can determine a customer’s emotional color:

probably encountered it all, from coldly angry to frothing at
the mouth. Some people seem very understanding when

things go wrong, some make you feel absolutely terrible for
playing a role in a service snafu, and others can instill a very
real sense of fear in you.

We find It helpful to group customers by their reactions
into three emotional colors: Blasé Blue, Ornery Orange, and

Raging Red.

1. Blasé Blue customers, These customers don't give you
enough emotional clues to decipher their level of
upset. For some, the service breakdown may simply be
a nonemotional event—they roll with the punch and
don't let it bother them. But be aware that seemingly
neutral customers can move up the emotional scale if
you don’t take them seriously.

2. Ornery Orange custamers. Annoyed, these people ex-
hibit mild irritation because their experience has fallen
short of their expectations. Take them lightly or refuse
to acknowledge their upset, howover, and you can
quickly escalate them to four-alarm-fire status.

3. Raging Red customers. These customers have major
feelings of ire and frustration; they feel victimized and
hurt by the service breakdown. Usually you won't have
any trouble identifying their level of concern—it will
be obvious 1o everyone within a three-block radius.

Could You fox me o
Copy of Your faclal expression?
N~

Blasé Blue: Bob's flight arrives one hour late, but he
had a ninety-minute layover and can still make his
next connection, so Bob's plans haven’t been af-
focted.

Ornery Orange: Olivia's flight is one hour late, caus-
ing her to miss a connection and to have to rebook
on a later flight.

Raging Red: Ray's flight is ane hour late, causing him
to miss the last connection and requiring an un-
planned overnight stay and phone calls to resched-
ule a full day’s worth of appointments. Knowing the
emotional color of your customer will help you
chooso the best people-fixing techniques, Here's a
handy guide, If your customaer is:

Blasé Blue

+ Show surprise,
+ Use general poople-handling skills.
» Koy in to the customer.

Ornery Orange

« Show urgency.
+ Enlist the customer in generating solutions.
* Create added value.

Raging Red
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Real problem solving cannot happen until the issues ure
out on the table. Blasé Blue customers often seem calm while
lesting your response. Show surprise and you demonstrate
that this is not business as usual—and you pass the test. Fail to
use good people-handling skills and watch this calm customer
jump to Raging Red status. The tactics for Ornery Orange are
designed to give this customer back a feeling of control and
importance. Omeriness is often a substitute for fear or discom-
fort. Raging Red needs to be coaxed out of a temper tantrum.

Tip of the Iceberg

Fixing the person is an important element of & well-conceived
recovery effort because many times a customer’s emotional re-
action is only tangentially tied to the real service problem.
When you encounter an upset customer, you can't tell from
the initial emotional readout whether their problem stems
from a late flight, a broken radiator, a bounced check, or even,
well , . . consider this illustration:

A friend of ours spent some years working behind the
counter of an ice cream store. One very busy day, a business-
man came in and ordered a banana split. She made it, handed
it to him, and went on to the next customer. Moments later,
the customer was back. “This banans split has no bananas!"
he hollered. “What kind of a moron makes a banana split with
no bunanas!"

Stunned by the outburst, our friend could do little more
thun look at the man—and at the bananaless split. When he
finally paused for a breath, she made the necessary effort:
“Geoe, I'm awfully sorry about that. No bananas is a pretty seri-
ous offense in a banana split. T think I'd be upset too. Please
let me make you a fresh one—and refund your money.”

About that time, the customer became aware that he was
ranting and raving over a bow! of ice cream, under the stares
of the other customers and confronted by nothing more threat-
ening than the sincere concern on a young woman's face. He
started laughing. And she started to smile. And the other cus-
tomers started to giggle and lsugh. The upshot was that while

Fix the Permson 13

sho was making the new banana split, he apologized to her.
And. perhaps needless to say, ho became a regular at that ice
cream shop.

When a setvice tech goes on-site, he has two repairs:
He has to fix the equipment and fix the customer. And
dng the customer is more important.

— il Blevwel
Cunsiornar sansiachon consultan!
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Fair-Fix the Problem

if you have frouble, It recuces the likelihood that the
person is going 1o buy e next ime
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Have you noticed that some people just seem naturally good
at problem solving? No matter what the situation, no matter
what the conflict, they are always able 1o see some course of
action that will get the job done. Perhaps you are one of those
people.

If you aren’t, you may think, “I'll never be able to be as
affective as they are—1 don't have the talent.” Wrong. Problem
solving is a skill. not a talent. Effective problem solvers have
simply learned 10 use their skills. To practice and hone your
problem-solving skills, we recommend using a lhmn:smp
framewaork: listen, probe, solve.

Step 1: LISTEN fo Find the Problem

The impaortance of good listening cannot be overstated. In a
problem-solving situation. you are listening for two reasons:

1. To allow your customers to vent their frustration or ir-
ritation—part of the “fix the person” process

2. To find the real problem (which may be obvious. but
sometimes isn't)

Fair-Fix the Problem 115

For example, “listen” to this customer’s complaint:

“I bought a Kid-Pro Bike from you peaple last night.
The box must have weighed sighty pounds! | finally
got it into my car—no help from you gu

home, and it took me an hour to get it out of the car,
into the house, and open. | mean really! This is a
kid's bike and you need Amold Schwarzenegger to
open the box! And after all that, the directions were
missing! How am 1 supposed to put it together with-
out the directions?!”

Upset customers are apt to bring multiple issues into their
tirade. It's important to this customer that she had difficulty
leaving the store, getting the box from her car to the house, and
opening the box. But the immediate problom is the missing
directions.

TIP: Your cugiormss o been practicing et e speasch
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Step 2: PROBE for Understanding and Confirmation

Customers, particularly upset customers, don’t always explain
everything clearly or completely. Ask questions about any-
thing you may not understand or that you need clarified. Then,
when you feel you have identified and clearly understand the
problem, repeat it back to the customer.

“I'm concerned about your purchase experience, and

Muuhm that with our manager. What I un-
you nood right now is directions. I've had
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that box open myself, parts everywhere. with no di-
rections in sight, and I know how frustrating it can
be."”
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Step 3: SOLVE—Find and Implement Solutions

If the problem is one that you have encountered before, you
may already know the best solution. In that case, use the “feel,
felt, found™ approach to present it

"I can understand that you feel Other
people, including myself, have fell the same way.
We've found that solves the
problem.”

Whaen the best solution is less obvious, present several op-
tions and ask for the customer’s preferences.

As You Con see. IT5
against company Policy

Falir-Fix the Problem nr

“Fortunately, this doesn’t happen very often at all. In
those few cases when it does, I've found a couple of
solutions that work. One is to check in the stockroom
to see If we have another carton with a set of lnstruc-
tions in it. Or, if you're in more of a hurry, | can run
a copy of the master copy we have. Which works best
for you?"

Involving customers in generating solutions not only
starts to rebuild the relationship. it gives them the feeling your
business really is interested in satisfying their needs. You'll
find that most customers bring a sense of fair play with them
and will often expect far less than you'd think. In our research
into telophone repair services, for example, we learned that
customers who experienced problems on the weekend didn’t
oxpect immediate service. They reasoned that telophone re-
pair technicians wanted to spend weekend time with their
own families, just like customers,
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One Extra Step

Sometimes, solving the actual problem is not quite enough.
Remomber that the purpose of 8 Fantastic Fix isn’t only to cor-
rect the problem, but also—perhaps more important—to keep
the customer, Rebuilding a damaged relationship, particularly
when a customer feels victimized by the service breakdown,
may require taking an extra step we call “symbolic atone-
ment.” It means making an appropriste gesture that says, “l
want to make it up to you.” Atonement is a way of providing
a value-added touch to tell customers their business is impor-
tant to you:

“I'm glad you gave us a chance to make things right.
Bafore you loave, lot me write our store phone num-




118

THE Prosiem-Sonving Sive

ber and my home phone number on the directions.
And since you had to make an extra trip, I'd like to

give you one of these personalized bike li
plates. What's your son’s name?" o

Don’t fight, make If right,

P -/"JI‘f""l.:,' l'lrll,"‘f\”
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Customers From Hell
Are Customers Too

There ara no 'bad’’ customers. some are Just harder to
please than others,

e

Samecns whio Never wolled
1 CUStome i his O e e

There is a world of difference between keeping your compo-
sure while working with an upset, angry customer who has
had a bad day in Consumerland and the burning sensation you
get in your stomach when you come face-to-face with a fire-
breathing, show-no-mercy, take-no-prisoners Customer From
Hell.*

Customers who have been through consumer hell need
your help, support, and understanding. Those who come to
vou direct from hell need the special care and handling you
might give a live hand grenade or an angry rattlesnake.

You would never tell the second group to their faces what
you're thinking—"Arrrggghhh, another Customer From
Hell"—but there's nothing wrong with admitting to yourself
that this is what working with them feels like.

Customers From Hell play a simple game. Their goal is to
get under your skin, to provoke you to counterattack. They
taunt, you react, they win. If you lose control, you lose every-
thing. Often, your first impulse Is either to run and hide or to
smack ‘em. Or both. But you can't really do either. So, what

do you do?
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1. Develop some perspective. Real Customers From Hell
are relatively few and far between. Most of your cus-
tomers want to deal with vou in a cheerful. positive
way. And even the really difficult ones are still cus-
tomers,
Remember that you are a pro. You know your job and
vour company. You know your products and how they
perform. And you know how to handle people, even
when it's the end of the day. the end of the week, or
the end of August and the air-conditioning is broken.
Be a master of the art of calm. Let the upset and anger
wash over you without sticking. Angry customers are
almost nover mad at you personally, They are mad at o

situation they don't like.

te

Approaches to Obnoxious Customers

Our research with customers, and your stories of dealing with
the most difficult ones, suggest four steps which, applied cor-
rectly, can calm the savage in the most beastly customer. Most

of the time.

1. See no evil, hear no evil. If you start thinking of cus-
tomers as jerks and idiots, bofore you know it, you'll start treat-
ing them as badly as they treat you. Worse yet, you will start

to treat the innocent like the guilty.
Mr. John Q. McNasty of the ABC Widget Company is the

biggest jerk you have ever had to deal with. One day, you de-

oide to fight fire with fire and be just as rude and insulting as
he is. You give him a dose of his own medicine—and you foel
great. John Q.. of course, goes back to ABC and tells everyone
what a stinker you are, that all he did was ask for a little ser-
vice. Soon you begin to notice other ABC people acting up
when you deal with them. And then, of course, you have -_:

show these jerks that you can be just as tough as they are.

then. . .. You got the point, right?
Customers From Hall foed on your reactions. They

your response to justify their own behavior. Ignoring their
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Oh,oh, a customer
from hell-6 there/

rude and crude words and actions sends the message, “Slam,
bang, and cuss all you want, | am not intimidated.” And that
message—demonstrated, but not spoken—gives you the ad-

vantage.
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2. Surface the tension. Some customers push your per-
sonal hot buttons through use of foul language or condescend-
Ing tone. Others seem to direct their anger at you as if you were
solely responsible for every woe In thaeir lives, In fact, angry,
lemper-tantrum-throwing customers are so wrapped up in
~ their emotions they often forget that you are a living, feeling
person. “Surface the tension™ is a way to gently remind them,
‘Say: “Have | personally done something to upset you? I'd like
10 holp, Please give me a chance.” This will help return the
tustomer’s focus back to the issue, encouraging him or her to
yent about the problem and not the person. The tag line,
"Ploase give me a chance” is the real magic worker. We

mod it from Federal Express, where agents have long real-
d that it is a rare customer who won't, even if grudgingly,
vou a chance. And that's often all it takes to turn a frus-

iod customer from irate to angelic.
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3. Transfer Transformation. There are times when you are
not obligated 1o continue conversation with a customer. If
you are personally offended. shocked or dismayed by foul lun'-
guage, you have a right to deal with it. If & customer won t
allow you to help him or her, you have an obllgnm.m o con-
nect the customer 1o someone he or she will work with. Trans-
forring the gustomer, be it to a peer or 1o 4 supervisor, 1s not u
cop-out strategy. Instead, it is—if used in these situstions—i
clever, preplanned method for moving beyond a customer’s

negative, nasty behavior.

When you use it, you'll notice a strange, yot very human

phenomenon. Consider what happens when G .aml‘!). McNasty
calls to inquire about a billing problem. You try to “‘surface the
ension,” but get “You imbecile! It's people like you who
caused the fall of every groat society! | want to talk to someone
who actually has a brain!” So, take a deep breath and put hor
on hold. You call your supervisor and explain the situation
before putting Ms. McNasty's call through. Then you hightail
it to your supervisor’s cubicle o watch her reaction when Ms,
McNasty cuts loose. To your surprise and—vyes, admit it—
dismay. you see your supervisor smile and nod as st!e O
reassuring platitudes. Wait, it's worse! Your supervisor is a
ally laughing at somathing McNasty said! As s.l.m hangs up th
phone, your supervisor turns to you and says, “What a char 3
ter that McNasty is! Nice woman, What did you say to upse

her?" ]
Are McNasty und your supervisor secret psychic M‘ :
No. McNasty was having an ngulll :;nnpor ta;:lt::un. ;t; ..,_ ‘
her on hold, you put her in adult time-out, as migh
use time-out with a rampaging small child. Like the child. M
Nasty transitioned from her time-out Lo & difforent activity: -
her case, speaking to a supervisor. She was able to leave he
tantrum, and her terriblo talk, in the past with you and mak

frosh start in this new conversation.
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4. Build Contractual Trust. What if McNasty doesn’t quiel
down? Or worse, what if a customer threatens you or begins to
push and shove? At this point it is time to dreaw a line in the
sand—but not one that forces your customer into the cold
water of the river. Rather, you want to take your customer
ncross i bridge and leave him or her on the far bank.

You are assistant maitre d' at Chez Charlie. the smartest,
trendiest new restaurant in town, You are booked solid for the
evening when the McNastys arrive with three friends and no
reservation. Mr. McNasty takes you by the arm, leads you
asido, and tells you that you will seat his party immediately if
vou know what's good for you. All the time he is talking, ho is
smiling—and squeezing your upper arm in an obviously men-
acing way. Make positive eye contact, smile right back, and
say, “I'm sorry but unless we can find another way to have this
conversation—a way that doesn't involve physical contact—|
am going to have to call Security.”
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You may hoave to repeat this phrase a second time, and
then give him a moment (o realize that you are serfous. Then,
if he stops, offer to put him on the waiting list. If not, say, “I'm
sorry we couldn’t find a way to wark together.” Call for your
manager in a firm, loud voice. Then call 911,

Most customers will comply after you make the “Stop this
havior and I'll help you; continue it and | won't” contract
gloar. If the customer doesn’t comply, it's imperative that you
I through. This builds what psychologists call “contrac-
tual trust.” In other words, you made a promise—"I'll call Se-
ity —and you kept it,

Which tactic is best? Any of the above four approaches
an be correct in the right situation. Talk with your peers and
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talk with your manager about when and how to apply each
remedy to your difficult customers.

Look for the gifts—the things hat every unpleasant en-
counter can teach you about dealing with ugty human
behawvior
ol y Morccr
Moraan Serminar GIows

Part Four

Knock Your Socks Off
Service Fitness:
Taking Care of You

L am Dne with
My Service I am One

wiTh MY Spryice

We've focused our attention primarly on the custome:. But
there's another important player In the sarvice game: you. A
sovvy service profassional learns that self-manogement is every

bit as Important as managing the customer’s experience
Providing Knock Your Socks Off Service shouldn't be an Im-
possible quest—or a personal ordeal. Like an athlete constantly
In training, or a musician perfecting an Instrument, you need o
develop, evaluate, pace, and manage yourself as well as your
ce. That means work, but it also maans celebrating o

well done.

How you feel about yoursall and the JC youqndoht
WMvoubwnamovomeypb%MM
reflected In the quallty of your work. Knock cks Off Service
should be rewarding for everyone involved.




Master the Art
of Calm

The strass puzzie Is the mind-body ink: What roles do our
emotions. thoughts, and perceptions play in the way
we experence and physically raspond to strassful sttuo-
tions?

[ Frances Mentt Stesr

Presictord Institute of Bebscavral Aworansss

You're not any good to anyone when you are stressed up,
stressed out, overwrought, anxious, moody, belligerent, nasty,
and still waiting for that first cup of coffee. The emotional
labor involved in modern service jobs can actually be more
draining than lifting boxes or pouring concrete. All the good
stuff built into your job will never be enough if you don't learn
how to cope with and counteract the stress,

In theme parks from Disneyland and Walt Disney World
to Knott's Berry Farm, Opryland, and Carowinds, people at the
front lines are taught the concepts of onstage and offstage.

Onstage is anywhere s customer can see or hear you,

Offstage is everywhare else, safely away from the public

oyo.
An employee who is fesling stressed can ask a supervisor

to take over the ride operation, concession stand, or broom so
they can get themselves back together. Once offstage, they can
lot their emotions out, deal with them. put their game face
back on, and come back to the job without worrying about put-

ting their next customer through the third degree.




128 Knock Your Socks O Servict Fmess: Taove Care o You

You, your manager, and your organization have to work
together to manage the environment in which vou wo:rk. But
only you can manage the way you react 0 a given service en-
counter. How do you cope? There are any number of tech-
niques for reducing stress, whether inside your cubicle or out
on the sales floor. Find those that work best for you and prac-
tice them every day. Here are ten to get you started.

Ten Stress Heducers

1. Breathe. Deep breathing is one of the oldest stress-bust-
ing techniques, and one of the best. Stress can upset the nor-
mal balance of oxygen and carbon dioxide in your lungs. Deep
hreathing corrects this imbalance and can help vou contn_xl
panic thinking. Take a deep breath through your nose, hold it
for seven seconds (no more), then let it out slowly through
your mouth. Do this three to six times.

2. Smile. You make your mood, and your mood can stress
or relax you. Smiling is contagious, When you see 4 customer
looking a little glum, muke sye contact and turn on one of your
best and brightest. Ninety-nine times out of a hundred, you'll
get a smile right back.

3, Laugh. Maintaining & sense of humor is your best de-
fense against stress. Stress psychologist Frances Meritt Stern
1olls of a difficult client she had been dealing with for years,
“That clown is driving me up a wall!” she often complained.
One day, she began 1o envision him complete with whiteface,
floppy shoes, and o wide, foolish grin. With this picture tick-
ling her funny bone, she was able 1o manage her stress re-
sponse and focus on doing her job.

4. Let it out. Keop your anger and frustration locked u
inside and vou are sure to show it on the outside, Ins
make an appointment with yourself to think about a particu-
larly stressful customer later—and then keep the appointment.
Unacknowledged tension will eat you up, but delaying
reaction 1o stress-causing events can be constructive, It
you in control.

ne: oot oxlics volue (o Hhe TechMadUES . BEIVIOSE Iapre-
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5. Tuke a one-minute vacation. John Rondell, a sales con-
sultant, has a vivid image of himself snorkeling off a beautiful
white-sand beach in the Caribbean. He has worked on the
scene until he can experience being there and lose all sense of
time and place, oven though his visits last only a minute or
two. Now he can sasily return to his “favorite place™ following
a stressful call or before talking to a stress-inducing customer.

6. Relax. We tend to hold in tension by tightening our
muscles. Instead, try isometrics: tensing and relaxing specific
muscles or muscle groups. Make a fist, then relax it. Tighten
your stomach muscles, then relax them. Push your palms
against each other, then relax your arms. Some people get so
good at it they can do their exercises right under the custom-
or's nose.

7. Do desk aerobics. Exercise is a vital component of a
stross-managed life. Try these two “desk-er-cizes™:

« While sitting at your desk, raise your feet until your legs
are ulmost parallel to the Mooer. Hold them there, then let
them down. Do this five times,

« Rotate your head forwird and from side to side (but not
back—that can strain rather than stretch). Roll yvour
shoulders forward and then lift them up and back. This
foels ospocially good after you've been sitting or stand-
ing for some time,

8. Organize. Organizing gives you a sense of control and
lessens your stress level. “l organize the top of my desk when-
wver | am waiting on hold,” says Eric Johnson, & telephone
sustomer service ropresentative, "Bofore | leave for the day, |
muke sure everything is put away, and that | have a list of
priorities made out for the next day."

9. Tulk positive. Vent your anger and frustration in posi-

tive ways, Sharing customer encounters with coworkers helps
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vou find the humor in the situation and gain new ideas for
handling similar situations, But constant negative talk that re-
hashes old ground will only re-create and reinforce, not di-
minish. your stress.

10. Tuke a health break. Muke your normal breaks into
stross broaks. Consider walking outside, reading a chapter
from a favarite book, or just sitting with your eyes closed for a
few minutes. Bring healthy snacks and juice to work to substi-
tute for the standard coffee and doughnuts.

To paraphrase: You only serve as good as you feol. You
need to take care of yoursell. And you are the only one who
can.

Wnen your customer Is the most anxious, you need to
be at your bast—most competent, confident, calmest,
and in control of yourself

29
Keep It Professional

Every job is a self-portralt of the parson who did It. Auto-
graph your work with excellence,

From 3 ROSHET 11 I QT repcer SH0Or

Today, it's common to hear executives and managers proclaim,
“Customers are our best friends.” But Knock Your Socks Off
Service professionals know that, for all the light banter and
personal fanfare, there's a critical difference between being
friendly and having o friendship,

A friendly transaction is a clear and understandable goal
in any business—treating customers courteously, attentively,
and professionally mimics the “transactional treatment™ we
waould give to a close personal friend (and, in doing so, groases
the wheels of commerce).

A friendship, on the other hand, is a relationship that be-
gins and continues outside the bounds of the work we do and
involves porsonal commitments far boyond the scope of the
normal customer/server interactions.

Does that mean that customers should never be friends, or
that friends shouldn't be customers? Of course not. We all
hope our friends will chose to do business with us, and it's not
unusual—and typically quite a compliment—when business
relationships grow into interesting friendships,

If the letters 1o advice columnists are to be believed, it
sooms that a good percentage of today's romantic relationships
grow out of business relationships between service profession-
als and customers. But that's the result of & relationship that
continues off the job,

131
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Taking Care of Business

On the job, your customers are customers first and foremost:
They have come to you not for conversation and companion-
ship but because they are trying to get their neads met through
the business that employs you. Your customers need your help
as a service professional, be it to ring up a sale, create a new
hairstyle, or deliver five hundred pounds of industrial adhe-
sive, They aren’t there to look for a new friend.

TIP: You are the rmost heiplll when yOu ramoin profes
gonal but with a persongd ouch. That meaarns nal con
fUsNG vour offdhejob person Vst witth ondihe
ob. friendly, professional ransaction:

It's worth noting that friendships can suffer some bruises
when business gets in the way. Do your friends feel secure
enough in your friendship to risk your displeasure if your
friendly business services aren't satisfying? Even friends of
long standing may feel uncomfortable being honest with you
in a business relationship that seems more a friendship than a
professional partnership. They may withhold pointed feed-
back or suppress complaints, and ultimately may even take
their business elsewhere. rather than create hurt feelings by
telling you about their dissatisfaction.

Appuearances also have an effect, both on customers who
don’t know you and on supervisors and coworkers who do.

* The noxt person in line may be made distinctly uncom-
fortable by the personal chatter and other evidences of a

rolationship that excludes them. Even though they m?
not be waiting any longer than normal, that wait will

feel longer to them if they think you could get to their

needs more quickly by dispensing with what appears to
them to be idle chitchat.
« Your coworkers and managers may have a similar reac
tion if they think you're giving unequal or pref
treatment to one particulur customer, especlally if thor
are other customers nearby to walt and watch,
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Remember that a Moment of Truth for you and your busi-
ness involves any time your customer has an opportunity to
observe what you do and make a judgment on the quality in-
volved. The best rule of thumb is to “keep it professional” at

all times.

Involvement Varies

The difference between friendly and friendship and the differ-
ence between empathy and sympathy are related. When your
friends experience pain or joy, you share those feelings with
them. In that context, you sympathize as part of your friend-
ship. When friends are in trouble, you may even offer advice,
You may even become angry on their behalf. But it is not your
role to fix everything for them.

When customers are upset, they expect you 1o care, too.
But they expect you to do something slse that has nothing to
do with a personal relationship: to fix their problem, to make
things right, without becoming personally involved. Showing
empathy as part of being professionally friendly is the best
way to respoct the difference between personal and profes-

sional conduct,

For conduct unbeceming a
representative ITm asking
That You turn in Your
hat and headset
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We conducted an informal poll of service professionals 30
and customers, asking the question, “How tan you tell
that o service provider is a professional?" Here are the

most frequently given answers: Th C
Professional Unprofessional e ompetence
« Looks the part; is neatly + Ignores you, usually in

- .
dressed favor of aa personal call Prl n CIple:

« Confident communica- or chat with a friend
tor: doesn't “um" orsay  * Sighs a lot; rolls his or Al B L -
I don’t know" without her eyes ways e earn|ng
trying to find out » Chews gum or eals
« Smiles; looks eager to while talking to you
hel
P You're never off duty; you have o remember every-
thing you see
Holly Snel
Who Yw Af‘ Vs. Wha' Yw Do O "Z-"';)';' Hvatt San fran
There's another personal relationship that often gets over-
looked by service professionals concentrating on doing theit
jobs to the best of their abilities: the one between you and
those closest to you—your family and loved ones, During the You've seen them. Mayvbe you've even worn one. You know,
course of the business day, you'll have many experiences and those little tags that say “Trainee.” The ones that proclaim to
ancounters—plenty of answers o the innocent question **And all the world, “Be patient, I'm still learning.”
how was vour day, dear?”’ But while the stories you share can. W often think of trainoos as young, eagor to loarn, full of

questions—and as people who can’t wait to take off the trainee
label and finally know it all. But delivering Knock Your Socks
Off Service means having a lifelong learning mentality, Learn-
ing your job doesn't stop when you turn in the trainee tag:
in fact, it's just beginning, Like professional athlotes, the best
gustomer service people are always in training, always looking
for ways to improve their performance. always secking ways
10 hone their service edge. '

What do you need to know? Think of lifelong learning as
u porsonal customer service workout program. Just as with any
form of effective cross-training, your fitness regimen should
cover several interrelated areas. There are five basics: techni-
cul skills, interpersonal skills, product and service knowledge.

help your family better understand why you care so much
about the work you do, it's unfair to overburden them wi
your professional concerns, just as it's unprofessional to vie:
late the confidences of your customers.

TP: Draw G cledr ina betweaan whi You are and what
L™ } "Wy ; Oe O BT a8 Wil VOLI " e ,3(\0

e cicty. what you 0o stays OF Work
Goodsemcebno'rnlmmmecunonm.mngmm

the custormer fo smile ot you.

. Boyttie Hopson and Wike Sooily
12 Stee 10 Success Through Senvice
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customer knowledge, and personal skills. All are going to be
critical o your success,

Use the questions below to test your strengths and weak-
nesses. You may keep your answers confidential so don't be
afraid to be critical. At the same time, it's important 1o take
credit for the many good and right things you already do.

Technical/Systems Skills
No Yos

1. 1 have the skills and training to use our

telephone and communications

technology. O O
2. I have the skills and training to use my

camputers and other technology in my

work. O O
3. 1 know how to use organization systems

and procedures 1o serve my customers, O O
4. When | need assistance using our

technology or systems, | soek it in a timely

manner O O
5. | understand and can complets the

paperwork required from my customers,

and from me, O (]

Interpersonal Skills
No Yes

1. | know the behaviors and attitudes that

load customaers to say. *You really knocked

my socks off!" 0 O

2 | can use specific techniques to defuse
angry or frustrated customers. (. Cl
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No Yos
3. | can empathize with my customer’s
perspoctive. O (|
. | have insight into my own style and how
to best respond 1o the styles of others. O Cl
. I develop a feeling of partnership with
customers and coworkers. (W a
Product and Service Knowledge
No Yos
. | can explain how my area’s products and
services contribute to my organization's
overall success. [ [
. | can compare our products and services
with those offered by our compatitors. [ O
. 1 have the information | need about new or
planned product and service offerings. 0 O
. | know the technical terms and jargon, but
I can explain in plain English. O 0
. | know the most frequently asked
questions, and the answers, O (.
Customer Knowledge
No Yo
. 1 know what customers complain about, _
what customers compliment us on, a a
| know why customers choose us over our pa
competition. g a
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No Yos Use the space below or your learning log to list five knowl-
3. 1 know the profiles of my five most edge or skill areas that you would like to improve or add to
important customers/customer groups. (| O vour talent bank.
4. L know how the service | provide affects
the way customers rate us on quality BUILDING YOUR TALENT BANK
measures, D 0 '
5. I continually look for new ways 1o provide
“Knock Your Socks Off Service.” O |
Personal Skills
No  Yes 2
1. | deal constructively with on-the-job
stress. | ]
2. 1 find new challenges and insights, even
when doing “the same old thing" for 3.
customers. 0 O
3. T organize and prioritize so | get the right
things done, in the right order. O (W
4. When faced with a customer frustration or 4.
angor. | don't take it personally. (] O
5, The work | am doing now provides an
important step toward my long-term goals. O O
5.
Put Yourself in Training
Keop a “learning log," a notebook or pad that's always near at .l

hand in which you write down both questions and answers
that will help you better define your learning goals and im-
prove your service performance. Organize your efforts: You In the space below, identify two things you could d‘"’l“l
can’t learn everything at once, so don't try. Focus your lifelong now, without asking permission or investing a lot of w.
learning program on one area al a time. to improve those skills, For example, you may want to ask o
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coworker how she keeps her cool when customers burn red
hot. Or you may ask to attend the next meeting of the local
SOCAP (Society of Consumer Affairs Professionals, Alexan-
drin. Vi), ICSA (International Customer Service Association,
Chicago), or Chamber of Commerce to hear a speaker on cus-
tomer service skills,

TWO THINGS | CAN DO RIGHT NOW:

Now, identify two more long-term things which would re-
quire groater effort from you and cooperation from others. For
example, you may want to enroll in a local college to earn a
degree. Or you may want to meet with your manager to find
out how you can become an internal expert on your area’s
computer systems.

TWO THINGS TO EXPLORE FOR THE FUTURE:

Anyona who stops leaming s old. whether at twenty o

eighty. Anyone who keeps leaming stays young, The
greatest thing In life s to keep your mind young.

—Henty Foig

I ssincalint
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Party Hearty

You deserve a break today!
MDDk s Ingie

It's true. You do deserve a break today—and every day! It's
important to take time out to celebrate your successes. Be good
to yourself for doing a terrific job. No one else can celobrate as
well as vou can because no ane else knows how well you've
done.

If you've ever spent an hour or ten complaining about stu-
pid customers or unsolvable problems—and who hasn't?—
remomber the FOC rule of equal time. Spend as much time. or
better yet, more time, rehashing your successes. From time to
time, go out with your colleagues and celebrate each other for
surviving and thriving in the work you do. Is it bragging about
yourself? Sure. But there's no reason to downplay your skills
and sccomplishments. And recognizing your successes today
will help motivate you to come back for more tomorrow.

Leamning to Celebrate

Same people seem born knowing how to give themselves, and
the peopls around them. needed pats on the back for work
well done. But for most of us, celobrating ourselves doesn’t
come easy. We get s0 embarrassed when others start to sing
our praises that we wouldn't even think of jumping in with a
vorse or two of our own. That's an attitude Knock Your Socks
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OIf Service professionals can—and should—learn to leave beo-
hind. Give yourself permission to be terrific. That's right: You
need to make a conscious decision to allow yourself to occa-
sionally revel in doing well. Once you do, we guarantee you'll
learn to love the habit.

Still think it will be hard to get the hang of this positive
foedback thing? Then start by practicing on someone else.
Thank & colleague for helping you out. Mike a point of letting
your supervisor know something good sbout a coworker. Pass
along a tip or trick you've leamned from someone else—and
make it clear who taught it to you.

Notice that the examples sbove have a common element:
They focus attention first on an action or accomplishment,
then on the individual or team of individuals involved. In
other words, you're not extolling someone just for being a
wonderful person. Rather, you're taking note of what they did
and why it was so torrific. Now start doing the same thing for
vourself.

Five Ways to Celebrate

There are countless ways to ohserve and have some fun with
your service successes. But take a cue from what happened to
the Doctor Seuss character Yertle the Turtle. He tried to cele-
brate his own worth by rising high on the backs of his fellow
turtles. It worked for a while. but eventually Yertle met the fate
shared by all who lift themselves up by putting others down:
He ended up face-first in the mud. Standing tall on the merits
of your own service successes means colebrating personal vic-
torios, but it means seeking out and celebrating the victories of
your coworkers as well. Try these five ways to celebrate:

1. Tuke yourself out to lunch. Treat yourself to a special
lunch or dinner or even breakfast. Invite a friend or coworker
{or several) to go along and—this is the important part—make
sure thoy know exactly what you are celebrating and why.

2. Tuke a coworker out to lunch. This one works the same
as the ane above, only this time the reason for celebration is
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good service performance by that person that has inspired you
or given you added satisfaction or motivation in your job. In-
volving several others reinforces the teamwork and camarade-
rie that makes good service organizations something special to
be a part of.

3. Buy balloons or flowers or something fun. A balloon or
fresh-cut flower on your desk can symbolize a recont service
achievement. It also brightens up your work space and lets
other people know you're foeling good about something. When
they ask you, you'll have a chance to explain, which will make
you feel even better.

TP Consicler gving the Impromptu awird wou've pes
serisd) you j"Mf L ® | [-' 1Y I on Yy Cesk o va.
e passilon'oo AWK Wiy Lt handled o Cus-
formee From Hell wWith grace and oplomit

4. Make a “brag sheet.” When you spend & lot of time
waorking on the skills you'd like to improve, it's easy to forgel
to celebrate the strengths you already have. Start a list.

P When you have the neviabie bod day and o o
Mt clown In the aumps. ool out your txog shesl 114
. Bt THmgs 1N Thesr PIORET e iiachive
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5. Tell yourself " You done good!” Think talking to your-
solf is a littlo strange? It isn't, (Arguing with vourself, on the
ather hand. is a little suspect.) Good news gets bettor in the
telling. If you'm not guite ready to shout it fraom the housetops,

at least tell yourself—verbally, with force and
you've done a good job. y and feeling—that

TIP: Be spacitic. Tell yoursed axactly what you ot well

el 1NN you ve evier dona in the st e el oo
WOrken YO RNOw, | st hanckedd o oty tough ool andt
| ety thes jiome tealing grer! K sreeond 1.ruw,r.'g !
worlehed] you wilh Tha! Custonms Shes crskect sormses pretty
OO Quesstions, But you hod ofl the answers and sent
M OU OF Nere iesing arec N it

What gets rewarded gets repeated,

FCENTve Ondd recogniion Coadr

Resources

To help you with your lifelong learning, hoere is a list of basic
resources, and some room to add your own.

Al America’s Service by Karl Albrecht (Dow Jones-Irwin,
1988).

Calming Upset Customers by Rebeces L. Morgan (Crisp Publi-
cations, 1989).

The Complete Guide to Customer Service by Linda Lash (John
Wiley and Sons, 1989),

Contact: The First Four Minutes by Leonard Zunin, M.D., with
Natalie Zunin (Ballantine Books, 1972).

Customers As Partners: Building Relationships That Last by
Chip Bell (Berrott Koshler, 1984),

From My Seat an the Bus: A Co-Conspirator’s Guide to Thriv-
ing (and Surviving) in the Training Game by Ron Zemko
(Lakewood Publications, 1997),

The Future of U.S. Retailing by Robert A. Peterson (Groen-
wood Publishing Group, 1002},

Great Customer Service on the Telephone by Kristin Anderson
(AMACOM, 1992).

“Helping Customers Cope With Technophobia™ by Michael
Ramundo (in MSM, January 1991),

I Know It When I See It by lohn Guaspari (AMACOM Books,
1901).

“I'm First”: Your Customer’s Message to You by Linda Silver-
man Goldzimer (Rewson Associates, 1989).

Increasing Customer Satisfoction Through Effective Corporate
CGomplaint Handling (study conducted by Technical As-
sistance Research Programs [TARP), U.S. Office of Con-
sumer Affairs, Consumer Information Conter, Dept. B06R,
Puablo, CO 81009),
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In Search of Excellence by Thomas |. Peters and Robert H. Wa-
terman, Jr. (Harper & Row, 1982),

Inside the Magic Kingdom: Seven Keys to Disney’s Success by
Tom Connellan (Bard Press, 1997),

Integrated Business Leadership Through Cross Marketing by
Michael Baber (Warren H. Green, Inc., 1986).

Moments of Truth by Jan Carlzon (Ballinger Publishing Co.,
1987).

Netiquette by Virginia Shea (Albion Books, 1994).

Quality Customer Service by William B, Martin, Ph.D. (Crisp
Publications, 1989),

Service America! Doing Business in the New Economy by Karl
Albrecht and Ron Zemke (Dow Jones—Irwin, 1985).

The Service Edge: 101 Companies That Profit From Customer
Care by Ron Zemke with Dick Schaaf (NAL Books, 1989).

Service Management: Principles and Practices, 2nd ed., by Dr.
William Bleuel (Instrument Society of Amaerica, 1986).

Service Quality: A Profit Strategy for Financial Institutions by
Leonard L. Borry. David R. Bennett, and Carter W, Brown
[(Dow Jones-Irwin, 1989).

Service Recovery: Fixing Broken Customers by Ron Zemke
(Productivity Press, 1995),

Smart Questions: A New Strategy for Successful Managers by
Darothy Leeds (McGraw-Hill Book Company, 1987).

Stressless Selling, rev. ed.. by Frances Meritt Stern and Ron
Zomke (AMACOM Books, 1900).

luaking Care of Business: 101 Ways to Keep Customers Coming
Back [Without Whining, Groveling or Giving Away the
Store) by Dick Schaaf and Ron Zemke (Lakewood Books,
1991),

Additional Resources

"Sox Off Service” videos starring Lily Tomlin, A four-part
1993 video series based on the book Delivering Knock
Your Socks Off Service. Also, *On The Phone" videos star-
ring Kristin Anderson. A six-part 1996 video series based

on the book Great Customer Service on the Telephone.
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Videos in both series are available individually or as a set
through Mentor Media, Inc., Pasadena, Calif. 1093
Customers From Hell® und The Ten Deadly Sins of Customer
Care: A board game designed to train frontline service
people on the how-to's of dealing with difficult cus-

tomers.
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Dellvering Knock Your Socks Off Service

REVISED EDITION
Kristin Anderson & Ron Zemke

Advance Praise for the Revised Edition:

“As an education agency committed to continuous improvement and quality customear service, wa

ure in constant search of resources to help advance us on this journay, Delivering Knock Your Socks

Off Service has been a wanderful discovery. Its principles and strategies are universal and apply to
any kind of organization . . . as long as it has customers to serve, that is!”

—MNiel L Malvettt, Ph.D, Ditector of Training, Developmant, and Research

Sacramento County Office of Education

" Delvering Knock Your Socks Off Service sets 8 baseline definition of exceptional customer service
in a practical, useful, and fun-to-read format This is & great desk reference for anyone interfacing
with customers and anyone sugporting thosa who interface with customers.”

~Elizabeth Cox, Training Coordinator & Staff Developmant Specialist
Modus Media Intarnational

“Anderson and Zemke continue to knock my socks off with the revised edition of their book.
Everyone in an organization is & service representative and everyone can benefit from this practl-
cal, ensy-to-read guide to providing superior customer service,”

~Alan Bachman, Business Development Consultamt
Reviewer Praise for the First Edition:

“Writtan in a witty, angaging style, it offers real tactics any service provider can use. Once you've
read this book, pass it on to your employees.” —Entrepreneur

“Best Business Book of 1992 —Library Jowrnal
“It's @ must-have tool for sveryons in customer servicel” —Success

“If you'ra looking for an ‘essy read’ to spread around your workforce that is chock-full of custamer
service golden nuggets, then this book is what you need.” — Roek Mill Herald

“Written in an appealing style, this book is short and entertaining—full of pragmatic and sasy-n.
ramamber concepts and skills that can be apphed immediately.© — Business Venture Magazine

“A crash course in how to care for customers, how to make exemplary service ‘happan’ in an orgs:
nization time and time again.” — The Business Journal

Hon Zemke is founder of Performance Research Associates and has authored or co-asuthored
twelve books, Including the Knock Your Socks Off series and Service Americal Keistin Anderson I8
a principal of Performance Research Associates, co-author of three other Knock Your Socks ON
books, and author of Great Customer Service on the Telephone (AMACOM).
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