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As partners in CE3 Solutions, LLC, one of our roles is to help our clients deliver on their brand promise.  
There are many ways to do that.  Our primary areas of focus are improving Service and Operations.  I 
will discuss Service here and next time discuss Operations. 

Service can have a number of definitions.  I will keep it broad.  Important in any brand experience are 
both the actual fulfillment of a request or inquiry and the emotional connection created.  This is the case 
both for a human-to-human contact and a human-to-technology contact. 

In his book Customers are People, The Human Touch author John McKean described how 70% of a 
decision to buy is based on how we are treated.  He has a framework that has been very helpful to me.  
It discusses how to create positive emotional experiences. Its acronym is ART: Acknowledgement, 
Respect, and Trust.  These characteristics can be built into every human and technology-enabled service 
transaction. 

Acknowledgement can include showing that a firm knows its clients and appreciates them. Is a 
caller known before a phone is answered and does an agent screen tell about recent call 
histories?  The extent of their business relationship with your company?  How do you craft a 
greeting conveying acknowledgement? 

Respect is demonstrated by respecting a customer’s time and answering their inquiry with 
speed and no transfers.  One and done calls.   

Trust is shown by making it clear that a firm has the interests of the customer as the top   
priority. They are acting on a customer’s behalf even when the customers are not watching.   

These are simple examples. Using this framework will always be helpful to the emotional experience.  
Building a positive brand emotion with customers should be a constant goal 

To build a culture of customer centric service a company needs to demonstrate internally that these 
values are alive and well.  Leadership needs to walk the talk.  This means treating your employees like 
you want them to treat your customers.  Do your values and leadership models emphasize that you 
value your staff?  This could take the form of having written values or promises for leadership and also 
one for customers.  It comes to life in employee relations activities such as creating Voice of the 
Employee processes, fostering servant leadership skills and practices, listening to concerns and acting on 
those visibly, and conducting regular skip level meetings.  It also includes having goal alignment from the 
top of the organization to the frontline, and intentionally not rewarding for behaviors or results that are 
not contributing to the stated values.  There are quite a few details and subtleties that CE3 Solutions can 
guide you through and develop a plan that fits into your culture and history.  Getting the Employee 
Culture right is a pre-requisite to offering world class service. 

The next critical portion of a customer centric ecosystems is to have a reliable Voice of the Customer 
(VOC) system.  There are several processes and sources of insight that can be built.  Many firms do 
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routine annual or quarterly brand surveys of their customers.  Do your questions provide enough details 
to reveal specific areas for improvement?  Do they capture verbatims?  Verbatims can be a great source 
of specifics as well as the intensity of feeling.  Whatever the specifics of your surveys you can also 
supplement that insight by a customer survey at the time of a transaction.  Each time a contact happens 
is an opportunity for a customer check-in.   

Some automated systems can be irritating, so don’t create a bad experience by having a burdensome 
survey.  Fred Reichheld of Bain & Company, a guru in Net Promoter Score (NPS) methodology, suggests 
the ultimate question is: “Would you recommend our firm to friends and family?” Find ways to get 
customer feedback, even if it is gathered by some human or technology channels assessment of the 
customer.   

A great secondary source of VOC can be gathered by asking your frontline teammates.  Front line staff 
often see the symptoms of root causes.  They know the weaknesses of the tools, training or policies that 
hold them back from their highest service performance.  Find ways of mining information from all 
sources to get the best VOC you can.  (There are technology solutions that can improve the effectiveness 
and efficiency of gaining these critical insights.) 

CE3 Solutions can help you set up a voice of the customer process to assess contacts for root causes.  
These root cause insights can drive improvement processes ranging from simplifying customer collateral 
and regulatory notices, to improving the customer onboarding process.  Automating certain inquiries to 
speed up the response and creating outbound messages to give comfort or information proactively are 
other process improvement opportunities.  In the vast majority of cases an inquiry is based on a 
concern, a point of confusion, or a lack of transparency and visibility to needed information.  Insights can 
be opportunities to make your self-service inquiry channels the preferred choice of your customers.  
Developing easier-to-use options within an omni-channel environment will shift contact behavior to 
channels that are fast and easy.   

Almost all contacts can be reduced significantly.  Think of all contacts as a defect of some sort.  Reducing 
these defects will build goodwill and positive emotions about a firm’s service, product and brand. It will 
also save operating costs that can go to the bottom line or be re-invested in customer centric projects. 

To become world class in service requires a comprehensive plan that includes human capital 
management such as leadership development, recruiting leaders and agents with the right DNA, having 
an effective organizational design, creating feedback loops with business partners upstream and 
downstream, ensuring all rewards and recognitions are based on customer centric values, and 
benchmarking within your industry and with best-of-breed companies in any industry.  CE3 Solutions 
provides our clients with the understanding and governance models needed for sustainable intensity 
and knowledge transfer.  We can also help leaders create burning platforms or Big Hairy Audacious 
Goals (BHAGS) to create a sense of urgency on their teams that becomes a uniting focus. This 
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constructive tension is helpful in fostering innovation and in forcing teams to cross organizational 
borders necessary to reduce many root causes. 

Another useful technique is to create customer journey maps.  These combined with identifying 
moments of truth will highlight which processes are not living up to the brand promise.  These could be 
anywhere in the end-to-end customer experience: on-boarding, delivery of a service, inquiry on a 
related issue, how quickly or completely a problem is identified (and by whom), and how it is rectified. 
Having these points of view will help aim process engineers to redesign experiences to improve the 
retention and growth of your customers. 

In my experience the best service companies have a relentless focus and intensity built into their 
leadership and management processes.  That intensity is driving the culture, creating disciplines, 
exposing problems and new challenges, and ensuring root causes are getting the process engineer 
attention needed to prevent future service failures.  There is a zero-defect attitude that becomes the 
standard.   

Finding one or two new ‘levers’ that can rally across diverse functions can be a game changer. Levers 
can be:  a drive to reduce all calls created by a defect, tracking and improving the percent of straight 
through processing, focusing on first contact resolution, focusing on moving back-office activity to the 
first point of contact so any inquiring or committed action is done at the point of contact, not hours 
later. These levers drive speed; speed requires more automation; with automation comes more 
accuracy; accuracy and speed mean you respect the customer and you built trust.  It is all inter-related.  
(And these investments pay for themselves quickly.)  

 There are many correct ways to plan and implement a transformation to become a world-class Service 
company.  CE3 Solutions excels in this area.  We have done it in several industries, and we have done it 
as leaders in charge of driving all these comprehensive changes.  

Next time we will discuss approaches to Operational Excellence which I am going to define as executing 
service or product delivery at a low defect level and at a lower cost.  Service and Operations when 
focused on together can drive improvement in both areas.  In fact, elegant solutions can create benefits 
in multiple functions simultaneously.   

John Quinn is Chief Executive Officer and Partner with CE3 Solutions, LLC, a boutique management 
consulting firm specializing in creation and implementation of strategic and tactical roadmaps for 
businesses to simultaneously improve their customer experience, shareholder/business value, employee 
engagement, and risk management. CE3 Solutions partners have collectively over 100 years of 
experience in directly managing these areas with numerous Fortune 500 organizations, while also 
providing solutions to businesses of all sizes.  

 


