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Of course we are

Competitive pressure, customer power, commaoditization and perhaps even a dose of simple common sense has
caused “customer focused” to be stamped on most companies agendas. In fact it's becoming almost mandatory
for companies to say that they are customer focused and striving to be even more customer focused. After all
who would want to deal with a company that was not customer focused?

The challenge

In reality moving from something that sounds “right” to implement something that is right has become a major
challenge for a large number of companies. So what's getting in the way? The hurdles can be summarised in
just 5 words. “We've never done it before”. Behind these words is the implication that things will move slowly.
There will also be different views on how to move forward and even on what customer focused actually means.
So how can you speed things up and overcome these issues?

Don’t Panic

The temptation is to get something moving as soon as possible and start doing highly visible things. The
problem is deciding which things to do and in what order? It's easy to get a few “quick win” activities going but
the risk of running out of steam and not making real progress can be quite high.

My recommendation is; don’t start by trying to do customer focused things. Start by looking at your current
business strategy and determine what is working and what needs to be changed. When you have
reviewed/revised your business strategy ask this question. “Why is it important for the successful
implementation of our strategy for customers to regard us as being customer focused?” Following that
discussion it will be much easier to use concrete examples about why you have to be more customer focused.
This will be invaluable in getting buy-in, and rolling out customer focused plans and thinking.

Now ask your customers

You most probably already have lots of customer surveys or customer experience data. This can be a good or
bad thing dependent upon what it tells you about your customers. You need to know what they think of you and
what they regard as most important in their total dealings with you. Many customer surveys only focus on
product or the result of a specific transaction. They rarely look across the total customer experience. There may
be a need to do a different type of survey. We call this a Relationship Survey.

If you have several different parts of your business running their own customer surveys you need to make just
one department responsible for owning all customers surveys and associated data. It depends on your
organisation but in most cases this is Marketing. This is the first move towards ensuring that everyone in the
organisation is making decisions on the same customer focused basis.
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Blend

Once you have a good initial view of what's important to your customers, beyond your products, test your
business strategy against those factors. At this point a good test of common thinking in the company is how long it
takes to agree and implement any necessary adjustments. If the ingredients go well together great, you have the
foundation for a successful strategy roll out.

With this common agreement in place it will be much easier to determine what success measures to use for your
customer focused strategy. They must be the same, or at least supportive of your overall business strategy.

Ownership

In a customer focused business someone has to be responsible for ensuring that customers experiences match or
exceeds customer expectations. This is not a Sales job. Sales need to be responsible for ensuring that individual
customers get what Sales have promised them but the main job of Sales is to sell. Ultimate responsibility for
putting in place all of the changes needed to keep all customer experiences vs expectations in balance is more
likely to be a Marketing or Operations role. Some companies use the term CCO, Chief Customer Officer.

Communications

A key part of the CCO'’s role is to build a cross functional implementation team to help implement the customer
focused strategy. Each team member has to be enthusiastic and committed to the goal. It's not the place for
doubters but it is a great place to test out potential rising stars and give them the chance to shine.

With the team in place the next step is to ensure that a very strong communications plan is created and
implemented. Every employee must understand what you are doing, why you are doing it, the progress you are
making and how they can contribute.

Implementation

If everything runs smoothly the shift to being customer focused should happen as a natural part of implementing
the organisations overall business strategy. Of course not every eventuality will be written down so it's important
that all employees also have guidelines to help them make customer focused decisions. | recommend encourage
all employees to use the following 5 questions to test their decision making. As soon as the Executive committee,
or Board, start using these 5 questions everyone else will too.

Will this action help improve customer experience?

Would our customers regard this project as a good use of our time?

Do other functions in the organisation agree that it will it help them?
Does it support the overall strategy of our business?

Does it make things easier for our staff?

ar®ONE

Answering positively and being able to explain why will significantly speed up decision making and help you
implement your Customer focused approach across the business more successfully.

Good luck.
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