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Real business benefits can be achieved from the latest real time performance measurement systems

Published in Customer Management July 2004

Web based technologies are opening up many opportunities for improving the way companies do business.  Real time performance information delivered straight to the desktop, mobile phone, pager or wallboard has a huge range of applications.  For companies that want to improve service for customers, access to real time data creates opportunities to be better informed, respond more rapidly and measure performance in a cost effective way.
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Feedback about performance is the key to achieving corporate excellence, but any organisation that focuses only on sales figures and process performance indicators is missing a trick.

Fig 1

The links between employee satisfaction, customer satisfaction and profitability are well documented (Fig.1).  So the opportunity to gain very quick understanding about the way staff are feeling and how customers are viewing service delivery should excite every service business.

Employee motivation has a direct impact on the service that customers receive.  As well as recruiting and training for service, many companies now recognise the need to engage employees and to really understand their key drivers and de-motivators.  Quite apart from the impact their attitude has on customer experience, front line staff hold a wealth of information about all the points at which customers touch the organisation.

Messages lost in transit

Most companies have a range of communication processes in place ‑ systems for cascading information via meetings, email, newsletters, intranet and video.  But the emphasis needs to be on two‑way communication.  It is often assumed that corporate messages are received, understood and supported, but, all too often, the true message gets lost in transit.  Not everyone finds time to read the newsletters and emails.  Posting information on an intranet and giving employees responsibility for keeping up to date is one of the latest forms of communication and certainly it is fast and flexible – but accessing the intranet is often low on the list of priorities for busy people.  Cascade meetings can be effective, but even the best managers don’t always put the message over in the most timely or persuasive way; not everyone checks that staff have understood – and few check that individual staff know what the communication means to them and to their role.  Email, newsletter, intranet and video are great for transmitting a consistent message right across an organisation ‑ but how can you tell whether everyone read it or saw it, let alone understood what they were meant to do?

Very few organisations look at communications from the employees’ perspective.  Employees want information that is relevant to them and their team, when it is relevant and to be consulted, involved and engaged.

Real time performance measurement creates the opportunity to measure the quality and effectiveness of the communication process, to check that employees have understood and are positive about the communications made with them.  The design of the technology means that questions can be created and asked quickly, about issues that are current and relevant and at the most appropriate time.  Questionnaires can be as short or as long as needed and can be disseminated the minute they are created.  If a process has just been changed that affects the way people do their job, it is possible to check straightaway how staff are feeling about the changes and whether the impact on customers is positive or negative.  The response data is available as soon as it is received, so it is possible to pick up and act rapidly on feedback

Fig 2
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Direct feedback encourages open communication, direct to the people who can act on it.  There’s no opportunity to put a gloss on what staff are saying and converting it into messages that senior management might prefer to hear.  Immediate feedback makes it possible to deal with problems and stop them spreading, or to pick up on positive messages and share them.

One company implemented a new training programme designed to help staff feel more positive about their future career opportunities. In checking the impact across a number of teams, it was discovered that for most groups of staff, the programme had a negative impact on morale, with scores for satisfaction with their role dropping by several percentage points.  But, for two teams there had been a significant increase in employee satisfaction.
Worth digging a bit deeper

Digging a little deeper, it was found that the managers of the two teams where morale had improved had not only undertaken the training, but had then discussed with all their staff what the impact would be for them personally.  What had been just another piece of company propaganda for everyone else really did mean an improvement in personal prospects for the staff in these two teams.  So, instead of dropping the programme, which had been the initial instinct, other managers were coached in how to link the programme to individual aspirations and needs.  The result was much improved staff satisfaction scores, followed by greatly reduced staff turnover – just the result that the programme had been intended to achieve, but without swift feedback looked likely to fail.

In this case, real time measurement created the ability to identify best practice areas, to understand what made the difference and change the programme.  The alternative would have been a failed investment and even higher attrition.

Benefits of improving the understanding of what makes employees respond positively within an organisation include:
· Higher staff retention (particularly important in times of high employment)

· Reduced recruitment costs

· Visibility of recurring patterns and blockages

· Surfacing and prioritising key problems for operational improvement

· More effective investment in training

· Identification of best practice

· Creating two way communication with staff – a tool for ongoing engagement

· Improved customer satisfaction

Using real time measurement alongside more traditional staff climate surveys, one organisation has found that employee satisfaction is 8% ahead of other areas of the business, there has been an 8%-10% improvement in productivity and sickness and attrition has been reduced by 50%.  That’s a significant impact on the bottom line for any business – but there’s also a knock on effect in terms of customer satisfaction.

Traditional can be too late

Customer research data has traditionally been collected manually and processed, finally being delivered to managers via the marketing department some weeks after the questions were asked.  By the time the information can be acted upon, staff may have moved on, product lines changed, competitors moved in or out of the market or altered their products or services, advertising campaigns will have come and gone, the economic climate may have changed.  All these will have affected the way customers view their experience of doing business.  Any operations or customer service manager will have been frustrated by the volumes of data measuring performance on many aspects of the service process, but which do not identify which are most critical or the underlying causes.  Whether the speed of call handling is up or down this week might be interesting, but where is the measure of quality?  Did the customer want a fast response, or one that was genuinely helpful?  Did they have to call back, or was their problem resolved first time?  If the customer was totally satisfied with their experience, what or who made them feel that way?

Because research has shown that only completely satisfied customers are loyal, customers need to score between 90% to 100% for overall satisfaction if they are to be retained.  Their expectations need to be met at all the points they touch the 

organisation.  Within the encounter there will be points at which having their expectations met, or not, will define their view of the whole encounter.  It is vital that companies understand those touch points, and that they gather data about performance on them.  What is critical is that questions are asked about the issues that concern the customer, not just what the company wants to hear about.  So organisations that make the most effective use of new technology makes sure they 
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Fig 3

research customer expectation, before putting in place the measures for reality. Real time measurement makes it possible to capture feedback at the moment of most impact; to structure and interpret it so that it actionable, and to measure change over time.

IVR does offer customer service managers the opportunity to gather some direct feedback on quality, but the new web based systems have a huge advantage both in the flexibility of data gathering and the quality, presentation and flexibility of the reporting.  Real time measurement can be set up to use any combination of low cost and often existing devices in parallel e.g. telephone, web, IVR, paper, tablet pc, PDA, and then to provide a single reporting view from multiple devices.

Because web based technology makes it so easy to change the questions being asked, then feedback on specific problems can start to be gathered straightway and, with a small amount of training, by the people who need to know.

Results from real time performance measurement systems can be delivered straight to managers’ desktops, analysed by individual, team or group.  Urgent issues can be dealt with immediately and all the data used to support action planning at team level.  Reports can be provided for individual staff to support personal action planning or to inform coaching programmes and voice files of specific customer experiences for monitoring and learning

Why real time is the real thing :

· provides minute-by-minute monitoring of customer service performance

· builds a database of customers who are willing to give feedback

· identifies times when customers may be contacted

· prompts staff to recruit customers to provide customer service feedback

· increases variety of work and raises motivation

· presents a real time customer experience score that can be visible to everyone

· alerts managers to exceptional performance or service failure

Following customer experience through the lifecycle, and being able to ask about experience, quickly, at the time, at the customers’ convenience, has to help companies in fast moving retail or service businesses to get closer to the customer.
One financial services call centre introduced real time measurement and found that in just one call centre they were able to increase the number of calls resolved at first contact by 15%, saving nearly £400,000 each year.  Call productivity measures improved by 10% across the board, there was a 40% increase in customers saying  “easy to do business with” and a 14% overall improvement in customer satisfaction.

Measuring and acting on feedback about customer experience and employee satisfaction is vital because both ultimately affect customer loyalty.  And customer loyalty and improved staff morale both have a direct impact on profitability.

Contact: Cape Consulting

01483 230400

www.capeconsulting.com
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