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BUILDING A BRIDGE TO YOUR TARGET MARKET CUSTOMERS 
Executive Overview for: 

How Pro-Active Customer Service can create such a positive 
customer experience that it becomes a true competitive advantage. 

“Service, like beauty, is in the eyes of the beholder. Always remember that the only person who 
judges whether you have excellent service or not is the customer. The level of service and customer 
satisfaction is determined not by what you think it is but only, by what the customer thinks. How you 
perceive your customer service and support means nothing. It is all about how the customer 
perceives it. Don’t get caught up in “service myopia”, the customer is the only one that matters in this 
thought process.  

This segment is all about how to create a superior customer satisfaction experience by being pro-
active in the way you provide service to your customers, not reactive, regarding the service level you 
provide. It is about having, not just good service, but the best service and support in the industry. If 
the industry participants in your targeted market gave an annual award for the No. 1 customer 
service and support company in the industry, your goal would be to be selected every year. Your 
company leadership would be focused on whatever it takes to get there. Customer Satisfaction, 
retention, growth and even pricing, margins and profits are dependent on great service. Why not 
achieve this elevated level of recognition for providing great service? One thing in business that is 
clearly under your control is the level of service you choose to deliver to your customer base.  
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To get there, you must do two things: 

1. Structure your organization to provide the best service. 

2. Continually verify that your customers are always at a high level of satisfaction. Always 
remember that great customer service is done pro-actively and sets a tone with the customer 
that allows for the normal bumps found in all business relationships to be smoothed out.  
 
Customers expect good quality and good performance outcomes; they appreciate and 
respect great service. Pro-active customer service can be the competitive “tie breaker” in 
securing a new customer or retaining a good customer where there may be an issue” 
- YourBoard.US 

 

1. What are the three elements of Customer Satisfaction? 

2. Analyzing “Pro-Active” Customer Service at each “Customer Contact” Point. 

3. Verifying Service Performance and Customer Satisfaction. 

4. The Voice of the Customer. 
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We will now go back to the three historically most important elements of customer satisfaction within 
our pro-active customer service philosophy. 

1. Product-service performance. 
2. Customer service attitudes and quality of service & support at each contact point. 
3. Price. 

Price has already been covered in another segment so let’s start with No. 1 from above. We will start 
with customer service which sets the tone in place to deal with performance and price. 

 
Customer service attitudes and the quality of service and support. 

1. You must first understand who each of your “Customer Contact Points” are before you 
can make an internal commitment that will cause each of those customer contact 
positions to acknowledge having a positive and satisfying experience when dealing with 
your company for any reason on any topic. 

 
Customer Contact Points include: The order of importance depends on the operational variations in 
all of the various industries.  

The Telephone Experience.  This can be abominable. Ideally, a live person with a great personality 
handles all customer contacts. If that cannot be accomplished and an automated system must be 
employed for cost purposes, please do not offer more than three options and offer a client the 
option to opt out of the system early by going to “0.” The ideal system does not blare advertisements 
while you are on hold until your hair falls out but instead, informs you of the wait time and offers to 
call you back in that time so you do not waste your time. People can deal with that. If you want to 
hear a great approach to phone etiquette call GoDaddy.com 
 
All calls directed to other departments such as customer service, technical support, installation 
scheduling, shipment scheduling, warranty dept., billing, etc. should never go more than 3 rings 
before being answered. Not three rings at each stop, but a total of three rings. 
 
If the transferring party sees a back–up, they need to offer the customer that information with the 
option to wait or be called back. 
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The manner which you handle each call and the courtesy, empathy, tone and attitude that you 
express to each caller creates the overall image and personality that your company will have in the 
marketplace. It is part of your brand. When a current or prospective client has a great experience, 
they tell three people about it. When they have a bad experience, they tell an average of eight 
people. If you do the math it doesn’t take long to generate a poor service reputation. It takes a lot 
longer to spread the good word about your company’s good service. Every associate who has any 
customer contact should feel a responsibility toward having each of the people they have contact 
with enjoy a great experience and spread that good experience to three additional people. 
 
The message to, “please wait for a minute,” has to explain that “we are serving others”, “we value 
your time and will call you back in ________ minutes.” The first “verbal connection” that is made 
through the telephone is critically important to establishing the tone, attitude and personality of your 
company.  
 

• Electronic Communication – Today’s standards for communications include various methods 
of electronic communications. Whether it’s for help desk Q&A, ordering, acknowledging, 
verifying shipments, billing questions, etc. 
 
First, I would always suggest that the customer be able to choose the method of 
communications that they are most comfortable and best equipped to execute. If they prefer 
a “live person” rather than an automated phone system, allow them that preference. The 
larger customers are much more technology savvy, but may still prefer a “live person” when a 
situation is urgent or complicated. If electronic communication is preferred by the client, 
always exercise the same positive, flexible and congenial attitude in responding with e-mails 
and other electronic formats. 
 
Every contact made is a reflection on your company and your people and can positively or 
negatively impact the customer’s attitude toward your organization. 
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• Website – A website must always be exciting, complete, accurate and intuitive with very easy 
navigation. The site should also provide all of the information about your product-service 
claims, specifications and performance records, support service plans, references and any 
other pertinent information that will help your customers make a product-service selection in 
your favor. Your website should be a customer friendly sales machine. It should also provide a 
customer a friendly portal for service and support information. 
 
The written copy, pictures and videos on your website should also reflect the corporate 
personality of excitement, service, congeniality and collaboration you want to project. 
 
Remember, over 60% of all customers that ultimately make direct contact with you, started by 
checking you and your products and services out on your website. You want to enhance the 
image of who you are and what pain point your differentiated solution can relieve. Everyone 
knows someone who has developed a website. I always recommend that you have 
experienced professionals support you with your website development. In many cases, this is 
the first and most important contact that is made by your customers. It is recommended that 
you identify an outside marketing firm with strong digital experience. Either choose a local firm 
you know has this expertise or you can go to YourBoard’s Portal to Expert Support for Digital 
Marketing.  
 

• Service counters, drivers, installers, outside service reps, receptionists, etc. 
Whenever there is a before or after sale contact made with your customer by a company or 
associate representing your company, these specific associates should be chosen and 
trained, not only in their operational skill set but additionally trained in the philosophies of 
service, good behavior, dress and attitude that are to be demonstrated while communicating 
with your potential or current clients. Your company’s “customer contact” philosophy should 
be clear to each associate, especially those dealing directly with customers. This “customer 
contact philosophy” should include: If in person, a clean look, a smile on your face or in your 
voice, positive attitude, high tolerance for adversity, a sense of urgency and empathy with a 
caring and courteous attitude that says “I will take care of your needs no matter what”. If you 
have delivery drivers in your business configuration always have them leave a (pre-printed) 
and signed “thank you for your business” note.  
 
In construction, I have actually seen delivery drivers give away hats, shirts and ball tickets to 
customers they connect with on site. You will be surprised, the next time there is a damaged 
goods situation, the customer’s attitude and tolerance level will be a little different (as long as 
it is only occasional). 
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• Your Packaging - A key contact point that comes after the sale is connected with how your 
customers receive your product. We already covered installation and service. In many cases, 
however, the customer’s first real contact comes when they receive your packaged product. 
 
You must be certain that the package is easy to open, and provides no opportunity for 
damage to the product or consumer as part of opening process. Companies who vacuum 
pack their products in plastic definitely did not have the interest of their customer in mind. 
 
The directions must be extremely precise and clear with clear graphics, if required.   There also 
should be an easily identified telephone and e-mail address to get questions answered. 

Every company should name an internal or external person to monitor the company’s level of 
pro-active customer service at each contact point. It can be an individual or part of the 
duties of your Marketing Communications Firm. Every associate should know the company 
Leadership is serious about customer contact point service. 
 

Does your Company have a “Customer Contact Cop?” 

Each time a “Contact Cop” anonymously touches one of your company’s contact points, they rate 
that contact experience. There should be no more than five rating categories and the final rating 
point should be: “Was my experience an exceptional one”? 
 
As you recall, we just dealt with No. 2 of the Three Key Elements of customer satisfaction. We are now 
going to look at No. 1. 
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Verifying Product-Service Performance Outcome and Customer Satisfaction at the User Level 

In order for our company to adopt the philosophy of a true Pro-active Customer Service Company, 
your team must develop a “customer feed-back loop” so the customers are a participant in the 
evaluation of both your product or service solution outcomes and also your logistics, installation and 
support services performance. 
 

The Voice of the Customer (VOC) 

Another proven way to bring the customer into a position where he is either acknowledging your 
value as a supplier/provider/vendor or contractor or able to provide feedback recommendations for 
product-service improvements is the Voice of the Customer. 

The best way to achieve maximum impact with the VOC is: 

• To first of all make it simple, short and very easy to fill out. 
 

• Secondly, at the outset of the VOC Program, it should be personally explained to the 
customer as a method to gain legitimate feedback on how your product and services 
performance can be improved so that your company can take the needed actions to 
increase your customer’s satisfaction. 
 

• It should only occur, 2 to 3 times annually (every 4 months is ideal) or if it is a project with a 
defined time it should be done 1/3 of the way through, then again at the 2/3 mark and 
then at the end. 
 

• The VOC forms should be presented to each of the influencers in the decision-making 
process. The user influence, (the person that depends on the product or service 
performance as part of their responsibilities), the specifying influences i.e.: Engineering, 
Product Development etc., the referencing influences, to include the Quality Organization, 
Accounting, Top Management, Logistics, etc., and the purchasing influences who buy the 
product and hear from their associates all of the good, bad and ugly. In the construction 
industry, you may give a VOC to both the customer Project Manager and the 
Superintendent. 
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• It is critical that the VOC scores be analyzed carefully and calibrated. Each person who 
participates in the VOC surveys will all score differently from very tough to very kind. When 
we say calibrate each VOC Form, we mean determine if a particular person gives all 3’s 
(average) and then two 2’s (below average), that person is saying they are having 
problems in these areas. 
 
If a person doing the VOC rating gives all fives and one 4, you need to look at the 4. 
 
If a person gives mostly 2’s and one 1, you have a major problem. 
 

• Getting the customers in their various positions, first to take the time to conduct a VOC is 
very difficult. To get the routine started we generally recommend that the VOC’s be hand 
delivered and picked up. 
 
After a while they can be mailed or electronically sent out, with a friendly reminder to 
please complete the survey in a few weeks. 
 
It is always important to collect the VOC’s even if it means a personal or telephone follow-
up call from either the inside rep., your quality person or the sales person is needed to get 
the VOC back. 
 
You must gently impress your customers that you are sincerely interested in feedback so 
that your company can improve its product-service performance in order to meet their 
expectations. 
 

• When the VOC’s do come back and after you have reviewed, analyzed and calibrated 
the information, an appointed team must respond with an appropriate letter or e-mail. 
 
If things are good, express your appreciation and let them know you will  
be vigilant about maintaining their satisfaction. 
 
If there are issues that are not too significant, communicate a plan to the  
customer to correct the problem. When this occurs you should communicate, that the 
initiative to correct the problem was undertaken and then in time, ask the customer if the 
problem issue is now fixed.  
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In most cases, when you act on a customer comment and then follow up, the customer 
will know you are serious about quality and service and will participate on future VOC 
surveys. Again, your brand image as it relates to quality is vastly improved. All of this is 
critical to long term customer retention. 
  
If there are significant issues, a top team with your owners’ participation, should contact 
the customer (in person if the customer represents a large portion of your business) and lay 
out the plan for a remedy. There should then be updates back to the customer on your 
progress, with a final customer meeting to determine if the problem is fixed in the 
customer’s eyes. 

 

The desired results of the Voice of the Customer Process 

• Good VOC reports serve to reinforce our company’s products and service value to the 
customers. 

• Poor VOC’s, with corrective action on your part, proves to your client’s that even though 
problems exist over time in all business relationships, your company is different because 
you want to know what the issues are and care about correcting them quickly. 

• The VOC process gives your leadership and your team the opportunity to personally prove 
to your customers that they are important to you. The VOC creates the opportunity to 
improve your company’s brand image.  
 
 

  

Summary of the VOC 

The Voice of the Customer process provides you the ongoing mechanism to create a long and 
lasting customer relationship by demonstrating interest to provide high quality Products and Service 
on an ongoing basis. 
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Example Only: 

Voice of the Customer        

Date:     Respondent(s): 

Primary Customer Contacts: 

 

1.  

 

  

3. 

 

 

 

4. 

 

 

 

Product-Service Performance High - - - - - - - - - - - - - - Low 

• Is our product-service solution meeting your expectations 5 4 3 2 1 N/A 
• Rate the ease of applying our product-service solution  
   within your operation 5 4 3 2 1 N/A 
• Rate the design of our product-service solution as it relates to 
   meeting your needs 5 4 3 2 1 N/A 

Service and Support High - - - - -  - - - - - - - - - - Low 

• Rate our customer service support & timeliness and attitudes 5 4 3 2 1 N/A 
• Rate our inside sales support & timeliness    5 4 3 2 1 N/A 
• Rate our technical or application support & timeliness    5 4 3 2 1 N/A 
• Rate our service department/installation support & timeliness 5 4 3 2 1 N/A 
• Rate the overall sense of urgency we demonstrate 5 4 3 2 1 N/A 
• Rate the ease of our phone system and the associates who take  
   you calls 5 4 3 2 1 N/A 
• Rate our delivery and logistics timeliness 5 4 3 2 1 N/A 

 

Our Company Sales Team Relationship with your Organization High - - - - -  
- - - - - - - - - - Low 
• Rate the attentiveness and effectiveness of our sales team 5 4 3 2 1 N/A 
 

Website High - - - - -  - - - - - - - - - - Low 

• Is our website intuitive and provide easy navigation to get 5 4 3 2 1 N/A 
   to the information you are looking for and need. 
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5. 

 
6.  

 

 

  

 

 

 

 

 

 

  

Quality and Lead Times High - - - - -  - - - - - - - - - - Low 

• Does our quality meet your standards & expectations 5 4 3 2 1 N/A 
• Do we respond to your quality issues to your satisfaction 5 4 3 2 1 N/A 
• Do we provide a plan to collect any reoccurring problems 5 4 3 2 1 N/A 
• How do you rate our lead times 5 4 3 2 1 N/A 
• Do we meet our ship date commitments 5 4 3 2 1 N/A 
 

Overall Performance High - - - - -  - - - - - - - - - - Low 

• Please rate our overall job performance 5 4 3 2 1 N/A 

• Have we earned the right to continue to provide you with 

    our products and services Yes □            No □ 
 
 

COMMENTS	

_____________________________________________________________________________________ 
 
_____________________________________________________________________________________ 
 
_____________________________________________________________________________________ 
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The Pro-Active Customer Service Process is clearly a philosophy on how you keep the promises you 
make to your customers regarding your product-service solutions and how important you think your 
customers are and how important you think it is to completely and totally satisfy their needs. 
 
If you follow all of the steps in the creation of a pro-active customer service process, you will always 
have customers who want to do business with you. 

 
Another Favorite story and potential idea for your company is about how you can jointly established 
Customer Satisfaction Standards, which you will then meet  

For part of my early career, I was in sales with a major glass company that produced one-way beer 
bottles. Most of you may not remember but, many years ago, beer was purchased in cases of 24 
returnable bottles. The same returnable packaging was also used for soft drink beverages. You would 
actually return your bottles and receive 2¢ per bottle. The beer and beverage bottles would be 
cleaned, refilled and redistributed by the beer or beverage bottling company. 
 
Sometime in the very early 1960’s these beer and beverage bottlers started testing what they called 
one-way bottles, which were very light weight, thin walled glass bottles, unlike the very heavy weight 
almost unbreakable, returnable bottles. The benefits were that these thin walled bottles were much 
cheaper and eliminated the need for the heavy walled very expensive bottles and also the very 
expensive bottle recycling program. 
 
As one of the manufacturers of these thin walled bottles, we found quickly that the bottlers were not 
used to “thin walled” bottles. They were used to very tough treatment you could give the 
unbreakable bottles. As a result of their historic behavior in the bottling plant, there turned out to be 
considerably more breakage on their filler lines than they had ever experienced. 

 

The beer and beverage bottlers felt like the glass manufacturers all had very poor quality and the 
daily complaints were numerous. Our glass containers (and all others) were getting a very poor 
reputation for quality. 
 
I came up with the idea that if we would track the number of bottles involved in a complaint vs. the 
number of bottles that we shipped and that were successfully filled, that we could establish ourselves 
as being better than our customers thought. We would be setting our own quality performance 
standard and then meeting it. There were actually hundreds of thousands of these one-way bottles 
shipped and filled daily and only a few bottles that broke. When the one-way bottles did break, 
however, it was necessary to shut the line down for twenty minutes to clean all of the glass off the 
filling line.  
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The bottle line mechanics were used to the heavy returnable bottles that may not have a break on 
the filling line for weeks or even months. 

Knowing that these beer and beverage bottling companies had, in most cases, established higher 
standards for quality rejects for the heavy weighted returnable, were artificially applying these same 
standards on the light weight one-way containers. The bottlers were holding the glass manufacturers 
to a historical standard of quality form a different time and category of products. Once we began 
feeding the actual data and the resulting positive financial impact that the lower costs of the 
product and the reduction of recycling cost and showed the very minimal percent of actual bottle 
breaks and short clean up shut downs, the bottlers had an interest in creating a whole new quality 
standard for the thinner one-way bottles.  

I started calculating the number of bottle breaks the bottlers reported against the number of total 
bottles we shipped to each customer and then hand carried the results over to our customers each 
week. This data showed that our percentage of breakage was infinitesimal considering the number 
of bottles shipped and the overall cost savings that were achieved. Because our company was the 
only glass company doing this, initially, our actual statistics became the standard against what other 
glass companies were being judged. This resulted in a small uptick of business and a considerably 
reduced complaint level. What we did was to be pro-active in calibrating the customer’s 
expectations based on actual breakage data and overall savings.  

What I learned from that personal experience was that, if you help your customers create their 
quality standards in a variety of areas, you are then both measuring yourselves and your competition, 
on standards you have participated in setting. If you then participate in the review of the 
performance against these jointly agreed upon standards, you create an environment where you 
and your customer are both on the same side of the table, working on improvements to both parties 
processes rather than shooting at each other. 
 
The ability to put an actual measurement on the performance of your product or service solution and 
then bring the customer to the same side of the table, promotes the idea of working together to 
jointly figure out ways to improve product performance and quality. 
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A very good tactic for reinforcing your product performance and high quality level when the 
customer does not want to take the time or does not have an interest in setting “actual” 
performance or quality standards, is to set your own (they must be fair and In line with whatever 
industry standards prevail) and then pro-actively track your performance against these standards 
and report them regularly, whether you are asked to or not. All product-service performance and 
quality must be measured against a standard. If you are doing the measurements on your own and 
reporting them faithfully and you are at, for example, an 98.6% reject free average, and you 
promote that fact, you will force the competition to follow the lead which in time will allow your data 
and performance to both become the “standard of quality performance” your customers are 
measuring against and will also set you up as the leader. This also keeps your company on its quality 
toes. Jointly establishing the “Standards of Quality” and then pro-actively reporting them to your 
customer on a regular basis allows your product/service performance outcomes to be promoted 
within your customer that will result in moving your company image from being an adversary on 
quality to being an advocate.  
 

 

 


