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Background: Success through managing Touchpoints

e Companies become more successful when their brand’s promise is matched
by customers’ experience

e Companies shape much of that experience through “Touchpoints” or areas
and ways that they interact with their business customers

= Each area requires the right amount and type of attention for the
customers to feel completely satisfied

= But how much is enough? Too little? Too much?

e We need a global way of looking at how services are offered to get the
customer experience smoothly meshing, and in turn

= To cut over-delivery and

= To avoid under-delivery

—
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Step by step through the best approach

e Methods do not stand alone but rather must be included in a complete
approach for results to work

* Groundwork and stakeholder
engagement

* Sample design

* Survey design and data collection

* Analysis and reporting
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Groundwork and stakeholder engagement

e This initial phase typically includes a series of face-to-face and telephone
meetings with key stakeholders

e Also, this phase should include in-depth interviews with staff responsible for
managing and delivering the Touchpoints and with representative customers

e Focus would be on developing hypotheses about—
= Each customer segment’s touch point requirements and expectations
= The extent to which these are these currently being met

= What institutionally helps and possibly
hinders delivery of these requirements

= This phase also determines the Touchpoints
and service levels included in the study

—
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Sample design: Ensuring cooperation

e The ability to execute of course will be contingent on the quality of customer sample
that clients can provide

e To maximize response rates, we recommend—

* Sending letters to customers before fielding to explain the purpose of the
research and to encourage participation

e Offering to share selected results from the research with customers

e In addition, there will be the question of setting the unit of analysis—the enterprise,
the location, or the individual

= Sound arguments can be made for any of these

= The choice depends on how
wide a view you want to take
on the problem
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Survey design: Center on a trade-off and plan for 20 minutes

Survey area

Usage of services

Mission critical definitions

Current service experiences

Forced trade-off exercise

Customer firmographics

Goal

Seeking to understand current usage of basic tools as
well as gauging how disruptions in service impact
business

Gathering the customer perspective on services they
believe are critical to the performance of their business

|dentifying how customers perceive their service
experience

Setting services in the broader context to understand
their true impact on customer satisfaction

Allows the grouping of responses
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Conjoint-related methods measure delivery in a complete program

e Ratings evaluate the different configurations of the entire program via conjoint (extended by
Hierarchical Bayesian analysis). We have measured up to 15 elements in a service program.
Study participants would see 8 to 16 variations of the service package

Service area How it is delivered

_— B
T Frequency of account reviews 6 months
o Means of contacting technical support Telephone
u
c Time on hold to reach technical support Call back option within 5 minutes
h
p Technical Support visit hours 7AM-7PM
o0 —< p—
i Time for Company X to complete technical Within 8 hours
n support
t Frequency of status updates for customer Daily
s service issues

Means of obtaining product information Web Site
— E Mail response time 4 hours

If Company X offered this level of service, how satisfied do you think you would be with your
Relationship with Company X, all other things being equal? Please write in any number from 0 to 100.

0 < 109
Completely Completely
Dissatisfied Satisfied

—
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Analysis and reporting: Getting the relative importance of Touchpoints

e Analysis reveals the relative impact of each area on overall satisfaction, with

the most important Touchpoint set to 100

Waiting for tech to show

Wait for new hardware delivery fS.

Status updates tech support

Tech support appointment window 41.0 Mid priority

Complete tech support

Availabiity of tech support
Availabiity of sales people ‘
Support for Windows extra features l LOW priority ‘
Frequency of account reviews ‘

Wait Internet installation

E-mail response time

Customer bulletin frequency
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Reporting: Results show the direct impact of changing each area

* The effects of changing service in different ways can be directly compared

Updates for Appointment Window
Technical Support for Technical Support

10 10

5 5.0 5
0 f T T 1 0

-5.0
-10 -10
Daily Hourly When Something 8 hours AM/PM (8 -12,12 -8) 2 Hours
Changes
Satisfaction would increase by a large
amount with regular updates, but the gain going Having an AM or PM commitment for tech
from daily to hourly is smaller than the gain for support is close in positive in impact to setting
going from “if something changes” just to daily a specific 2 hour window
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Reporting: Where service is under-delivered and over-delivered

e Many customers get service well outside the longest time considered for testing—
showing there is considerably more delay than expected

e Also, analyzing the impact of Touchpoints shows little gain in fixing a problem any
sooner than the same business day if called before noon

e The company, therefore, unexpectedly under-delivers to about a quarter of its
customers while over-delivering to an eauallv large group

Tech Support — Time to Fix Problem Now

36%

28%
l l -

26%

Within 2 Hours 5-24 Hours Same business day if you
callbefore noon; next

morning (before noon) if
you call after 12 noon

Longer
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Tech Support — Time to Fix Problem vs. Change in Satisfaction
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Reporting: Strong segmentation based on differing needs

e Results can lead to well-defined segments, adding value to the analysis

e Groups typically are sharply different in the areas of service they value most

21% of total
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43% of total d

High value segment o

& : 39% of total a

S

a
Value quick repair time Value personal service
Value quick installation Value one person owning
Like self -service Web a problem
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Questions? Comments?

Tregnd
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