Customer
Experience: Are
You Improving It
Or Just Measuring
It?
Tips to change a survey programme into an
improvement programme that delivers measurable
financial benefits.

To chat about improving your customer experience, contact:
info@customersure.com – we can help.
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Introduction
Customer aﬃnity, lifetime value, loyalty and recommendation have never been
more important to ensure organisations grow their customer base and are more
profitable.
But how do you succeed in the large and complex challenges of nurturing
customers so they stay with you, are less tempted by the competition,
recommend you more, buy more, are happy to pay a premium, are more
forgiving when things go wrong, and generally love you and your brand more?
Investing and innovating in
great products and services
that people want to buy is
clearly essential.
But it’s not enough – the
products and services
themselves do not constitute
the entire customer experience.
Poor customer experience kills
sales, yet it’s common for even
mediocre products to have
loyal customers who won’t
switch because they are
looked after by hard working,
committed people.
So the way to turn a customer base into a fan base is to improve the overall
customer experience. Specifically, you make your customers happy to be your
customers. You deliver first class service. You delight them. You make their lives
easier. You resolve any problems quickly and eﬀectively. You consistently deliver
fantastic experiences regardless of channel or journey. And you have staﬀ who
love making customers lives better.
And it’s not actually that hard.
Despite the inspirational stories you sometimes read about, it doesn’t have to be
consistently remarkable. It just has to be remarkably consistent.
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Nobody in business would disagree with this analysis. Long before the term
‘customer experience’ was coined, these fundamentals delivered growth and
success to countless businesses.
So why do organisations so frequently fail in these areas? Why is our own
experience as customers still so patchy?
The answer lies in the fact that customer experience measurement is not the
problem, customer experience improvement is.
In the realm of customer experience, there is often too much focus on
measurement. Organisations spend huge amounts of time debating things like…

•

Which data collection method to use?

•

Which rating scales to use?

•

How frequently to survey customers?

•

What sample sizes are best?

•

What questions should we ask?

•

Should we use Net Promoter Score or CSAT or Customer Eﬀort Score?

•

How to report and share results?

•

Should we do it ourselves or outsource?

•

Which customer journeys should we focus on?

…and so on.
However, none of these choices will actually improve customer experience one
jot.

Are they important considerations the organisation should
think about carefully?
Yes, definitely.

Will the outcomes of these decisions improve the
customer experience?
No, the customer will not see any benefit.
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What, then?
The only thing the customer knows and sees when they reply to a survey, is that
they have given you their time to answer some questions and tell you what they
think.
Therein lies the problem, and why
customer experience programmes
all too often fail to move the needle
on satisfaction, let alone the
financial performance of the
organisation.
Customer experience measurement
—asking customers what they think
of you, and tracking scores and
understanding why customers love
or loathe you, is fantastic, and
definitely the right thing to do—but
stopping there is a wasted
opportunity.
To achieve hard, measurable
commercial improvements—
increased retention, increased
loyalty, increased sales, reduced
complaints—you must action
customer feedback, not merely
measure it.
In fact, doing otherwise can be
counterproductive.
It can even make things worse if customers highlight things that need fixing only
to then feel that they have been completely ignored.
It’s not hard to grasp, and it’s not hard to implement, but even in these
supposedly enlightened days when we understand the importance of customer
experience, many still get it badly wrong.
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How to improve customer experience in addition to
measuring it.
Here are six practical top tips to improve customer experience…
1. Respond to customers appropriately after they have told you what they
think
Don’t assume that all comments will be about improving your business. The
most important insight here is that much feedback will be about something
that’s gone wrong for a person individually.

If you respond quickly it’s a golden opportunity to improve customer retention.
So if a customer completes a survey and is unhappy, make the eﬀort to reply,
thank them for their feedback, empathise and try to sort their issue out.
The customer will be amazed you have bothered to read their feedback and
respond to it, because so few companies do this. And they’re much more likely
to keep giving you feedback, which is definitely not the case if they feel it was a
wasted eﬀort the first time.
If you want to move from ‘good’ to ‘great’, remember that whilst replying to
dissatisfied customers is a must, we recommend you don’t ignore the satisfied
customers either.
Thanking them of their feedback and telling them how delighted you are that
they are happy, goes a long way to boosting recommendations. Plus, you should
share positive feedback with colleagues, recognising and praising staﬀ
individually so that they’re motivated to continue doing a great job.
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2. Assign feedback to colleagues or other departments to respond.
One of the most common problems with customer experience programmes is
that customer feedback and results are siloed, and not shared eﬀectively with
other parts of the business. It’s great that the customer experience and insight
team know what customers are saying, but usually it’s people in operational
roles rather than analysis roles who have the tools and empowerment to respond
eﬀectively. So your customer experience programme needs to design ways to
channel feedback to them quickly, reliably and eﬃciently.
3. Share the results and customer feedback with people and departments
who are best placed to drive change.
All too often we hear of customer experience insights collected and analysed,
then published several weeks (sometimes months) later, in a detailed report that
no-one reads, let alone actions.
Not only do the customers who responded feel they have been ignored, but this
is a complete waste of time and resources.
Satisfaction scores and feedback should be communicated eﬀectively (i.e. easy
to understand and easy to action) to those people who have a large bearing on
customer experience – front line and back oﬃce, not just those in the board
room. The reporting needs to clearly detail what the situation is, what it means
for the reader, and what they need to do. The information can’t be just
interesting, it must be timely and actionable.
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4. Set short and long-term goals when obtaining customer feedback – and
track performance against these.
When a customer responds and gives you feedback and satisfaction scores,
make sure you respond as described above. However, also make sure you have
longer term goals and priorities for improving the issues that the customer
experience programme has identified.
For example, if a customer says they are unhappy about something, getting in
contact and oﬀering to put it right, is the immediate fire-fighting solution.
However, there may well be underlying bigger issues, that require changes to
processes, systems, policies or behaviours. These are longer-term goals and may
require additional resources to plan and implement a solution. An eﬀective
customer experience programme will yield both short and long-term benefits.
5. To really improve customer experience and obtain significant bottom line
business benefits, it’s about consistency and, being in it for the long haul.
It’s about doing the right things, doing them well, and most importantly doing
them consistently.
An organisation could start with the best of intentions, responding to customers
after they have completed a survey, then this tails oﬀ and gradually stops.
To make sustained improvements, this process needs to continue and be built
into processes, supported by IT systems, to make it ‘business as usual’.
Organisations who do this, see far greater returns in terms of increased
recommendation, retention, and lifetime value.

That all sounds great, but I’m already too busy…
Here’s a common objection we face when we recommend this methodology to
an organisation.

“That all sounds great, but we don’t have the resources to simply
respond to customers when they give us their feedback”
Often this is accompanied by the numbers of customers they have and how
many responses they are likely to receive to their ongoing satisfaction surveys.
A reasonable objection and challenge, but the benefits are so dramatic that it’s
always worth doing, so here are some ways to mitigate this…
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•

Firstly, recognise that this approach will quickly reduce the overall amount
of work to be done.
It catches problems further upstream, so you solve more issues before they
become complaints and you learn how to improve first contact resolution.
It may require more resource to process the feedback, but it reduces
wasted eﬀort elsewhere (not to mention the positive impact your
customers).

•

There may be a surge of issues identified for the first few weeks or months
before the overall reduction in eﬀort feeds through. This needs to be
planned for, but you can minimise it by starting with a limited scope pilot
to gain experience, optimise the approach and build confidence. Follow up
with progressive roll-out.
If necessary you can staﬀ up for short term peaks by ‘conscripting’ people
who have the right experience but have moved on to other roles. Bring
them back temporarily if you need to.
Done properly, the burden of improving customer satisfaction will be spread
across all functions, with each accountable for owning and improving their
own areas, and the work can be absorbed easily. It’s work they should be
doing anyway – the only diﬀerence is that customers are identifying the
priorities much more clearly.

•

Empower your staﬀ members and give them the tools and platform to
respond to customers. Trust all your colleagues and give them a platform to
view customer feedback and respond to it.
The platform should make it very easy for you to respond to customer
feedback. If it’s onerous and painful to process feedback, your colleagues
are less likely to do this.

•

See and evidence the benefit of responding to customers by keeping an
audit trail of communications.
An eﬀective customer experience platform will facilitate communications
with the customer and should also integrate with your CRM or database to
provide a single, transparent view of the customer to help sales and service
staﬀ do a great job.
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•

Don’t make the mistake of setting targets for customer satisfaction. It
encourages damaging behaviours.
For example, we’ve seen people trying to improve their scores by reversing
the scale. It might possibly do that, but it’s an illusion - it doesn’t change the
customer’s experience so it doesn’t improve your bottom line.
Instead, set ‘hard’ targets such as revenue, profit, word-of-mouth referrals
and customer retention. Then by all means use satisfaction as a measure to
inform what you do. When setting targets, never forget Goodhart’s Law:

In conclusion…
In recent times many organisations have learnt that while measuring satisfaction
may deliver interesting data, the disconnect between research and operations
leads to disappointing results for the business.
Taking action based on real-time customer feedback can seem daunting or
diﬃcult to do. But this can be achieved, it does improve the bottom line, and it
needn’t cause disruption to ‘business as usual’.

If you’re interested by the issues raised in this white paper
and would like advice on what do do next, contact:
info@customersure.com – we’ll listen and help.
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