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			Preface

			The right service mindset is the foundation of sustainable success in service. This book was driven by my curiosity and desire to find Australia’s unsung heroes: organisations who lead by example in the service space. From the Melbourne Cricket Ground to Bendigo Bank, I discovered that these businesses display six service mindsets which have fuelled their achievements. And, if you adopt these six mindsets, service can be simple.

			When this book was first published in 2018 under the title Creating a Customer Service Mindset, it touched a nerve for many business leaders and appeared frequently on Australian business-book bestseller lists.

			The book gave CEOs and general managers a strong starting point for shifting the mindsets of their workforce; they found it useful to imagine what service needed to look like in order for their businesses to excel in the 21st century. 

			
					Human resource and business department leaders found that the various case studies, provided from multiple industries, offered practical insights into how other organisations were slowly shifting the dial in service. 

					Individual frontline leaders told me that the reflection questions and activities were highly effective in getting their teams quickly aligned to a service mindset. 

			

			The book has been used in various contexts: business-to-business relationships, small business, large organisations, and by entrepreneurs seeking inspiration for themselves. The common thread in the feedback I’ve received has been that Creating a Customer Service Mindset provides invaluable information about building sustainable and dynamic businesses founded on great customer service. 

			The response has been so overwhelming, in fact, that I was prompted to expand the conversation and share more of my learnings in a three-book series. Creating a Customer Service Mindset, under its new name Service Mindset, becomes the first book in this series. 

			The second book in the series, published in early 2020, is Service Habits. Mindset and habits work hand-in-hand to embed behaviours that strengthen the relationships with those you serve. Service Habits tunes into the behaviours of service, exploring 27 habits for employees at all levels to learn and practice, offering an abundance of activities and techniques. Get your mindset and habits right, and you’ll develop a Service Culture – the subject and title of the third book in the series. 

			Service Mindset, however, is where great service kicks off. This book will help you expand your consciousness and learn how to lead service in your teams, to achieve better results.

			In service to you,

			Jaqs X
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			The less we see employees and customers as separate, the more our service will inspire.

			The less we see ourselves as separate from others, the more we will want to serve.

		

		
			Foreword

			Having a customer service mindset is essential for any organisation committed to improving and creating a sustainable operation. This book provides practical and profound insights into the processes and procedures that can help transform your organisation. 

			Customer service is the foundation on which great organisations are created. Customer service unites all employees to a common purpose focused around serving the customer. It propels the organisation to be driven by the market and provides the incentive to seek continual improvement and reinvention. But it is difficult. Few organisations have the discipline and commitment to embark on this journey and to use the voice of the customer as the driver of change. This is a journey that never ends – as you are continually driven to change and improve as customers’ needs change. It requires you to become a truly learning organisation.

			It starts with creating a customer service culture. A culture that is defined by values and behaviours that put the customer at the centre of how you act and make decisions. It requires you to define the behaviours that are required to delight the customer and create customer advocates for your organisation. This must include policies, procedures and processes that enable every employee to make the right decision for the customer. 

			Creating a customer service mindset requires a disciplined approach that must be implemented right across the organisation, and this book provides excellent examples of how a few Australian companies have approached this challenge. 

			Cultural change is essential – but you must also use the voice of the customer to drive product design, process improvement, quality improvement – all elements of your organisation. This is hard work, but it is essential to make your customer service transformation sustainable. 

			Service Mindset is unique in that it provides useful implementation suggestions that will allow any organisation to make quick progress.

			Building trust in your organisation is difficult, but one of the important elements of establishing trust is customer service. Customer service forces you to confront the truth of how customers perceive you if you are willing to listen and hopefully take action.

			I recommend this book as an important contribution to any leader wanting to build an exciting and dynamic organisation founded on great customer service.

			David Thodey 

			Chair CSIRO and Jobs NSW and former CEO of Telstra and IBM ANZ+

		

		
			About the author

			Jaquie Scammell is passionate about people and relationships. This is the heart of everything she teaches, and it’s everything that superior customer service relies on. 

			She has spent most of her career living at the intersection of employee and customer, observing how the two relate; whether working on the shopfront floor of McDonald’s when she was 16, to now as a sought-after speaker, facilitator and coach working with some of the largest global workforces in retail, banking and hospitality, as well as major airports, stadiums and events – from Wembley Stadium in the UK to the Australian Open Grand Slam in Melbourne. 

			Jaquie has managed and advised small workforces and large – the latter including those with over 9,500 staff, interacting with millions of fans on a daily basis. But no matter the size of the business, or how many customers they converse with, her observations and her message remain the same: you must create more meaningful relationships to increase your customer connection. 

			As you are about to read in this book, Jaquie’s approach to transform your customer service culture, to decrease complaints and increase compliments, is much simpler and more human than better processes and procedures. 

			The mistake many organisations make is approaching customer service like it’s an automated process, like we’re robots in a factory machine. While, sure, organisations must have steps of service and systems in place, the real way you increase loyalty is through your frontline service leaders, the people who impact your customer service staff, who impact your customers every day.

			When she’s not researching these types of relationships, Jaquie practises mindfulness, yoga and other things that help her be a good human in any way she serves in life. 
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			Part I 

			How to serve

			In this age of digital transformation and technology, many argue we are more connected than ever before. In business, especially, artificial intelligence (AI), automation and the rise of robots has improved speed, efficiencies and processes beyond our wildest imaginations. 

			But at what cost?

			Employees now provide products and services to consumers without ever having a face-to-face conversation. Customers type questions or issues into live chat feeds on websites, Facebook Messenger and other online conduits. We see more and more people in stores with headphones on, sending a strict message to service staff that they are not to be disturbed. 

			Our desire for speed and convenience is compromising our customers’ greatest and basic needs as humans: care, kindness and one-on-one attention. 

			Service is simple.

			Yet we have made it overly complicated. We have created complex systems and internal processes that, while designed to help our teams, often stop us from delivering the service we know our customers crave.

			Like many other leaders and companies, you have probably tried – and failed – many times to operationalise your customer service culture. The reason? You have forgotten that human beings are unpredictable creatures and customer service is anything but routine and automatic. 

			Customer service is a privilege and those employees who interact with your customers on a day-to-day basis have the power to positively impact someone’s life, not to mention your brand. Yet a lot of the time, especially in Australia, those interactions are negative. 

			Mediocre customer service is at an all-time high in Australia. Over one-third of customers surveyed in CPM Australia and the ACRS Omnibus Tracker’s The State of Customer Service in Australia Report (see the resources at the back of this book for details) stopped shopping at a company in the year spanning July 2016 to June 2017 due to a poor customer service experience, and this number looks set to increase.

			What can we do about this?

			As you’ll soon see, it is possible to have fast and meaningful customer service – and the solution is more innate than you may think.

			When it comes to winning the hearts and minds of your customers, it’s the behaviours of your frontline employees that influence your whole organisation’s performance and results. 

			How customers feel when they interact with your employees and frontline staff determines how they feel about your company itself. This is what determines whether they will be a one-click wonder or a customer for life. 

			Procedures and steps of service may be great for robots and androids, but it’s the ways in which your service staff act and the emotional connection they create with your customers that will determine your ultimate success.

			These behaviours, this service mindset, starts with you.

			Leaders drive the transformation

			Rather than look at complex customer service strategies and ways to engage your staff, this book talks to the heart of the most powerful and influential people in your business – you, the frontline leadership team.

			As a leader, you are responsible for your people who are responsible for your results. Even if everyone in your organisation is already excellent at what they do, sharpening their emotional competencies and their behaviours at work will contribute to a service mindset that will give you and your organisation an extra edge.

			When we are highly tuned in to the people in front of us we start to frame questions differently, pause before we speak and even start to see things from someone else’s perspective. This conscious service environment transforms everything it encompasses and connects with: from head office to the shopfront floor, from one human being to another.

			Leaders who operate with a service mindset help build a service culture: a high-performing culture where customer loyalty is constantly increasing. For many businesses, customer loyalty is seen as equal to risk management, financial performance and safety. In fact, if we were to replace the word ‘customer’ with ‘humans’, we could say that our goal in business is to create greater loyalty with other humans. 

			I have worked with tens of thousands of staff who serve hundreds of customers in environments such as Wembley Stadium (UK) and McDonald’s, and at major events like the Australian Open and Sydney Olympics. If I were to sum up the golden rule of customer service I would say: 

			Be a good human every time you serve.

			The thing leaders often forget is to show their team what that looks like. You need to get out of your heads, stop reading the rulebooks and remember the one thing you are here to do: to serve. 

			Many of my clients in banking and retail have realised the power of developing and nurturing this kind of service mindset. They have invested in defining and showing employees what best practice looks like when they serve in business. I have been very fortunate to be privy to what that looks like, and I will share that with you in this book. 

			Contained within these pages you’ll find not only how to create a service mindset in yourself and your frontline staff, but you’ll also read case studies and examples of real Australian organisations that are leading a superior customer service culture. They are the true unsung heroes of our industry, backed by research and data collected internally and externally over a period of time. 

			I am extremely proud to share these stories, to inspire many more small and large Australian businesses. Let’s not leave it up to the global rock stars like Google, Amazon and Facebook. Let’s shine a light on our own backyard.

			The past is not a predictor of the future. To operationalise superior service in a world of robots and automation requires a methodology that is more human, more driven by our awareness of emotions and feelings than ever before.

			We must be leaders of people, not results.

			So let’s look at how a service mindset can not only positively impact your organisation’s service culture, but can change our lives and the world for the better.

			It starts with building relationships

			Customer service revolves around relationships. Developing the relationship between leaders and employees, as well as the relationship between employees and customers, is paramount to your success if you are to create a customer service mindset in your organisation.

			In this first part of the book, we will look at why you need to be more connected to customer service in your organisations today, especially against a rising tide of AI and automation. 

			We’ll look at how customer service in Australia measures up to the rest of the world and identify where many organisations are going wrong, so you can get it right.

			The first step on the journey to creating a service culture is to assess what consistent and consistently good customer service actually looks like. So I’ll introduce you to the skills and behaviours that make up the foundations of a superior service mindset, as well as exploring how these will help you gain a cumulative advantage, instead of a competitive one. 

			Ready?

			1

			Service is human

			The sole meaning of life is to serve humanity.

			Leo Tolstoy

			When I was fourteen years old, I was hungry to get out in the world and work. I craved independence, the thought of earning money excited me and I wanted to learn new skills. A locally run delicatessen was willing to employ me for a couple of shifts a week after school hours.

			I will never forget my first week. I learned the different products such as deli meats and cheeses, and used the meat slicer. I had no problem serving customers with a smile and being friendly; however, there was one skill that I was not prepared for – receiving cash and giving change. It involved calculating the difference manually, with no calculator, no mobile phone and no digital POS (can you imagine?). 

			Fast-forward to the present, where mental arithmetic skills are no longer needed to work in a shop (and will likely never be again). Many manual customer service skills have been lost to technology. Yet good old-fashioned friendliness and care was needed then and it’s still needed now.

			So what role can a human play, now that purchasing a product can be achieved more cheaply, more accurately and faster? If we are unable to show care and be friendly in our service interactions, do we even have a role to play in service?

			How does this impact the role of humans in service interactions in the future?

			The retail revolution

			The retail revolution has undoubtedly changed our lives. Some of the changes could, however, in some senses be considered losses. For instance: 

			
					We no longer have to speak to people when going to the checkout in a supermarket.

					We no longer have to go into a shop and be helped by an assistant when buying clothes.

					We no longer have to walk into a bank and speak with someone to get a home loan.

					We no longer have rapport with the family-owned takeaway store, as we now see a different Uber Eats delivery driver every Friday night. 

					We no longer have well-groomed, happy faces greeting us at the check-in counter when checking in for a flight.

			

			Sadly, it is more than likely that a robot will replace the sales assistant role completely ten years from now, or perhaps even earlier, thanks to the acceleration of AI.

			Today, all over the world, tasks are being automated to make transactions faster, more efficient and more consistent. Bit by bit, they are replacing traditional interpersonal service experiences. There are fewer strangers interacting with each other, fewer smiles being exchanged, fewer conversations adding depth and interest to someone’s day, fewer relationships being formed. 

			Increasing rates and costs of materials for bricks and mortar stores, rent and, of course, labour rates all add to this dilemma. In the retail industry, in particular, traditional service models are being replaced by a mix of online and face-to-face interactions that attract customers who are looking for quick, convenient solutions.

			In retail, in Australia, the 50-year-average growth rate revenue was 3.80%. The Australian Retailers Association reported that as of December 2017, that growth rate had dropped to 2.76%. Retail is doing it tough. 

			So at what cost are we willing

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Speed of service delivery.

					Perceived control.

					Reliability.

					Ease of use. 

					Enjoyment. 

			

			
			
			
			
			
			
			
			
			
			
			
			
					An employee will make a customer feel important or will not.

					An employee will make an interaction feel personal or will not.

					An employee will be 100% attentive to the customer or will not.

					An employee will give meaning to the customer’s purchase or will not.

					An employee will allow the customer to feel connected to your brand or will not.

			

			
			
			
			
			
			
			
			
			
			
			
			
					complex problem solving, that relies on expertise, inductive reasoning or communication skills

					interpersonal interactions and situational adaptability, particularly in more manual roles 

					cognitively demanding jobs

					multiplicity of skills

					intuitive mastery.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Ownership at all levels of the business, from CEO to frontline employee. No one department or leader owns the customer. 

					Alignment to your specific business goals, the economic climate and the environment of your business. There is no point in trying to be something to customers that has no relevance. 

					Engagement of employees and their individual performance at work. When employees are engaged, their performance is what has the greatest impact on the customers’ feeling towards a brand.

			

			
			
			
					large workforces spread out across multiple locations 

					systems and processes in place that need quality consistency across multiple touchpoints

					employees who deliver experiences to customers each day.

			

			
			
					leaders who are skilled to positively influence the workforce on a daily basis

					customers who feel connected to a brand, which creates a lifetime value 

					revenue and profit margins increasing at a sustainable rate.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					20% of criminals commit 80% of crimes

					20% of drivers cause 80% of all traffic accidents

					80% of pollution originates from 20% of all factories

					20% of a company’s products represent 80% of sales

					20% of employees are responsible for 80% of the results

					20% of students have grades 80% or higher.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
				
					
					
					
					
					
					
				
				
					
							
							
						
							
							
						
							
							
						
							
							
						
							
							
						
							
							
						
					

					
							
							
						
							
							
						
							
							
						
							
							
						
							
							
						
							
							
						
					

					
							
							
						
							
							
						
							
							
						
							
							
						
							
							
						
							
							
						
					

					
							
							
						
							
							
						
							
							
						
							
							
						
							
							
						
							
							
						
					

					
							
							
						
							
							
						
							
							
						
							
							
						
							
							
						
							
							
						
					

					
							
							
						
							
							
						
							
							
						
							
							
						
							
							
						
							
							
						
					

				
			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					supporting your wellbeing (mental health, stress levels, physical health, satisfaction with life)

					boosting your performance (greater confidence, gains in growth and development, job performance and job meaning)

					improving the bottom line (lifting employee engagement, optimising team performance).

			

			
			
			
			
			
			
			
			
			
			
			
					Notice five things you can see. Pick something that you don’t usually notice, like a shadow or a small crack in the concrete. 

					Notice four things you can feel. Bring awareness to four things you are currently feeling, like the texture of your trousers or the feeling of a breeze on your skin. 

					Notice three things you can hear. Take a moment to listen to and note three things that you can hear in the background. This could be the hum of a refrigerator, the faint sound of traffic nearby or birds chirping.

					Notice two things you can smell. Bring your awareness to smells you usually filter out, whether they’re pleasant or unpleasant. 

					Notice one thing you can taste. Focus on one thing you can taste right now, in this moment. You can take a sip of drink, chew a piece of gum, eat something or just notice the current taste in your mouth or open your mouth to search the air for a taste. 

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Decide on them collaboratively with your team. 

					Make sure the words chosen to express your values are verbs. You want them to be ‘doing’ words.

					List key behaviours of what the value looks like in action. This is how to bring the values to life.

					Communicate them to the team, celebrate them and ask for clarity from your team members on how they see these values being lived out in their own roles.

					Refer to them daily when recognising good behaviours and making decisions.

			

			
			
			
			
			
			
			
					Serving people yourself?

					Trying to understand your employees? 

					Having difficult conversations with employees?

					Asking staff for solutions and ideas?

					Using tools to help show what good service looks like?

					Talking feelings and instead just talk facts?

					Connecting people to something greater than the task at hand?

					Practising being a better leader?

			

			
			
			
			
			
			
			
			
			
			
			
			
			
					Empathy – Leaders who practise empathy create a team of employees who feel understood. Cultivating trust in this way is essential for frontline leaders who have teams that are continually coaching, mentoring, teaching and caring for others.

					Questions – These are a way of showing sincere interest in your employees as humans to help them grow into their role, and to help them facilitate the needs of your customers. When you ask the right questions, you are encouraging your staff to think for themselves and learn the effect of their decisions. 

					Energy – What you give attention to grows. Therefore, leaders looking for best practice in their teams need to immediately shift the focus, the energy, onto supporting all employees to deliver great service.

					Heart – When your staff feel that you trust them and appreciate them, they have a greater willingness to serve, which automatically increases their discretionary effort. Having a workforce of willing employees gives greater consistency across all customer interaction and creates a cumulative advantage for an organisation.

					Purpose – Leaders who help staff see they are an important part of the whole success journey make staff feel valued, which motivates them further. An engaged workforce interacts with your customers more positively and this creates customer loyalty.

					Practice – Being a leader involves conscious practise of behaviours and attitudes such as continually seeking information, developing people and helping people grow themselves in their working roles. Knowing that you are only as good as your last performance is key to continual growth and improvement and business longevity.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Cognitive empathy – the ability to understand another’s point of view. 

					Emotional empathy – the ability to feel what someone else feels. 

					Empathic concern – the ability to sense what another person needs from you. 

			

			
			
			
			
					read people’s moods or non-verbal cues accurately 

					take an active interest in people’s concerns

					listen attentively to understand another person’s point of view

					understand others’ perspectives when they are different from your own

					understand the reasons for another person’s actions.

			

			
			
			
			
			
			
			
			
					Doing all the talking and no asking.

					Not reading or observing the signals of the customer, and transacts rather than translates.

					Robotic in their response and doesn’t attempt to make any personal connection with the human they are interacting with.

					Focused on the task they assume they are completing, and fails to ask questions so as to meet the customer’s real needs.

			

			
			
					Listening deeply to the customer and acknowledging what they are hearing.

					Asking relevant questions in order to better understand the customer’s needs.

					Focused on what the customer needs and delivers solutions that are relevant.

			

			
			
			
			
			
					Make time for reflection

					Practise deep listening

					Care more about solutions.

			

			
			
			
			
			
			
					Catch your thoughts and emotions: what am I thinking and feeling right now?

					Check them: how will these thoughts and emotions serve me and the people around me?

					Correct them: what is a more useful way of being in this moment for myself and others?

			

			
			
			
			
					List several situations that occurred in the last week during which you communicated a message.

					Rate each situation on a scale of 1 to 5 depending on how well you believe you communicated the message. 

					List what emotions were reflected and how they were conveyed verbally and non-verbally.

					List how many times you asked questions and who did most of the talking.

					List how effective the response was, on a scale of 1 to 5, from your team/employee.

					Rate how satisfied you were, on a scale of 1 to 5, with the conclusion of the interaction. 

					Identify what you could say or do differently next time to increase your level of satisfaction and your empathy.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Review your complaint handling procedure and consider the overarching message for an employee when they are learning the complaint handling process. Are they hearing “Keep apologising” or are they hearing “Get on with fixing the problem with care”? 

					Gather a group of employees from your business to discuss complaint handling. Ask them how empowered they feel to fix problems themselves, what tools they would want access to for them to be more empowered, and what further support they may need from you to make sure that at the end of the day the customer is getting a strong sense that their problem will be resolved.

					Something as simple as encouraging staff to paraphrase and sum up what the next steps are, that they will be doing to help fix the problem, is often all a customer needs to hear to feel satisfied they are in good hands.

			

			
			
			
					When do you build in time to get to know your employees?

					How do you reflect on your own emotions and the impact they have when you are leading?

					Think of some examples of service interactions you have seen. Can you begin to identify what empathy looks like in action?

					What were the results of your end-of-week reflection activity where you assess and reassess your interactions with employees?

					How would your team describe your listening skills?

					When did you last review your complaints handling procedure and look at the steps through the eyes of the customer? How quickly do you get to solving the problem?

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					First, did I have success and achieve what I wanted to achieve? 

					Second, how much effort did it take? Could I achieve the same success with less effort than I expected to? 

					Lastly, did I make a connection? Was the customer feeling valued, inspired or whatever the situation may have called for? 

			

			
			
			
			
			
			
			
			
			
			
					Volkswagen Group Australia leads with empathy.

					The company focuses intently on employee experiences, trusting that this will carry over into how employees support customer experiences.

					Training and development is prioritised, unapologetically and relentlessly.

					There are many ‘in your face’ moments throughout a year to ensure new employees are trained and existing employees are reminded about the empathy mindset.

					VGA takes time to reflect on how it has succeeded in developing an emotional connection with the customer. 

					The company keeps it super simple with tools and conversations that represent plain common sense.

			

			
			
					NPS (by Qualtrics).

					Employee Engagement (by Qualtrics).

					Team member retention.

					Customer retention.

			

			
			
					Customer Experience Management Asia Summit 2017: Bronze Award, Best Use of CEM Technology. 

					Customer Experience Management Asia Summit 2017: Notable Mention, Best Customer Experience Team. 

					LearnX 2016: Gold Award, Best E-Learning Design – Interactive Scenario (for online customer experience training). 

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					give them orders without reasons for doing tasks

					teach them to become dependent on you

					limit creative thinking

					encourage disengagement (and possibly enragement!).

			

			
			
					ask them questions about how you might improve the process

					teach them to think for themselves

					enable greater creative thinking and problem solving

					encourage engagement.

			

			
			
			
			
			
			
					tell (direct) this employee what you observed and what you expect to see in the future when they interact with customers; or

					ask (develop) this employee to think about how they approached that interaction, what they brought to it, and what the impact of that was on the customer.

			

			
			
			
			
			
			
					obtain information 

					help guide the conversation 

					express our interest in the person 

					clarify what a customer needs/wants 

					explore a problem or a difficulty the person may be having

					encourage engagement in other products (not necessarily upselling). 

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					How do you think the customer felt in that interaction?

					Where do you see some areas of improvement based on that last interaction?

					What training do you think you may need to serve customers?

					Why do I get the sense that you are a little distracted today and have some things on your mind?

					In that interaction, when was there another opportunity to seek more information from the customer? 

			

			
			
			
			
			
			
			
					Avoid closed questions. Erase from your brain questions that start with: Do, Are, Can, Could, Will or Is. They will get you nowhere. All questions that start with these words lead to a dead end. “Can I help you?” is one of the worst questions you can ever ask someone in a service environment (employee or customer). 

					Ask “Why?” five times. The best default for developing people is keep asking why. You will go deeper into the conversation and it will buy you time to think more consciously about a specific question to help you get well on your way to co-creating a light bulb moment.

					Keep quiet. This is grossly underutilised in conversations between leaders and employees. Often the silence is just enough to keep the employee digging deeper and talking more about what they believe is going on and the best solution. Try it and see.

			

			
			
			
			
			
			
			
			
					How well are you asking questions of your employees currently? If you were to give yourself a rating from 1 (poor) to 10 (excellent), what would that be? Why and what could improve?

					What do you notice when you ask staff questions?

					How much are your staff dependent on you?

					How often do you prepare for your meetings with staff by preparing questions?

					What is one thing you could do more of, based on the approach of being present, trusting the process and planning your questions?

			

			
			
			
			
			
			
			
			
			
			
			
					Roadshows at which leaders facilitate both the storytelling of learnings and celebrating customer service staff.

					Workshops where all frontline leaders are asked to dissect what they do each day – not to try and ‘catch them out’, but to determine if there are tasks that can be removed from their day-to-day activities in order to free them up to do more side-by-side coaching with their team members. 

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Australian Unity leads a service culture in which they ask questions. 

					Staff take an honest look at themselves through formal surveys and informal conversations. 

					Leaders are consciously aware of what they measure regarding customer service and know that what gets measured will guide what employees focus on.

					Unnecessary steps have been removed for leaders to free them up, allowing them to spend more time with their teams, coaching them.

					Transparency of what customers say about employees, through providing real-time data for employees to access at any time, accelerates employees’ self-development and speeds up the improvements felt by customers. 

			

			
			
					NPS (by Qualtrics). 

					Employee Net Promoter Score (eNPS) (by Qualtrics).

					Customer Satisfaction (CSAT) (by Qualtrics).

					Customer EFFORT (by Qualtrics).

					Complaints (measured inhouse).

					Retention (staff and members – measured inhouse).

			

			
			
			
			
					“Very helpful and was able to articulate what the covers were that were best suited to me. Great service and also very quick to answer the phone.”

					“Only just returned to AU after not being happy with another provider. Drew gave me better information about the cover and more confidence to come back.”

					“Customer service was helpful in everyway [sic] possible way. The question [sic] were handled thoroughly. Highly recommended.”

					“David was extremely helpful and was professional but also had a great manner. He was able to answer all my questions promptly and made our transition easy.”

			

			
			
			
			
			
			
			
			
					Task (what must be done).

					Tangible (physical surroundings and facilitating goods).

					Treatment (the emotional and social content of the encounter). 

			

			
			
			
			
			
			
			
					Just because our food is great and well-priced, doesn’t mean we have permission to be arrogant when we serve it.

					Just because we have the best-looking bar on the high street, doesn’t mean we have permission to ignore our customers’ needs and keep them waiting.

					Just because we are renowned for delivering the fastest car service in town, doesn’t mean we forget to build rapport and create relationships with our customers.

			

			
			
			
			
			
			
					smile

					be mindful and ask good questions

					listen to understand 

					be informative and helpful

					anticipate what the needs of the customer might be

					follow process and procedures wherever possible

					find solutions

					be efficient and timely

					thank the customer. 

			

			
			
			
			
			
			
			
			
			
			
					Routine and lifeless approach to service: An employee who is standing behind a point of sale register for several hours, doing a repetitive, tedious task in a mindless, transactional way. This mindset will create fatigue and exhaustion. 

					Routine and full of life approach to service: An employee who is standing behind a point of sale register for several hours, doing a repetitive, tedious task in a mindful, engaging way. This mindset will generate energy and connections. 

			

			
			
			
					Real servants make themselves available to serve They do what’s needed, even when it doesn’t seem convenient – ie, they don’t have the right to pick and choose what to do or when to do it.

					Real servants pay attention to needs They do their best to properly understand what is needed and anticipate needs. Great opportunities to serve may be fleeting or appear when you don’t expect them to. In order to make the most of these chances, when the time comes to serve another, your attention always needs to be out towards them.

					Real servants do every task with equal dedication The size of the task is irrelevant. The core criterion is: does it need to be done? Great opportunities often disguise themselves in small tasks. The little things in life determine big things.

					Real servants do their best with what they have Servants never say, “One of these days…” or, “When the time is right...” They just do what needs to be done. Less-than-perfect service that makes the most of the available resources is always better than service held back by wishful thinking.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					What are some positive impulses you frequently exhibit with your teams, and how do they impact them?

					What are some negative impulses you frequently exhibit with your teams, and how do they impact them?

					How well do you know your teams?

					What’s important to them?

					What words would an employee use to describe you to their friends or family members?

					How willing are your employees to do things for you? Do they respect you and will they follow you?

			

			
			
			
			
					Employees love what they are doing

					Employees look forward to coming to work

					Employees are passionate about what they do

					Employees feel that they are an important part of the big picture 

					Employees understand customer needs. 

			

			
			
			
					Giving the team something to believe in

					Helping employees understand who they work for 

					Helping employees understand their role in the light of a step change 

					Showing them how to take ownership of what they do in their role

					Generating excitement about what the company could become/create and how it could positively impact the community. 

			

			
			
			
			
			
			
			
			
			
			
			
			
			
					How much energy is given to the treatment of your customer service interactions right now?

					How have you articulated to your employees the way in which you wish them to treat your customers?

					What energy are you currently bringing to your own interactions?

					How do you ‘paint the wall green’? What could you do better? 

					What are some ways you could improve in how you treat your employees, knowing this will impact their treatment of customers?

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					We implemented a CARE group including a good cross-section of people across the organisation, including contractors and partners, whose job it was to communicate and champion out in the venue.

					We incorporated CARE into recruitment programs and selection criteria for hiring. 

					We replaced our previous A to Z guide with more area-specific information cards that gave employees information that was personalised and relevant to their area for an event, empowering them to assist the customer in the moment, with all the information they need at their fingertips.

			

			
			
			
			
			
			
			
			
			
			
			
			
					The MCG leads a culture of customer service by giving energy to it and making it a key strategic priority. 

					The organisation works with the passion that exists with employees and gives them practical tools to apply in their roles. 

					It has built-in energy and momentum to drive its service mindset by focusing on four critical behaviours (being courteous, anticipating needs, being responsive and efficient) – and keeping it simple.

					Tailoring a customer service program may seem like far greater work initially but the resulting employee behaviours and attitudes will have a greater chance of being ingrained into the culture operationally. 

			

			
			
			
					The arrival and departure experiences

					The food and beverage customer service

					Service satisfaction for the general public/casual ticket purchasers and members on event day

					Every six months, the overall member’s experience 

					Every two years, employee alignment and engagement. 

			

			
			
					2017: Winner, Melbourne Cricket Club (stadium manager at the MCG), Customer Service Project of the Year – Cultural Transformation Award, Australian Service Excellence Awards.

					2017: Winner, Melbourne Cricket Club – Best Achievement in Venue Management, Australian Event Awards.

					2016: Melbourne Cricket Club, Service Champion, and Finalist for Customer Service Project of the Year, Australian Service Excellence Awards.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
					“Hi, how are you?’” (even though I was visibly tired); and 

					“Have a nice day,” (even though it was 8pm). 

			

			
			
					“I’m good, thanks,” (because I really just wanted to get home) and

					“You have a nice day too,” (because I couldn’t be bothered engaging).

			

			
			
			
			
			
			
			
					noticed a stranger on a bus who needed a seat and you stood up and offered yours to them

					listened to a student or an employee who asked for your help and you gave them some advice

					made yourself available for a friend or neighbour moving house on their own

					stayed back late at work to help a struggling colleague, knowing you wouldn’t get paid for the extra hours.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					What do you love about service? Why?

					What do you love doing at work? Why?

					Who do you love doing it for? Why?

					What do you gain by loving being in service?

					Where else might you get this in your life if it wasn’t at work in a service environment?

			

			
			
			
			
			
					My work gives me opportunities to learn from others.

					Meeting customers is an opportunity to create further connections.

					Without my customers, there is no work or opportunity for me in this job.

					When I leave here (work) today, I will be a customer seeking what they seek.

			

			
			
			
					Think about a time when a staff member performed with the customer’s best interests at heart while under extreme pressure. How did you recognise and reward that employee? If you didn’t, what could you do next time?

					What data have you got in your business that gives you a sense of how happy your customers are? 

					What activities or opportunities – for example, a volunteering program – do you have in your workplace to reinforce what it feels like to be in service and give without expecting anything in return? 

					When did you last recognise someone for going above and beyond in service, just doing something small to make someone’s day?

					How healthy is your own heart? (See the health check questions on page 126.)

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					The stores in the top third of the NPSs (ie, more than 70% overall satisfaction) are experiencing an average 3% positive transaction growth in their sales.

					The stores in the bottom third of the NPSs (ie, less than 50% overall satisfaction) are declining -4% in transaction growth.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Hudsons Coffee has not only inspired people’s senses but it has attracted leaders who see their role as inspiring people.

					It keeps its leaders close to the operations by insisting that they roll up their sleeves and show their team members how it’s done.

					Hudsons is obsessed about delivering a brand promise and never compromises on quality.

					It seeks passionate food and beverage employees who want to serve customers and who want to be inspired.

					It tracks, monitors and rewards service against NPSs and continually highlights the correlation of scores to better performing stores in sales.

			

			
			
					NPS.

					Customer loyalty.

					Employee engagement scores.

			

			
			
					FAB 2017: Airport Coffee or Non-Alcoholic Beverage Shop of the Year, Regional Winner (ASPAC) – Airport Coffee or Non-Alcoholic Beverage Shop of the Year – Emirates Leisure Retail; Hudsons Coffee, Sydney International Airport.

					FAB 2016: Best Airport Coffee Shop – Emirates Leisure Retail; Hudsons Coffee, Brisbane Airport.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					outwardly focused

					aspirational and belief driven

					long term

					humanistic

					broader than the company activities, products or services

					aligned to the company’s values

					attractive to customers, employees and partners.

			

			
			
			
			
					Thinking about the long-term impact of the business decisions that we make today.

					Having a clearly articulated, embedded and measurable purpose in every Virgin business that drives their decisions and fuels their success, resulting in positive impacts on customers, people, communities and the environment.

					Embedding our purpose, principles and values in all existing and new business investments.

					Pioneering systemic change beyond the Virgin Group through Sir Richard Branson’s profile and advocacy as a global business leader and rising to the challenges.

			

			
			
			
					Always make sure people leave smiling or laughing.

					Greet everyone by name if they have been here before.

					Make sure the coffee is nothing less than perfect, just the way the customers like it.

			

			
			
			
			
			
			
			
			
					The Ritz Carlton: We are Ladies and Gentlemen serving Ladies and Gentlemen

					Zappos: Delivering Happiness

					Google: To organize the world’s information and make it universally accessible and useful

					Walmart: We save people money so they can live better.

			

			
			
			
					Choosing to have local Australian staff employed in the contact centre and not offshore staff – the bank wants its customers to feel connected by employing people like its customers.

					Doing deep analysis on who its customers are, listening to them and recognising their wants and needs – the bank wants its customers to feel connected by actioning things that matter to them.

					Being active in the community with events, fundraising and helping individuals in a multitude of ways outside of banking – the bank wants its customers to feel understood and closer to people who work at the bank, like they are friends who care, not nameless bank tellers. 

			

			
			
			
			
			
			
			
			
			
			
					leaders more quickly establish commonalities with one other which lead them to help each other solve their problems;

					people know where they stand in a company and make decisions with confidence;

					people make good judgement calls in any situation where values have been considered in the decision making; and

					the overall environment feel like a safe place in which to speak up and contribute, where everyone accepts each other more on an equal level regardless of the organisational hierarchy.

			

			
			
					What do you stand for as a business?

					What do you care about?

					How would your competitors describe you?

					How would your customers describe you?

					How would your suppliers describe you?

			

			
			
			
			
			
			
					The leader wrote down all the names of the people he wanted to connect with more at work.

					He then arranged a time for a coffee with each of them in an environment that was away from their store and asked them what were their current problems or challenges at work.

					He then asked them where they saw themselves in six months, one year and three years from now. 

			

			
			
			
			
			
			
			
					Do you know what is expected of you at work?

					Do you have the materials and equipment to do your work right?

					At work, do you have the opportunity to do what you do best every day?

					In the last seven days, have you received recognition or praise for doing good work?

					Does your supervisor, or someone at work, seem to care about you as a person?

					Is there someone at work who encourages your development?

					At work, do your opinions seem to count?

					Does the mission/purpose of your company make you feel your job is important?

					Are your associates (fellow employees) committed to doing quality work?

					Do you have a best friend at work?

					In the last six months, has someone at work talked to you about your progress?

					In the last year, have you had opportunities to learn and grow?

			

			
			
			
			
					What is the purpose of your organisation? 

					What do you love about working there?

					How do you communicate this to your team?

					Have you got values that you live by to help you achieve the purpose of your organisation? What are they?

					What is the impact of your purpose having on employees, customers, humanity?

					How does your organisation share its purpose, internally and externally?

					If you do not have a purpose, what is it that you care about most as a business and how is that having an impact on people?

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Net customer numbers growth

					NPS

					Partner experience index

					eNPS

					Diversity and inclusion score

					Gender diversity in the senior leadership group

					Lending growth

					Net interest margin

					Cost to assets

					Cash earnings per share. 

			

			
			
			
			
			
			
			
			
			
					Bendigo Bank leads a service culture with purpose.

					It lives by a vision that underpins every action it takes as an organisation. 

					It is clear on why it shares information and how it connects to other business drivers.

					It is clear on why it measures various parts of the customer’s experience.

					The end result is that when it leads with intention, it has been successful in creating an emotional connection with its people and the customers they interact with.

					When employees believe in their leaders, this trust directly impacts their actions, which directly (and positively) impacts the results achieved. 

			

			
			
					Customer feedback, monthly trends and insights (available on a self-service dashboard for staff to view themselves).

					Customer satisfaction (by Qualtrics).

					Customer handling happiness (how well staff responded to and resolved customer needs).

			

			
			
				
					
					
					
				
				
					
							
							
						
							
							
						
							
							
						
					

				
				
					
							
							
							
						
							
							
							
						
							
							
							
						
					

					
							
							
							
						
							
							
							
						
							
							
							
						
					

					
							
							
							
						
							
							
							
						
							
							
							
						
					

					
							
							
							
						
							
							
							
						
							
							
							
						
					

				
			

			
			
			
					#1 Forrester’s Australian Customer Experience Index (2016, 2017, 2018).

					Highest customer satisfaction (Roy Morgan Single Source, 12 months to March 2018).

					Top 10 (and only Bank) in the Roy Morgan Net Trust Score.

					Most reputable Australian Bank in the AMR Corporate Reputation Index.

					RFi Group, Australian Business Banking Awards: Best Non-Major Business Bank.

					Mozo People’s Choice Awards 2017: Rated Top Bank – Outstanding Customer Satisfaction, Excellent Customer Service, Highly Trusted, Staff Friendliness, Most Recommended, Excellent Banking App, Customer Satisfaction – Everyday Banking, Customer Satisfaction – Credit Cards.

			

			
			
					When asked about the importance of factors in a general pulse survey, Customer Service is the top-rated response, with 98% of respondents indicating this is ‘quite’ (17%) or ‘very’ (81%) important. This is followed by ‘Low Fees and Charges’ (95%) and ‘Strong Corporate Values’ (94%).

					86% of the customers then responded that Bendigo Bank is meeting (38%) or exceeding (48%) expectations in relation to Customer Service.

					Text and sentiment analysis is run from the survey verbatim responses, which helps the bank to understand the key topics mentioned by customers and the level of positivity or negativity overall and in relation to each topic. Emerging themes and topics which drive negative sentiment help to drive focus and actions around the things that need to be improved. Customer Service is the strongest driver of positive sentiment from the text analytics, followed by Friendly and Helpful Staff.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Practise from the start. Start with onboarding: get people on the tools and in front of customers, regardless of their role, in their first week or two.

					Practise when your customers and competitors are sleeping: Make time for after-hours training sessions. 

					Practise in small chunks throughout a day: Try tools such as ‘skill pills’ that are quick injections or skill refreshers which can be done in a 10-15 minute team briefing or huddle, or can be included at the end of a weekly meeting.

					Practise in large gatherings: At team conferences, roadshows and events. This will reinforce the service expectations of your culture in a different environment, and in a more engaging way. Large gatherings are great places for people to learn from others and hear the same expectations differently.

					Practise in pairs: Why don’t more organisations adopt the buddy system? When you have identified the true champions of customer service and the employees who need a little help, pair them up and empower the champions to lift their buddies’ performance by letting them experience first-hand what it takes to deliver exceptional service.

			

			
			
			
			
			
			
			
			
			
			
					Who says it’s a failure?

					Why did it fail?

					What was not gained?

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					What behaviours could you practise more to help you grow? What about your team?

					Other than growth, what else would be the benefits to the business, your team and customers if you all developed these behaviours?

					What would be a realistic volume of work for your team to put in, when developing a behaviour? What specific goal could be set to see some positive impact?

					How do you share failures in your organisation?

					How much time is dedicated to practising people skills versus technical skills in your organisation?

			

			
			
			
			
			
			
			
			
			
			
			
			
					Redefine what best practice is in Healthscope hospitals.

					Never rest on your laurels and continually practise to improve.

					Be realistic about how best to deliver messages and training in a hospital environment where staff resources are stretched. 

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Healthscope has created a service culture in which its staff make time to practise. 

					It is committed to its training efforts and materials, leaving few excuses for leaders to not try.

					It doesn’t stop at service levels of minimum competency and quality, but rather strives to exceed national standards.

					Healthscope understands the mindset of its patients (customers) and has adopted transparent practices that involve patients.

					It continually refreshes and re-energises its staff by insisting training and development is part of their core tasks and by showing how little effort and time it takes, in the overall scheme of things.

			

			
			
					NPS (for patients/customers) (by Qualtrics).

					Staff survey – Sustainable Employee Engagement score.

					Key Performance Indicators for complaints; meaning the time it takes to acknowledge and the time to the final response.

					Attendance rates at customer service education and training. 

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Where you want to take the level of service in your business 

					What the current health of your service culture is like

					How to address the service mindset among your frontline leaders. 
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