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Introduction


The purpose of business is to create a customer.

—PETER F. DRUCKER

Great service is not just a consequence of good intentions, attentive management, and a supportive culture. In fact, cause and effect are reversed: Service needs to be laid into the company’s keel, the way performance is built into a BMW or intuitiveness designed into an iPad. A company designed for service will naturally display the behaviors—the intentions, attention, and culture—good service requires. If service isn’t built in, no amount of goodwill can deliver it reliably, and no effort can compensate for the lack of it. Trying to satisfy customers will be like canoeing into a headwind: The effort will eventually exhaust even the most determined team.

The surprising fact is, most companies are not, actually, designed for service—to provide an experience that matches a customer’s expectations, and to deliver it time and again. The reasons for this are complex and partly historical, as we will explain in the pages that follow. For now, accept our premise that providing superior service is unnatural in most organizations.

Addressing that problem is what this book is about. In the last few years, a handful of progressive thinkers, pioneering executives, and scholars have begun to develop ideas and experiments in service design. Their thesis and ours is simple: Services should be designed with as much care as products are. We include service delivery in the concept, too, because artistry without execution is meaningless, in business at least. Service design and delivery involve reimagining, recreating, and rethinking the execution of every stage and aspect of customer and company interaction, regardless of what is being sold and regardless of whether a transaction actually occurs, to satisfy that customer and advance your strategic goals.

Put another way, service design and delivery—what we call SD2—is what you do so your customers get the experience you want them to have—every time. Three ideas are embedded in that sentence. First, service design is proactive, not reactive; it involves choices, actions, and consequences. Second, service design starts with what you, the seller, want; it is about delivering on your promise to customers in accordance with your strategy, not about acceding to everything a customer asks. Third, service design creates consistency, and consistency is no accident.

[image: images]

After scores of interviews, thousands of hours spent, and tens of thousands of miles traveled, we have come to hold four propositions about service design almost as tenets of faith.


[image: images]    We believe that the design of a service—what it does and does not do, the experience it creates, the value it delivers—should be an essential element of the go-to-market strategy of every service business, from a coffee shop (Starbucks is a brilliant example of service design), to top-of-the-line personal and professional services like Singapore Airlines or Goldman Sachs.

[image: images]    We believe that excellence in service, like quality in manufactured goods, needs to be built in, not painted on at the end.

[image: images]    We believe that great service should be free, also like quality—that is, that well-designed service pays for itself and then some, by saving you and your customers time and money, including the cost of making up for errors.

[image: images] We have learned and believe that excellence in service design and delivery is the best way—a sustainable, repeatable way—to differentiate your company from your rivals, and profitably woo, wow, and win not just customers, but the right customers for you.



Companies that embrace SD2 are bringing new thinking, new actions, and new effectiveness to running businesses by applying design thinking and sound strategy to services. Woo, Wow, and Win shows how, by explaining the what, why, and how of service design and delivery, the principles that should guide it, the results it can produce, and the tools you will need.

Our focus is on the vast portion of the economy known as the “service sector”—basically everything that is not mining, agriculture, or manufacturing. But the benefits of SD2 accrue to those sectors, too. Economists like to separate goods-producing companies from those that deliver services, but customers do not. They care about the total experience they have with a company. Understanding service design helps all companies interact with customers in ways that augment the value of what they do. Think of Apple Stores, for example, where the act of shopping has been imagined and designed with the same attentiveness and concern for experience that Apple applies to its phones and computers. Whether it is about customer or user, it is the experience that matters.

It is said that luck is the residue of design. So is great service. SD2 is in part a sophisticated application of “design thinking.” Tim Brown, president and CEO of design firm IDEO, describes design thinking as “a human-centered approach to innovation that uses the designer’s toolkit to integrate the needs of people, the possibilities of technology, and the requirements for business success.” Service design pulls from that toolkit not only for innovation but to ensure excellence, elegance, and empathy wherever a service company interacts with customers. It can help every company, because there is no business where the customer does not matter.

[image: images]

Executives know—as Peter Drucker put it—that their most important job is to create and keep customers; yet management science and practice are less advanced in service industries and in customer-facing functions than in practically any others. We have a century or so during which industrial and product design have been studied and applied—but just a generation of service design. In business functions, we have much more solid knowledge of finance, operations, technology, and even HR than we do of sales, customer service, or even marketing.

Lacking design and the knowledge of it, executives lurch from tactic to tactic, sometimes trying to attract and retain customers with sales and promotions, then with loyalty programs, then with extras for preferred customers, then by giving more decision-making authority to frontline employees. Some of these techniques will work on some of the people some of the time, but there is little if any insight into why or how.

Without a design-oriented approach, companies pursue customer-centricity, as eager to please as puppies but with no clear sense of their unique identity or what they can do better than anyone else. Without service design and delivery—without being able to plan and execute in a way that is repeatable, predictable, scalable, and profitable—companies cannot set customers’ expectations, let alone meet them. They cannot support their strategy. They cannot offer reliable results to stakeholders. Like rubes in a casino, they will win occasionally, but will lose far more often.

[image: images]

We know this because we have seen it. In our careers we have witnessed, chronicled, and analyzed management at its best and worst. You have seen it, too, as a businessperson and as someone who consumes services both in your personal life and at work. Tom had a less than satisfying service experience not long ago, checking into a hotel at Walt Disney World in Orlando, Florida. Tired after a long flight, he was delighted to find no line at registration and relieved that the woman behind the counter was professional rather than artificially and aggressively cheerful. He got his key and directions to his “casita” in the sprawling resort, and headed happily along the path prescribed.

Then he spent the next twenty minutes walking in circles, increasingly flustered because he could see signs for buildings 1, 2, and 4, but not for building 3, where his room awaited. Nor could he find any employee to help him find his way. “Call me spatially challenged,” Tom admits. Accustomed to Manhattan’s orderly grid, he gets lost on the looping pathways of resorts. That is his problem (but probably not his alone).

What might Disney’s solution have been? A luxury resort would have golf carts and drivers: They would be part of the design and factored into the price. But Disney, catering to Mouseketeers and conventioneers, cannot make a profit if it hires armies of navvies. Nor would it make sense to have bottles of bubbly and boxes of chocolates on hand to soothe the souls of grumpy guests: That would be off-brand.

A couple of standard tools, customer service and customer care—both of which amount to throwing money at a problem, often after the fact—should not have been pulled out here. But service design would have prevented the problem in the first place: better maps and more signs, to be sure, but also interactive maps, like the kind you find at science museums and the Paris Metro, where you push a button for your destination and are shown the route to take. Something like that would be affordable, on-brand (kids would love it), and useful (even to Tom). More to the point, a customer-centric solution would likely occur to you only if you approached your service with the mindset and toolkit of a designer and with your customer’s experience in mind.

Clearly Tom’s story is not about customer service—and neither is this book. The world does not need another book saying that customer service is important (of course it is), extolling the (obvious) importance of frontline employees, calculating the value of loyalty, or any of the other topics that fill literally thousands of volumes about customer service, most of which, frankly, are long on exhortation and short on value. The people with whom Tom interacted in Orlando gave him exemplary service, yet his experience was unsatisfactory because it wasn’t well designed. In Tom’s mind, Disney came up short for not walking, literally, in customers’ shoes.

[image: images]

We’re drawn to this topic for three reasons. The first is that service design itself is a relatively new idea, only starting to be studied and beginning to be embraced, ready for the synthesis and call to action we propose. This approach is grounded in the realities of business today, attuned to the impact of technology on how companies and customers interact. It is charged with the intellectual excitement and practical insight that come from looking at old problems through new eyes and having new tools with which to solve them. When old mindsets are replaced by a service-dominant logic (to use the phrase of a pair of influential thinkers), valuable insights tumble out.

Second, it is an important idea: Service design and delivery carry the potential to transform your company and many industries for the better—retail, banking, travel, and tourism, to be sure, but also health care, IT services, and government functions as critical as fire, police, and public health, as well as activities as mundane as renewing a driver’s license. Third, that transformation can eliminate waste for companies while also improving outcomes for customers. It has the same win-win potential as Total Quality Management, and on an equally large scale.

Till now, the concept of service design has been embraced mostly by marketing executives and people with trendy titles like Chief Experience Officer. While marketing is a big beneficiary, the value of SD2 reaches high into the strategy sphere and deep into companies’ operational core. It is equally critical for the C-suite and frontline employees, as useful in business-to-business transactions as it is in B2C.

As we tell the stories of companies that have begun to take this journey, we will share what we have learned about:


[image: images]    The “Ahhh” moment. In every business, there is a moment when the customer makes a judgment about you—when she decides she is in good hands, relaxes, and gives you the chance to capture her loyalty. The Ahhh moment might be as simple as when an 800-number phone tree gets her to where she wants quickly. It could be as complex as the confidence a B2B customer has that everyone on your team understands how individual activities fit into the big picture of your business together.

[image: images]    The “Ow”—the equal and opposite of an Ahhh. At the Ow moment, customers draw away from the possibility of commitment. They may complete the deal or transaction, may even come back, but something is broken. They are ready to shop around, leave your store, abandon an online shopping cart, vow never to do business with you again, or, God forbid, take to social media to vent their frustration.

[image: images]    The “Aha” moment. This happens on the other side of the relationship—when you and your colleagues recognize the implications and opportunity offered by your customer’s Ahhhs and Ows. It is when you understand what you’ve got to do—every time—to capture and keep your customer’s business. The Aha moment is when discovery feeds into strategy. These moments allow you to mobilize your organization to act on what customers tell you, with specific interventions that create more value for them.



[image: images]

Service “fit” is an increasingly important element of strategy—and a key concept of SD2. Singapore Airlines and Southwest Airlines consistently rank near the top in customer satisfaction surveys in their industry. One is famous for luxury; the other is a low-cost, few-frills carrier. The comparison illustrates the point that service design and business design must fit together.

Every company’s strategy is (or should be) unique, but as we will see, these strategies map to certain archetypes of SD2. What’s great design for a trendsetting company like Warby Parker is unlikely to work for a neighborhood optometrist or a chain like Pearle Vision; Goldman Sachs should design its approach to customers differently from TD Bank. But whatever a company’s strategy, its service design will follow the same principles and be aimed at the same result: a customer experience that is reliably delightful for the customers you want and produces value for them and profits for you.

The goals of companies and consumers haven’t changed since the first market was established: Companies have always wanted to make a profit by meeting customers’ needs; customers have always wanted their needs sufficiently and efficiently met. But what has changed is how customers define “sufficiently” and “efficiently.” Thanks in part to globalization and the Internet, a customer’s choice is no longer constrained by distance, whether it is for books or consulting services; selection no longer sets a company apart—another choice is a couple of clicks away. Even price is less of a differentiator; not at the low end (where rivals compete to offer rock-bottom prices) or in the middle (where customers can easily compare), or the high end (where price barely matters). So how does a consumer decide?

Study after study has shown that the nature of consumers’ experience with a company is a key deciding factor in how they choose to spend their money. Poor customer experience results from a lack of consideration for every step and aspect of the customer’s journey and poor decisions about those steps. Poor customer experience results in poor word of mouth, which is amplified online to a wider audience than ever before.

Providing a superior service experience is the gateway to success. And SD2 is the key that unlocks it.

[image: images]

This book is in three main parts, each of which is a stage in what we hope will be a journey of discovery for you, followed by an appendix with tools.

The first part of the book—“Setting Out”—is designed to orient you for the journey ahead. We will discuss how managing services and customer experiences differs from much of what you learned in school or on the job about managing. We will place service design and delivery in three contexts—economic, historical, and strategic—to help you understand how it can be most valuable to you. We will discuss the most important elements of well-designed, well-delivered service—ten indicators that you can use to create a baseline of your strengths and weaknesses and plan progress.

In this section, we will also introduce the concept of the “service journey”—a metaphor that can help you map a service design and manage its delivery. This is a visualization of your customer’s journeys and of what you do behind the scenes to make the experience work for them. We will then zero in on the most important parts of the journey, the critical customer interactions that have the potential to make or break your strategy.

In part two, “The Principles of Service Design,” you will apply those insights to your interactions with customers and to the backstage activities you need to perform. We will work through five principles that apply to SD2 in every company: finding the right customers, delivering what delights them, eliminating heroic efforts and waste from your work and theirs, providing a coherent experience on all platforms and at all times, and continuous innovation. You cannot execute your strategy if you do not get these principles right. Understanding them will reveal real tensions in your organization that get in the way of designing and delivering coherent, excellent experiences. As you work through these tensions, you will be able to set priorities for progress and make plans for change.

In part three, “Service Design in Action,” we will widen our perspective again, putting the pieces of what we have learned into a framework for action. The principles of SD2 come to life in various archetypes of service design. Based on nine fundamental value propositions—from Trendsetter to Bargain, from Specialist to Utility—these archetypes are the expression of strategy as your customer experiences it. These archetypes will give you a clearer understanding of how to fit strategy to design. We will talk about how touchpoints—the moments of interaction you have with customers—come together into a continuous journey, and how to manage not just the touchpoints but the journey as a whole.

We will take some time to talk about the customer’s side of service design and in particular how to work with customers to co-create their experience, adding more value for them—and for you, creating customer capital. We will also bring in the critical topic of culture. Most services are delivered by people, whether it is a frontline employee asking, “Want fries with that?” or a lawyer working through a contract, which makes culture as important a part of service fit as strategy.

The Appendix, titled “Tools for the Journey,” begins by showing how to create a report card to assess your SD2 grade point average—a baseline measurement for when you begin to put these ideas into practice. Also here you will find an introduction to mapping service journeys and creating service blueprints—showing you how to take the concept of a service journey map, which you read about periodically through the text, and apply it to your business. With these two fundamental tools—a report card and a map—you can embark on a series of projects to strengthen your design and enhance your delivery capabilities. We propose seven of them. These are projects that you can run over and over in a cycle of continuous improvement. The section concludes with a number of specific how-tos: instructions for measuring the value of customers, tracking the effectiveness of service innovation, and so on.

[image: images]

Throughout this book, you will see vignettes about great examples of service design and delivery, including those that illustrate the five principles that we identified as key to excellence in SD2. Rather than focus on just one or two companies of the dozens we researched, visited, and studied, we have used a broad sample to show the breadth of service design and delivery’s impact. We’ve written about companies old and new, those that cater to consumers, those that work with clients, and we have ensured that each archetype is represented. Some companies will be household names; others are not—at least not yet.

Our selection of these companies does not suggest they are the only ones in their sector or industry who are SD2-adept, or frankly that they have done everything right. Like us, these companies understand that excellence in service design and delivery is a journey, a goal that always seems just out of reach. Achieving excellence in service design and delivery is like catching a soap bubble; you have it in your hand for a brief moment only. And that is not a bad thing. If good is the enemy of great, complacency is the enemy of excellence.

Stumbles, losing one’s way, and switching course are all part of any journey. For the most part, our goal has been to focus on the triumphs. That is not to paint an overly optimistic or misleading picture or to pretend obstacles do not exist. Our goal is to inspire you to think about how your company can identify critical moments in your customers’ journeys—and your own—so that you can better woo, wow, and win customers.

We do not pretend to have discovered fire with this book. Rather, it is about reminding you of the power of fire, and how to harness it.





PART I

Setting Out






CHAPTER 1

The Road to “Ahhh!”


Membership has its privileges,” according to one well-known charge card company. To Jeff Potter, CEO of membership-based commuter airline Surf Air, those privileges are convenience, comfort, camaraderie, and connections. He learned the value of membership as CEO of Exclusive Resorts, a luxury vacation club. “Membership gives people something in common from the very start. It makes people more invested in your product or service,” he says.

Surf Air subscribers pay a monthly fee (currently $1,950, plus a one-time membership fee) for unlimited flights between any cities on its system in California and Nevada. That is a great deal for many business customers: a Los Angeles lawyer who needs to be in Sacramento several times a month; a tech mogul who weekends in Tahoe; consultants with clients scattered around California; a restaurateur with properties in different cities. It is an even better deal because of the ingenious (a word we do not use lightly) aspects of the carrier’s service design.

Surf Air flies only Pilatus PC-12 NG aircraft—nine-passenger craft that have the feel of a private plane. That eliminates security screening and a lengthy check-in process, because Transportation Security Administration rules exempt planes carrying fewer than ten passengers from the time-consuming checks. Surf Air’s use of the membership-based revenue model and small, largely underutilized regional airports means passengers waste almost no time on the ground; the economics of the business are so attractive that the airline can make a profit on a flight just 60 percent full. It can—and will—fly scheduled flights with even one passenger.

A stint as CEO of Frontier Airlines gave Potter insight into the issues that bedevil both commercial airlines and their passengers—issues that he and his partners sought to resolve when designing Surf Air. “Airlines ranked 36 out of 40 industries in the Net Promoter Score, yet domestic travel was booming,” Potter recalls. “We saw an opportunity to cater to the frequent traveler, to be the equivalent of high-speed rail: addressing local markets, people who need to travel a small corridor quickly at an affordable cost.”

Flying Surf Air is indeed a different experience: The airline has practically eliminated the airport. You can arrive just fifteen minutes before flight time; free snacks and beverages await passengers in the preflight area; you do not need a boarding pass; there is no security check; there is no boarding group scrum at the gate; luggage is taken from you planeside and delivered moments after you walk off. “When our members first come in, they’re very confused,” says Potter. “They’re used to loudspeakers and bright lights and being corralled.”

The radically simplified customer journey eliminates backstage hassle, too. Surf Air needs no baggage-handling system and employs no flight attendants. Because it is a subscription model, it needs no algorithms to set fares, has no tickets to process—the whole IT system is much simpler.

For all that members enjoy the luxury, convenience, and relative economy that Surf Air offers, those are not the most important things to members. “People constantly point out that flying commercially between LAX and SFO—a ninety-minute flight—actually takes three to four hours more because of all the things we have eliminated,” says Potter. “Our surveys show the number-one thing people value is time. We like to think we’re not saving them time—we’re giving it back to them.”

[image: images]

“The number-one thing people value is time.” That is the crux of the Surf Air experience—and its design. Think about the last customer satisfaction survey you received. (We know better than to ask about your last flight.) Did that survey seek to capture what was important to you? If it was from a hotel, it probably asked you to evaluate check-in and checkout, the cleanliness of your room, the promptness of room service, and a number of similar items, on a scale of 1 to 5 or 1 to 7, then asked if you would be likely to return or recommend the place to others.

And, if you’re like us, you felt that the survey had little to do with your stay. Check-in? Sure, it was fine, no problems. The room? Sure, it was clean, no problems. Return? Sure, next time I’m in Atlanta and depending on where my meetings are. But the survey missed the point: It should have been about your experience: how you felt about the stay, if you got what you expected, whether it was distinctive or special, or just another night in another hotel in another city—fine, no problem.

That survey wasn’t really gauging your satisfaction or experience. It was measuring whether the employees did what they were supposed to do—smiled at check-in, vacuumed the room, delivered breakfast on time. The survey was headquarters’s way of measuring how well managers and their teams complied with instructions.

Those not-about-you surveys are a symptom of a surprising fact: Most companies are not actually designed to serve. In large part, service industry operating models—their org charts, processes, incentives—have been adapted from manufacturing, where measures are based on quantity and quality of output: how many widgets, how few defects. These models are designed from production out, not from customer back.

The result of our industrial legacy: Company after company is underwhelming its customers and leaving money on the table. Not just services businesses; industrial companies—makers of things—underperform, too, because they do not make the most of opportunities to create great customer experience as well as great products. Services, the most important sector of the economy, the biggest employer and creator of wealth, are too much managed by guess and by gosh.

Now think about your last memorable interaction with a company—via their website, in person, on the phone, through social media. Maybe you bought something online, tried a new restaurant, had your car serviced, or patronized a local store. It could be a professional experience—working with a supplier or distributor, dealing with an advertising agency.

How would you rate your experience? Was it great? So good you have become a Loyalist or Evangelist? Was it lousy? So bad you’ll never return? Or was it meh—not bad but not distinctive? Perhaps most important of all—was it what you expected?

Now imagine your customers’ interactions with your own company’s services, products, or personnel. What are their experiences like? What matters to them? Do you know? Or are you only imagining or reciting meaningless stats like the ones on that hotel survey?

The key that unlocks meaningful service is design—the deliberate laying out and execution of a plan to create and deliver the experience you want your customer to get, every time. Understanding experience from the customer’s perspective is where the Road to Ahhh begins. The road takes you to where you can deliver superior customer experience, but it takes you beyond that. We believe that companies that apply the principles of service design will create not just satisfied customers but strategic strength: that the road to Ahhh leads to a competitive position others will be unable to match or attack.

Most of the time, most companies treat most customers reasonably well. Sure, sometimes something goes drastically wrong; sometimes something goes spectacularly right—usually when an employee steps forward in a special effort. But overall, companies deserve a grade of B or B minus. That is not good enough. We think grade-A service experiences should be the norm, and we believe they can be. How? By understanding and applying the principles of service design, to ensure that a great customer experience is reliably, replicably, scalably delivered, time and again, in a way that satisfies you and your customer.

Experiences matter. Experiences are journeys. Journeys are designed. These statements are fundamental to understanding service design and delivery. A large and growing management and psychological literature shows that people derive more happiness from new experiences—a day by the sea, a night at the opera—than from new things. Moreover, the pleasure of a new object diminishes over time (as every child knows on December 26), while the pleasure of experience grows (as every adult knows, enjoying those warm holiday memories). But an experience is rarely about one thing. Experiences happen over time and often over space: They are journeys, whether physical (like a flight from Dallas to Detroit) or temporal (like a relationship with an insurance company) or intellectual (like a six-week consulting engagement). For customers, these journeys involve need, planning, anticipation, embarkation, the event itself, disembarkation, and a memory. Companies need to analyze, design, and deliver at every stage of the journey, and at every point of contact—every touchpoint—because every moment is an opportunity to engage or alienate your customer.

You need to imagine and shape your customer’s experience of the journey as a whole. Though a problem at any stage can damage the experience, it is not enough just to fix the parts. Journeys are not just linear; they are complex adaptive systems. The experience of the whole affects each stage and vice versa; something that happens at the third stage not only influences the fourth but causes your customer to reevaluate what came before. And—since you want your customer to come back—each journey affects subsequent journeys.

When service is designed well and delivered expertly, it is because there is alignment among your strategic goals, your customer’s wants and needs, and what actually happens between you. That alignment is a function of ten things:


[image: images]    Empathy: Developing products, services, and experiences from the customer’s point of view; taking full account of how your customers use and interact with you

[image: images]    Expectation: Ensuring that customers know what to expect from their interaction with you

[image: images]    Emotion: Knowing the emotions your customer brings to your relationship, and guiding customers to a satisfied feeling about working with you

[image: images]    Elegance: Providing offerings that are clean, simple, easy to work with, and complete—nothing superfluous, nothing omitted

[image: images]    Engagement: Communicating with customers—and they with you—at every point of contact, to understand their experience and how to improve it

[image: images]    Execution: Reliably meeting all the expectations you have set

[image: images]    Engineering: Possessing technical excellence (for example, compared to peers, but also to general business standards) and eliminating waste of materials, time, and effort, so that no extraneous effort is necessary on the part of you or your customer

[image: images]    Economics: Pricing your services appropriately, so that the customer gets value for money and you the profit you expect

[image: images]    Experimentation: Building processes for improvement and innovation into the daily work of your business; developing capabilities to develop and roll out new offerings

[image: images]    Equivalence: Managing the customer, your team, and partner organizations so that you, the seller/service provider, are satisfied, too.



The first five of these emphasize the customer’s side of the relationship; the second five are mostly about you, the provider. These ten elements form the basis for an SD2 Report Card that helps you measure how successful your company, department, or function is in creating a superior experience with and for your customers. It also allows you to benchmark yourself against your goals and your competitors, or to compare business units within a company. (We show you how to construct your report card in part four, p. 244.)

Together, these ten elements constitute a system—they work together. To what end? Relationships, according to Victor Ermoli, who leads the service design department at the prestigious Savannah College of Art and Design. “Service design is a system for developing the relationship between an entity—a bank, a law firm, a health care system, a store, a church—and its customers,” says Ermoli.

It is difficult to think of a transaction between a buyer and a seller that cannot be made more valuable to both parties by adding at least the possibility of a relationship beyond the transaction itself. Even the act of filling a gas tank on an interstate presents the possibility of additional value—the decision to stop here (because you like Sunoco) or drive on to there (because you prefer Shell) or buy a Coke, coffee, or candy bar. In an economy that is 80 percent services, service design is front and center: “The touchpoint is the product,” Ermoli says. And the selling of products is heavily influenced by the experiences and services that surround it, whether those are Web pages or credit card processing or retail display or after-sales service or even the outfits salespeople wear.

Service design is a discipline that recognizes that services can and should be designed as thoughtfully as products are, taking into account the customer experience at every possible point of interaction between customer and company, and regardless of whether a transaction actually occurs. Born in Europe—its roots are in Germany and Scandinavia—service design is spreading rapidly among advanced businesses worldwide.

The topic of SD2 couldn’t be more timely or important, but till now the subject has been addressed primarily in technical or scholarly publications or mentioned in passing in books about design thinking. The service sector accounts for about 80 percent of U.S. economic output and employment, yet the principles of managing these organizations are less known, less studied, and less widely practiced than those of manufacturing. At the same time, the task of managing services has become immeasurably more difficult. Web and mobile devices have multiplied the number of channels, touchpoints, and opportunities for interaction between companies and customers. All these mean more complexity, less control, more ways to screw things up, and increased competition. Yet they also mean more ways for customers to find you and opportunities for you to woo, wow, and win them.

Retailers, for example, once had to design and manage just one type of customer experience: shopping in a store. Where to shop was largely determined by proximity and price. Then came mail-order catalogues, and ordering by phone. Those eliminated the proximity factor and broadened the range of experiences a customer could have, but customers were already committed to you by the time they mailed off their order or picked up the phone.

Now the same customer might order via a website—yours or someone else’s—after having first learned about you and your offerings from Pinterest, Yelp, Instagram, or other social media, as well as traditional sources like catalogues, word of mouth, face-to-face shopping, or old-fashioned advertising. Not only that: Your customer might share her experience not with a handful of friends, but with hundreds on Facebook and Instagram. And she will judge you not just in comparison with your direct competitors but with other service providers she patronizes. It is not enough for a bank to design an online experience that is the best in the industry if its customers—fairly or not—are comparing it to Amazon.com.

Great service design and delivery are challenging for another reason. The customer is an active participant in most service transactions, as Frances Frei and Anne Morriss point out in their book, Uncommon Service. An automobile assembly plant is a massive and intricate place, but at least the customer is not on the factory floor barking orders, changing his mind, and generally misbehaving. In a hospital, on an airline website, in a restaurant, the customer is right there, letting you know what he or she expects from the experience. Consequently, practices and lessons from product design and design thinking cannot simply be portaged over to services.

Nevertheless—and importantly—service design is vital to manufacturers, government agencies, and others whose business is not in the services sector per se. Toyota developed an entirely new dealership network for its premium Lexus marque, precisely to be able to design and deliver a level of service that complemented the promise of the brand. Is it possible even to imagine IKEA furniture without the experience of the retail environment—including the restaurants serving Swedish meatballs and the challenge of wedging all your purchases into your car—and the subsequent experience of assembling the stuff when you get it back home?

Great service design, like great industrial design, is elegant in the sense that its goal is to achieve excellence and efficiency at the same time. Service design sees customer satisfaction and cost management as complementary, not contradictory, the way product design transcends trade-offs among form, function, and price. When you, as a seller, do not have a good design, you are more likely to base decisions on cost rather than value, because you cannot tell the difference between spending money and investing it. To take just one piece of evidence, commercial airlines spend more than $10 billion a year on information technology, most of it, they say, directed to customer-facing activities like mobile apps and websites. But does any frequent flyer believe that the experience of air travel has improved?

At the heart of Woo, Wow, and Win is our identification of the five essential principles of service design and delivery. Derived from our combined experience working with and analyzing the characteristics of successful companies, innovative cultures, and effective leaders, the principles are a way for senior leaders to shape service design initiatives, evaluate proposals and programs, and, above all, bring coherence to service strategy.


1. THE CUSTOMER IS ALWAYS RIGHT—PROVIDED THE CUSTOMER IS RIGHT FOR YOU.

You have to decide which customers you want, and which you do not. A customer who demands a level of service, a type of product, or prices that you are not designed and willing to deliver is the wrong customer for you. Deciding which customers you engage with and what you are willing to do for them is a powerful exercise in defining your brand. That isn’t to say you cannot segment customers—you should. This is not about discriminating against classes of customers, which is of course illegal. It is a strategic determination of what your business is about.

2. DON’T SURPRISE AND DELIGHT YOUR CUSTOMERS—JUST DELIGHT THEM.

A well-designed service is predictably excellent. You delight your customers by meeting their needs within the expectations they have for whatever you are offering, whether those expectations are high or low. If they do not know what to expect from you, why will they come? If their expectations are not met, why will they stay or return?

3. GREAT SERVICE MUST NOT REQUIRE HEROIC EFFORTS ON THE PART OF THE PROVIDER OR THE CUSTOMER.

SD2 should be efficient, effective, scalable, and if not error-proof, error-resistant. That is what makes it reliable—the delightful nonsurprise of the Second Principle. Employees should not need to be superheroes, bend the rules, or take shortcuts to give customers a great experience. By the same token, saving time and money is just as important for customers as it is for you. The realization that customers’ time and money are as important as your own is a critical aspect of the co-creating partnership we write about in Chapter 10.

4. SERVICE DESIGN MUST DELIVER A COHERENT EXPERIENCE ACROSS ALL CHANNELS AND TOUCHPOINTS.

Simply put, any place you choose to play, you have to play well. And anything you are going to do, you have to do well in every way. A company that provides a fabulous customer experience in the store but has a website that frustrates and annoys customers will confuse and lose them.

A corollary to this principle is that partners that provide complementary services are as much a part of the service value chain as your own touchpoints, platforms, and channels are; a rental car company is helped by a well-designed, well-run airport, and hurt by the opposite. Customers open one wallet to you; you should present one face to them. They do not care about your internal organizational problems or the problems you have with your partners. Overcoming such problems can be the single biggest impediment to turning a service design blueprint into reality.

5. YOU’RE NEVER DONE: ANTICIPATE, CREATE, INNOVATE, ITERATE—AND REPEAT AS NEEDED.

Much was learned in the twentieth century about research and development in manufacturing. Compared to products, services innovation is in its infancy, but best practices are starting to emerge, and foundational knowledge about what constitutes good research is being laid. One lesson: The life cycle of a service needs to be managed as carefully as the life cycle of a product. And by managed, we mean treated as nonstatic, organic, and constantly open to change and improvement.



Looking through the lens of service design, and bearing these principles in mind, it is easy to see how whole industries could be enormously improved by better service design and delivery.

Health care, for example: The United States boasts of offering the best medical care in the world, but getting it can be a nightmare. The tortuous politics of American health care are no excuse for the fact that the annual cost of unnecessary paperwork and administrative activity in the United States is an enormous $190 billion, according to the Institute of Medicine, and that the annual cost of medical error, much of it preventable by good design, is $29 billion—and 400,000 lives. Overall, the institute estimates, one-third of the money spent on health care has nothing to do with improving health—and that is not counting the $1.5 billion worth of time that patients waste cooling their heels in doctors’ offices and otherwise waiting for care.

The consequences of bad design in health care are felt by providers as well as patients. New Medicare policies are reducing reimbursement to hospitals that fail to meet standards for medical treatment and also for hospitals that receive low scores for patient experience. Most hospitals find it difficult to improve on both dimensions at once—unless they apply the principles of service design.

In the hotel industry, lives are not at stake, but plenty of money is. Hotels trying to attract business travelers—the most profitable customer segment—walk a thin line. In this as in any industry, the ability to command loyalty or higher prices comes from having a differentiated offering—something customers value that their rivals cannot match. But business travelers also demand a fairly uniform set of features in terms of comfort, technology, amenities, and even location.

How can you be both different and the same? That is a challenge Hyatt, Marriott, and others are meeting through service design, studying every aspect of every interaction so that a guest can check in, stay, and check out with a consistent, hassle-free experience. More broadly, the travel and tourism industry has begun to work with academics and local tourism authorities to design the interaction among interdependent players in the industry—airlines, airports, transportation companies, hotels, and destinations like theme parks. They recognize that a family’s memories of a trip to Disney World are strongly affected by the moments when they move from one provider to another—from the airline to the hotel to a restaurant to the amusement park.

Government services: Long before the kludgy debut of the Affordable Care website in 2013, it was evident that government services are often delivered in ways that frustrate both citizens and employees. It is also clear that the problem isn’t the people but design (or the lack of it), as this unedited Yelp review of a visit to a New York State Department of Motor Vehicles office shows:


I’m not exactly sure how their serving system works. depending on what service you need you can find yourself waiting for a really long time.

I needed to get my license renewed so i went in with my application printed and filled out so that i wouldn’t have to waste any time.

haha what a joke . . .

When i went to the information desk, i received my “number” F661. just wait for your number to be called . . . ok cool.

i look to see what was the last “F” number called? F612. What the heck? that cannot be right. well . . . with just 1 person working on “F” i knew i was going to be waiting for a long time . . . 2 hours later . . . finally . . .

one thing to be said . . . once my number was called the person who helped me was pretty nice.



“The person was pretty nice”—the design was at fault. Similar design flaws inhibit the work of policemen in Britain, where sergeants spend 45 percent of their time filling out paperwork, according to Her Majesty’s Inspectorate of Constabulary. Wasting cops’ time and taxpayer money is a bad enough consequence of poorly designed service, but with policing—as with any other service—the value side of the equation is more important than the cost side.

Cops filling out forms are not tracking down crooks or building up relationships with the communities they serve. The revolution in police work that began in New York City in 1994 when William Bratton first became police commissioner is at its core an early application of the principles of service design, with spectacular results. The New York City Police Department’s focus on providing information to precincts in real time and getting more cops out of their cars and onto the streets is one reason New York became the safest big city in the United States. The unexpectedly huge margins demonstrate that the reason has been how the NYPD is managed rather than other factors: There is almost three times more murder per capita in Columbus, Ohio, for example.

[image: images]

So how does all this relate to you, as a seller?

Consider a hammer. Nothing is more utilitarian than a hammer; but it is also a consciously designed object, and in some cases, a beautiful one. Pick one up, or imagine one in your hand. Feel its weight and balance and how the grip fits in your hand; look at the shape of the claw, the polish of the head. As you look at the hammer, you can see that its design and its value are inseparable. And so it is in the act of selling that hammer. Customers might buy hammers online at Amazon, at a big-box store such as Home Depot, at a traditional hardware store, or from the small hardware section at a place like Walgreens.

Each of these shopping environments is and should be designed differently, depending on what kind of experience you want the customer to have. The classic hardware store offers a big selection—claw, ball peen, framing—in different weights; it provides expert sales help, and, perhaps, sets the whole thing in a masculine environment, with wooden store fittings and slowly turning ceiling fans.

Online you would make different design choices. You’d offer a big selection, too, but not the sales help or the handsome environment; instead, you would invest in providing clear and helpful product descriptions, a convenient, efficient, secure checkout process, and capabilities to ensure prompt delivery and, if necessary, returns. If you were Walgreens, your customer would expect to find just one inexpensive hammer suitable for routine home uses, like hanging a picture, displayed alongside blister packs of nails and picture hooks. As













OEBPS/images/star.jpg





OEBPS/images/title.jpg
WOO,
WOW, AND
WIN

T





OEBPS/images/9780062415707_Cover.jpg
Service Design, Strategy,
and the Art of Customer Delight

WOO,
WOW,

WIN

Thomas A. Stewart
Patricia O’Connell





OEBPS/images/star1.jpg





