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By being proactive, a company can 
dazzle its customers with great 
service. The biggest payoffs often 
come from providing information 
and setting expectations. 

 

 
Customer experience is a top priority for 86 percent of executives, according to Gartner's 
"Amplifying the Enterprise: The CIO Agenda" report. Technology can enhance many aspects of 
customer experience, but most companies are missing the biggest opportunity—anticipation and 
proactive service. 

Although Amazon has received a lot of attention for its proposal regarding drone delivery, its basic 
strategy has always been one of anticipation and prevention. Amazon knew that once a book was 
ordered, the next question would be, “When will I receive it?” Therefore, the company proactively 
sent an email stating: “You will receive your order on Tuesday,” which eliminated a phone call and 
impressed customers with Amazon’s service. 

I refer to this proactive action as “psychic pizza”: Your doorbell rings, and the pizza you were about 
to order is delivered. By being proactive, a company can eliminate the cost of the service call while 
dazzling the customer with great service. The biggest payoffs of proactivity often come not from 
customer service but from marketing—more effectively setting customer expectations and providing 
information. 

Two recent studies by the American Society for Quality highlight the opportunity. First, a 2012 
survey of 600 U.S. companies, found that businesses believe the single biggest quality issue is setting 
proper customer expectations. A second ASQ survey of more than 2,000 companies in 22 countries, 
“Global State of Quality: Discoveries 2013,” reported that the quality function does not have the 
tools needed to effectively identify opportunities for anticipation and to quantify the pay-off of 
corporate quality initiatives.  

 



baselinemag.com  - Driving Business Success With Technology 

Page 2 of 4 

The 2013 global study suggests that executives who are responsible for quality are concerned about 
the close alignment of product and service quality with customer relationships—a concept ASQ 
terms “Qustomer.” But it is clear that organizations have not yet dealt with the implications of an 
end-to-end customer experience or discovered how technology can help achieve the best 
experience for customers. 

Also, the marketing and finance departments are not noted as users of quality data or revenue 
growth. They are not fostering positive word of mouth to win new customers. 

If there isn't a bottom-line payoff, no one will want to invest in customer experience initiatives. 
However, technology managers can provide the tools and data needed to address both these issues. 

The technology, service, marketing and quality departments can partner to enhance the customer 
experience and the bottom line in several ways: Set proper customer expectations via welcome 
messages; provide just-in-time education and warning of problems; confirm imminent service 
delivery; and help service and quality functions gather voice-of-the-customer information to make a 
business case for an enhanced experience. Following are some examples. 

Setting Customer Expectations 
Technology can set expectations via emails, videos, new user portals and Websites. Up to 30 percent 
of all customer dissatisfaction is caused by customers making simple mistakes or having incorrect 
expectations. 

Technology can deliver welcome packages that highlight the top five things customers need to know, 
as well as problems to avoid. The welcome message can be a mashup of video, graphics and bulleted 
text. Technology can also tailor the welcome package to the customer’s level of technical knowledge. 
For example, it could ask, Are you a novice, somewhat technical or a technology expert? 

· Zipcar provides short videos on basic transactions, such as extending the rental for two more 
hours. The videos, though only 90 seconds, are fun and entertaining, as well as educational. 

· At the beginning of an online form, an insurance company highlighted “the top five mistakes 
made when filling out this form.” As a result, the number of mistakes declined precipitously. 

· ServiceMaster’s American Home Shield maintenance unit sent an email to customers with 
hot-water repair orders, warning them that they might not have hot water for two days. 
Customer satisfaction went up 20 points as a result of the clear communication. 

Providing Education and Early Warning 
The technology department can partner with the service group to provide just-in-time education on 
how to get more from complex product functions. Further, the company’s operational databases can 
highlight and communicate process failures and impending unpleasant surprises. Customers 
appreciate the warning, since it allows them to avoid—or at least prepare for—the problem. 

· Auto companies can learn, via wireless links to the car, which functions of the entertainment 
and navigation systems are not being used. They can then push a short video on how to use 
the functionality. Using more functions creates higher perceived product value. 
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· Southern California Edison, using smart meter data, identified 30,000 customers whose bills 
were on track to be significantly higher than expected. Ten days into the billing cycle, the 
system sent an email with the header, “Your bill is going to be higher than you expect and 
we’re concerned.” More than 50 percent of customers opened the email. Compared to a 
control group, satisfaction rose by double digits, energy usage fell and customer calls 
decreased. 

Confirming Delivery 
Technology also can be used to confirm service delivery, eliminating unnecessary service costs. 

· When New Jersey Natural Gas makes an appointment for a home visit, it asks for the 
customer’s preferred communication channel. At 2:30 p.m. on the day before the visit, the 
company emails or texts a confirmation that the technician will call at 8:15 a.m. with an 
approximate arrival time. This eliminates multiple confirmation calls from the customer and 
reduces the number of times the customer is not present when the technician arrives. 

Listening to the Customer 
Finally, the technology department can help the company’s service and quality departments create 
an effective voice-of-the-customer process that lets the company know how much money it loses 
due to consumer problems and what the payoff of an enhanced customer experience might be. 

· The Cheesecake Factory and Hilton both use their bill-generation system as the basis for a 
voice-of-the-customer process. If a customer has a problem, an adjustment is made to the 
bill, along with a coded reason. Customer survey data and other inputs, such as mystery 
shops data, are tied to the information in the billing system. This compilation provides the 
basis for quality improvement, training, incentives and product development. 

Prerequisites 
Five prerequisites must be in place if the technology, service, quality and marketing departments are 
to partner successfully to enhance the customer experience and maximize the company’s bottom 
line. These are: 

· A process map of the current and ideal customer experience should be developed jointly by 
technology and other key departments. The map provides the context for all customer 
experience and technology implementations, ensuring that they are coordinated. 

· A common customer identifier must exist across all databases and transaction systems so 
that all process failures can be flagged, and the organization can proactively communicate to 
the customer about impending process failures and financial actions such as late charges. 

· Key operational databases must be able to flag and communicate process failures. This data, 
using a common customer identifier, feeds both psychic pizza actions and the voice of the 
customer. 
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· The company’s Website must be reoriented to balance education and support with 
traditional marketing and sales activities. 

· The marketing and sales departments must understand and accept the idea that proactive 
communication is vital and that setting proper customer expectations enhances long- term 
loyalty. 

The Payoff 
Technology, working with service, can get support from the finance, marketing and quality 
departments to invest in proactive customer experience initiatives by making the following case: 

· Preventing a customer problem or unpleasant surprise increases loyalty by an average of 20 
percent. Further, just one customer problem doubles that customer's sensitivity to price, 
and two problems will double sensitivity. 

· The marketing department will be able to use the integrated CRM, survey and operational 
data to measure and manage the impact of word of mouth and word of “mouse” (Web 
comments). 

· Your CRM technology tied to operational databases will allow your company to anticipate 
customers’ problems so you can proactively prevent at least 10 percent of them. 

· The marketing and sales departments will be more able to set proper customer expectations. 
Unpleasant sales and marketing surprises create four times more damage to loyalty on a 
per-problem basis than product quality problems do. 

In summary, psychic pizza can be a huge differentiator, but it will be successful only if the technology 
department provides the tools necessary to allow the rest of the company to more effectively set 
and meet customer expectations.   

http://www.baselinemag.com/crm/how-technology-contributes-to-customer-experience.html 
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