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Preface

Customer satisfaction is linked to profitability. Higher levels of customer
satisfaction lead to increased profits. Many U.S. companies are using this
basic principle to regain the huge market losses that began in the 1970s.
The victories are found across our economy—from computer chip and
automobile manufacturing to the banking, financial services, and
entertainment and recreation industries. The pacesetters in these indus-
tries—Intel Corp., Ford, Citicorp, Merrill Lynch, Walt Disney, and
Blockbuster—have achieved their comebacks by focusing on and deliver-
ing the fundamental elements of customer satisfaction.

We will focus on the techniques that helped these and other world-class
companies prosper. The sequence of topics and interactive format of the
book will allow you to develop a complete customer satisfaction strategy
tailored to your situation.

To remain competitive, organizations no longer rely on traditional
ways of satisfying customers. Companies are automating and streamlining
complete business functions to improve their ability to please customers.
We have studied exceptional companies from the United States, Europe,
and Asia to reveal their methods for achieving customer satisfaction. This
book is based on research involving approximately 250 organizations
known for their innovative and effective approaches to satisfying custom-
ers. This included over 50 executive interviews representing 15 countries,
numerous surveys, extensive professional work and academic investiga-
tions since 1986, and the cooperation and direct contribution from many
companies.

These organizations and executives were selected for their ability to
consistently deliver the highest levels of customer satisfaction. To be con-
sidered for this research program, companies were required to maintain
regular use of feedback from all customer segments, input from employ-
ees and other operating partners, and regular methods of benefiting from
the accomplishments of competitors, not limited by industry boundaries.

World-class customer satisfaction is achieved by drawing from the best
management and labor practices in U.S. and overseas companies. Using a
wide variety of industry examples, including hotels, restaurants, banks,
airlines, and consumer product and manufacturing companies, each chap-
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ter defines a problem, highlights current cases, and demonstrates the most
crucial steps for building customer satisfaction.

Each chapter centers on several of the core concepts that have proven
successful for world-class organizations. These are noted by an icon, as
shown here, and represent the underlying principles and practices used by
these companies to achieve world-class customer satisfaction. In addition,
each chapter contains valuable examples of world-class customer service.
These are Service Wars and identified by a ‘‘server with boxing gloves”’
icon.

The World-Class Customer Satisfaction Program at the end of the book
details a practical plan for implementing and delivering a customer satis-
faction strategy designed for the needs of your organization.

Satisfying and keeping loyal customers is becoming more complex. In
the future, the companies with the most knowledge of their clients will
have a competitive advantage. This requires aggressively seeking cus-
tomer, employee, and competitor input on a frequent basis. The material
presented in this book brings together diverse information that will help
you achieve your unique customer satisfaction objectives.

Jonathan D. Barsky
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Foreword

Today’s economy has forced many businesses to focus on the spreadsheet.
The most expedient solution seems to be downsizing and cutting costs to
make a business more profitable. All this attention paid to the bottom line
has blinded managers to what should be their main focus: the customer. It
is the customer who has the power to change the profit/loss figures in an
annual report. Only by listening to the customer can one hope to make a
solid, lasting, and profitable change in business.

By focusing on the customer, one is really concentrating on serving and
satisfying the customer’s needs. Customer satisfaction creates customer
retention, which in turn means profitability. It sounds like an easy answer,
but it involves a commitment—commitment to shift service to the number
one priority position. It also means changing the traditional management
style: moving decision making from the management level to the frontline
employee level.

Customer satisfaction is inextricably linked to profitability—you must
keep your customers, and to keep your customers, you must make them
happy.

In today’s competitive climate, where technology, global travel, and
cross-cultural sharing of goods and ideas can homogenize many products,
it is service that distinguishes a company, hotel, or manufacturer from
another. Service is the component that differentiates a superior product
from an average product, an excellent night’s stay at a hotel from a merely
average night’s stay. I believe service is ultimately the key to success or
failure for any business.

Today’s service means constantly redesigning product and customer
service so that customers get what they want. If those needs change, then
you have a system in place that tells you quickly how to design new prod-
ucts and services.

Pursuing and then winning the Malcolm Baldrige National Quality
Award in 1992 taught us that we cannot remain at one level of customer
satisfaction. We must constantly strive to improve ourselves, our service,
and our systems because customer satisfaction is not a short-term goal.
Customer satisfaction is a never-ending process.

World-Class Customer Satisfaction carries a very important message,
one that has value for every organization in every industry. Jonathan Bar-
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sky has done an extraordinary job of presenting the tools and techniques of
customer satisfaction and showing how any organization can achieve new
levels of excellence in a comprehensive approach. With his clear and
highly readable explanation of exciting new ideas, Jonathan has made a
valuable contribution to contemporary business thinking.

I urge all executives and managers to read this book carefully, reflect

on its message, and apply its program in their organization.
Horst S. Schulze
President and Chief Operating Officer
The Ritz-Carlton Hotel Company
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Imagine driving through the south of France in 1904 and your Rolls-
Royce breaks down. You call Rolls-Royce in England and the company
dispatches a mechanic with a new driveshaft to fix your car. Weeks later,
when you call to inquire about the bill, the company claims it has no
record of the service taking place. It asserts that *‘Rolls-Royce motor cars
never break down; they sometimes fail to proceed.”’

This company stood behind its product and went to great effort and
expense to do what was necessary to meet its customer’s needs. This is an
example of how to achieve world-class customer satisfaction. Rolls-
Royce delivered the products and services that not only provided what was
needed but also addressed its customer’s personal concerns. The company
successfully organized and integrated the traditional functions of market-
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2 Chapter 1/The New Customer Imperative

ing, operations, and human resource management to provide a satisfac-
tory service experience.

Customer satisfaction is a feeling. It creates enjoyment and pleasure. It
can dazzle, delight, or overwhelm. Lack of satisfaction, however, can
cause disappointment and frustration. Both satisfaction and dissatisfaction
can affect customers’ attitudes toward a product and a service or influence
perceptions of an entire organization.

U.S. companies understand the potency of customer satisfaction. It is
one of the most widely embraced concepts in business. Eighty-six percent
of senior executives from Fortune 500 companies consider customer satis-
faction to be extremely important to their company and rank it a higher
priority than 10 other goals, including productivity and company reputa-
tion.! Asian and European managers have similar views.>

THE UNRAVELING OF TRADITION

Satisfying customers is not a new idea. At the beginning of this century,
Neiman-Marcus, one of the great retailers of all time, changed the doc-
trine of ‘‘let the buyer beware’” to ‘let the buyer decide if he is satis-
fied.”” Whereas horse traders often hid defects from buyers, Neiman-
Marcus instructed its sales force to ‘‘sell satisfaction not just
merchandise.’’

Unfortunately, U.S. business has drifted away from this tradition of
service. During the 1970s, American firms, dominated by a production
mentality and cost-reduction efforts, did not perceive poor customer
satisfaction as a major problem. Leading market research actually sup-
ported the notion that the United States was ‘‘succeeding reasonably
well in providing acceptable levels of satisfaction to the buying pub-
lic,”” and that *‘consumers find enjoyment and satisfaction in their buy-
ing experiences . . . considerably more often than they find difficulty
and discontent.””3

As a result, the U.S. population’s strong demand for service and prod-
ucts in the last 20 years has been met primarily by technical product innova-
tions rather than by service improvements or other quality considerations.

American industry is still out of touch with the simple things that aver-
age Americans really need, use, and buy. Some major industries, such as
automobiles and electronics, may be staging comebacks, but poor cus-



What's The Answer? 3

tomer service continues to top the list of customer dissatisfaction across
industries.* Too many companies still don’t get it. One embarrassing
example: VCRs are still too complicated to program. Would you believe
that the fastest growth segment of the home video market is the sale of
videocassettes of TV shows, especially those that were presented only a
few weeks earlier?

Airlines still overbook, waiters aren’t trained to serve people, hospital
workers are too busy to provide compassionate care, and resolving a bill-
ing error with the phone company takes much too long. These everyday
service abuses are so commonplace that they almost go unnoticed. Even
the National Restaurant Association admits ‘slow service’’ is the major
problem at many dining spots in the United States.’

WHAT’S THE ANSWER?

“‘Improve customer satisfaction!’’ Sound familiar? You’ve heard it, your
neighbor has heard it, your dog has heard it. Over the past several years
everybody has heard it, but consumers are still wondering when compa-
nies are finally going to deliver real product and service satisfaction.

Corporations have been obsessed with cutting costs, bolstering cash
flow, and boosting overall market share. Although they see customer ser-
vice and satisfaction as critical, they have no idea how to create it and are
often intimidated by its apparent complexity. Many manufacturers, ser-
vice organizations, and public and private institutions have been affected
by severe competition and other economic pressures, causing them to lose
touch with their customers. For example, people 50 and older represent
more than half of the discretionary income in the United States—provid-
ing a valuable and growing market for dining and travel. Yet restaurants
and hotels continue to light their rooms with 60 watt bulbs—barely enough
light to cast a shadow.$

Despite the well-publicized failures of some American businesses,
there are many others that have achieved superior levels of customer satis-
faction. The U.S. companies we selected as world-class examples have
adapted and prospered in competitive world markets. These companies
have been forced to understand that although tight financial controls,
political savvy, and a recognized name may help, they are not sufficient
for succeeding in world markets. Making money in today’s world econ-



