
relationship management

The customer experience

Recent research shows a disconnect between 

companies and their customers—and points the way 

to possible solutions.

The business world’s emphasis on managing 
the customer experience has quickly evolved 
from a tactical sales and service challenge to 
a C-level topic with strategic implications—for 
two good reasons. 

First, greater customer choice and control 
are making more sophisticated management 
of customer relationships a competitive 
necessity. And second, global competition, 
increasing product commoditization, and 
ever-shorter cycles of innovation make 
product and cost-based advantages more 
diffi cult to achieve—and harder to sustain. 
Today the key to differentiating a company is, 
increasingly, the customer experience. 

“In just about every sector, there are too 
many world-class competitors with world-
class brands who are competing for ever-
scarcer customer attention,” Jeffrey Rayport, 
author and chairman of the Marketspace 
consulting fi rm, said during a Convergys 
webinar. “We’ve entered a world in which it is 
not only an issue of competing on what you 
sell, but on how you sell.” 

That reality is hitting home. In a recent 
Forrester Research survey, 64 percent of 
respondents said that customer experience 
is a vital part of their strategy for the 

EXECUTIVE BRIEFING

Planning the Customer 
Experience Journey: 
Four Dimensions of 
Relationship Management

Strategy. Create a blueprint for a balanced 
approach encompassing customer and 
employee needs; use workforce and 
customer intelligence to defi ne customer 
experience and workforce plans; identify 
the right mix of technology, people, 
and processes to cost-effectively meet 
expectations.

Analytics and continuous improvement. 
Develop an outside-in view of what customer 
segments want; analyze feedback and 
behavior to understand how customers 
perceive experiences; funnel intelligence 
into relationship-management processes 
to drive improvements and meet changing 
expectations.

Operational excellence. Support 
knowledgeable frontline employees 
through learning and talent management 
that enables excellent service and 
employee engagement; transform global 
HR with a blend of channels. 

Technology enablement. Focus on the 
optimal blend of automation and human 
activities; deploy proactive, knowledgeable, 
and personalized service consistently 
across agent and automation touch points. 

NEW PERSPECTIVES ON:

current year, compared to 38 percent for the 
previous year. Accordingly, Forrester reports, 
45 percent said that their companies have 
an executive in charge of improving the 
customer experience across channels and 
products—up from 27 percent last year.

But companies are not always seeing results 
from such changes. In its 2008 Customer 
Experience Scorecard Study, Convergys 
found that nearly half of surveyed customers 
have had bad experiences with a company. 
“Effectively managing the customer experience 
is not always easy, especially with constantly 
rising expectations,” says David Dougherty, 
president and CEO of Convergys. On top 
of that, he adds, companies often rely on 
traditional strategies and metrics to manage 
relationships that focus on costs, for example, 
rather than customer experience. 

“Customer experience and relationship 
management still aren’t core competencies 
for most companies, and executives often 
aren’t sure where to begin to attack the 
problem,” Dougherty explains. To change 
that, companies need to understand what 
customers expect—from an outside-in 
perspective. And they need to use that 
insight to rethink customer-facing processes 
and deliver the experience that customers 
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THE SILENT DEFECTORS

Percentage of customers who have bad experiences 
with a company, do not report them and stop doing 
business with the company, by industry.

Source: Convergys 2008 U.S. Customer Scorecard
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want—or run the risk of increased customer 
defections and a weakened ability to 
compete.

The State of Customer Experience

The Convergys 2008 Customer Experience 
Scorecard and the Convergys 2008 
Executive Scorecard were both designed 
to provide outside-in views of the ways in 
which customers interact with companies—
and they found some signifi cant disconnects 
between internal and external perspectives.

For example, more than 8 out of 10 
executives said their companies have a 
solid understanding of their customers’ 
experience. But customers disagree: 
45 percent say that companies do not 
understand their experience and cite 
problems such as rude employees, 
inaccurate information, and lack of issue 
resolution. What’s more, many believe 
that companies simply don’t care, with 37 
percent saying that companies do not listen 
to or act on customer feedback. More than 
half the respondents say that they don’t 

Companies Aren’t Delivering: Nearly half of respondents say they 
don’t believe companies understand their experiences; more than 
a third believe companies do not act on their feedback.

ARE COMPANIES CONNECTED?

Source: Convergys 2008 U.S. Customer Scorecard
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Companies generally 
listen to/act on 
customer feedback.

Companies generally have a 
good understanding of what 
customers really experience 
in dealing with them.

Attrition: Silent and Serious: Some 40 percent of customers who have 
had bad experiences and did not report them stop doing business with 
a company. This percentage is higher among fi nancial services fi rms.

Source: Convergys 2008 U.S. Customer Scorecard

bother complaining because they believe 
companies will take no action. 

That doesn’t mean customers are doing 
nothing. On average, about 40 percent will 
defect based on bad experiences they didn’t 
report. And the problem doesn’t end there. 
Nearly 9 out of 10 customers will tell their 
friends and colleagues about bad experiences, 
creating a negative ripple effect in the 
customer base.

Companies are often blind to the full extent 
of these issues. In general, executives 
surveyed for the Executive Scorecard think 
that only 20 percent of customers share 
the “bad news” about their experiences—a 
signifi cant mismatch with the customer 
view. And, notes Dougherty, “there is a 
good deal of silent attrition going on. 
Among those customers who don’t report 
problems, about 40 percent will simply stop 
doing business with the company—and the 
company won’t really know why.” 

This silent attrition can be especially 
signifi cant in certain industries, such 

as fi nancial services. For example, 43 
percent of bank customers who have a 
bad experience will not complain—and 68 
percent percent of those will stop doing 
business with that bank. For a bank with 
2 million customers, that could translate 
to a revenue loss of nearly $20 million 
per year—not to mention the high cost of 
acquiring new customers to replace those 
who have left. 

Scoring the Customer Experience

To help understand customer expectations, 
Convergys researchers asked customers to 
list the factors that mattered most to them. 
At the top were “knowledgeable employees,” 
“addresses my needs on fi rst contact,” and 
“demonstrates a desire to meet my needs.” 
On the other hand, personalization—the focus 
of so many customer-experience initiatives—
ranked at the bottom. While “personalization 
is still important, people appear more focused 
on getting quick, reliable help—which shows 
that many companies still struggle with the 
basics,” says Andrea Ayers, president of 
Customer Management at Convergys. 
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The research also looked at what customers 
want in terms of channels. Most still prefer 
live agents, but self-service options are 
gaining in popularity, with 25 percent of 
consumers preferring to use the Internet to 
contact a company, up from 14 percent in 
a 2004 Convergys study. Not surprisingly, 
younger consumers are more likely to prefer 
automated, self-service channels. 

These fi ndings underscore the importance of 
rapid, accurate service. More than two-thirds 
of respondents feel that using an automated 
system that resolves their issue the fi rst time 
is preferable to speaking with a rep who 
solves the problem but not during the fi rst 
contact.

Delivering the Right Experience

To provide the right experience to 
customers, companies need to take a 
systematic approach to developing a 
customer experience strategy, designing 
processes to support that strategy, and 
determining how best to deliver service in 
the channel preferred by each segment. 

Among those customers who don’t report problems or 

complain, about 40 percent will stop doing business with the 

company—and the company won’t really know why.

CHANNEL PREFERENCES

Which of the following customer 
service options do you most prefer?

What is your second preference?

Source: Convergys 2008 U.S. Customer Scorecard. 
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Speaking with a customer 
service representative

Company Web sites with answers 
to customer service questions

Live email chat with CSR 
on company Web site

Email assistance with 
a response

Automated keypad/touch-tone 
phone menu systems

Speech-activated 
menu systems

What Customers Want: Respondents said that it was more important 
that employees be knowledgable, courteous, and able to access 
information than that they provide “personalized service.”

WHAT SHOULD BE ON THE REPORT CARD?

Most important attributes for customers

Source: U.S. Customer Scorecard, Convergys 2008
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Channel Preferences: While customers say they still prefer human 
interaction (and nearly three-quarters say they’re more likely to use 
the phone than the Internet), other options are gaining traction.

3

Source: Convergys 2008 U.S. Customer Scorecard

The Convergys study indicates a clear 
starting point in that mix: enabling 
knowledgeable frontline employees who 
can resolve issues quickly. That requires 
training, but it also requires recruiting, 
equipping, and incentivizing with the 
customer experience in mind. It means 
establishing systems and processes that 
deliver relevant information to employees 
as they work with customers. And it means 
using speech, IVR, and other technologies 
to automate routine processes and free up 
employees for more complex tasks. 

Companies can also support front-line 
employees by creating effective customer 
interfaces that combine the strengths 
of automation and live agents. Some 
companies are now using an analytics-

based system that essentially helps agents 
be more knowledgeable as they work with 
customers. This knowledgebase identifi es 
customers calling in to a center and 
quickly assesses their history, behavior 
and current situation. It then creates a 
recommendation for serving or selling to 
that customer in order to enhance his or 
her lifetime value to the company. This 
recommendation is instantly routed to the 
agent taking the call—helping to provide 
the responsiveness that is key to a good 
customer experience. 

The Coming Customer-Experience 
“Tsunami”

As many observers have noted, younger 
consumers are more technology oriented 
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than their predecessors, and the Convergys 
study found that they are less patient when 
companies are not able to consistently 
deliver excellent experiences in the channels 
of their choice. Younger consumers are also 
signifi cantly more inclined to tell associates 
about a negative experience—and they are 
highly adept at using everything from text 
messages to Facebook to do so. 

Altogether, the arrival of these younger 
customers is likely to raise the stakes 
considerably for companies trying to build 
solid relationships. “The generational shift 
represents a potential ‘tsunami’ of new 

Operating in a fast-moving industry, a 
major technology company found it diffi cult 
to keep agents up to date on constantly 
changing products. Executives worried about 
the quality of the customer experience. 

Working with Convergys, the company 
implemented a learning model that 
addressed the entire agent performance 
lifecycle. The new approach was based 
on e-learning tools that deliver content to 
individual agents based on specifi c skill 
gaps and that track and report on progress 
and performance. The effort included 
the revision of learning content based on 
program feedback, redesigned processes 

for the rapid dissemination of new content, 
and performance-focused coaching to 
augment the new tools and processes. 

In just four months, overall customer 
satisfaction scores rose from 66 percent 
to 79 percent, average handle time 
dropped from an hour to 42 minutes, and 
fi rst-contact resolution improved from 
63 percent to 79 percent. The number of 
problem escalations per month dropped 
to zero, and the customer experience 
has been greatly enhanced, as has 
the employee experience, with agent 
satisfaction scores rising from 73 percent 
to 85 percent.

CASE STUDYStrengthening the Front Line—and 
the Customer Experience

expand their view of channels beyond the 
call center and the Web to include mobile 
applications, social networks, virtual 
worlds such as Second Life, and, no doubt, 
channels that have yet to be created. 

At the same time, companies need to fi nd 
ways to use automated channels—which 
are so key to these younger consumers—to 
provide more sophisticated levels of 
service. To do so, they can draw on 
technologies such as speech recognition 
and real-time analytics that let companies 
“understand” behavior and tailor 
interactions accordingly. “For example, 
you are likely to see the use of avatars—
‘virtual people’ that act and sound 
human and have the potential to be the 
electronic equivalent of the knowledgeable 
employee,” says Betzer.

As these trends unfold, companies 
will have to keep monitoring changing 
customer expectations. “An excellent 
customer experience is not a fi xed thing—
your customer is always changing,” says 
Dougherty. “Evolving with your customer 
over time is critical to strong relationships. 
The ability to manage the customer 
experience across channels and segments 
now plays a large role in a company’s 
success, and it’s clear that this role is only 
going to be larger tomorrow.” 

consumers with very high expectations,” 
says Mike Betzer, president of Convergys 
Relationship Technology Management. 
“Companies should be thinking about the 
changes they need to make to reach Gen Y 
and younger consumers. Otherwise, they 
will fi nd that these customers will be leaving 
in large numbers—and they will probably 
do so quickly and quietly, making silent 
attrition a bigger challenge than it is today.” 

To prepare for this change, companies 
need to improve their ability to manage 
customer experience across a wider variety 
of channels. And they will need to 



What employees know

New research shows that in order to reach 

customers, companies need to bolster their support 

of front-line employees.

As companies struggle to stand out in 
competitive markets, they are focusing on 
managing the customer experience. The 
right customer experience, it turns out, can 
help a company build lasting, profi table 
relationships and help it differentiate itself in 
an era of commoditized products. 

Managing the customer experience requires 
efforts on many fronts: Companies have 
to work across channels, take advantage 
of evolving technologies, develop a deep 
understanding of customers, and so on. 
As more executives recognize, a critical 
element in that mix is the company’s 
employees—the people who interact with 
customers and who are often responsible for 
the way customers perceive the company. “In 
reality, being able to manage the customer 
experience depends heavily on being able 
to manage the employee experience,” says 
David Dougherty, president and CEO of 
Convergys. “There is a clear link between 
satisfi ed, well-equipped and well-trained 
employees and the ability to provide a good 
customer experience.”

But companies are not always forging 
that link, judging from the customer’s 
perspective. Recent Convergys research 
found that many consumers believe that 

companies don’t listen to them and cite 
problems such as rudeness and a sense that 
companies and their employees don’t care 
about helping customers. “As companies 
work to improve their focus on the customer, 
they sometimes neglect the workforce,” 
says John Gibson, president of Convergys 
HR Management. “As a result, there are 
a number of disconnects between what 
customers want and what companies enable 
their employees to deliver.”

To help understand those disconnects, 
the Convergys 2008 Employee Scorecard 
explored the relationships of companies and 
employees and of employees and customers. 
The fi ndings demonstrate fundamental 
problems that impair the workforce’s 
ability to serve customers effectively—and 
signifi cant opportunities for improvement. 
“Companies need to create environments 
where the workforce is able and willing to 
shape the right customer experience,” says 
Gibson. “Otherwise, they may fi nd themselves 
struggling to keep customers in a world where 
their competitors have that kind of focus.”

Is Anybody Listening? 

The Convergys 2008 Employee Scorecard 
asked workers a number of questions about 

EXECUTIVE BRIEFING

The Employee Experience: 
Four Key Areas

Train. Emphasize individualized learning; 
fl exible access, format, and timing; and 
quality over quantity. Use blended and 
just-in-time learning to support employee 
performance, and central learning-
management systems to track employee 
learning. 

Equip. Give employees the tools they need 
to provide targeted, high-quality service. 
These include systems that help manage 
knowledge, that streamline navigation 
through information, and that provide 
analytics-based recommendations for 
individual customers.

Empower. Policies, processes, and systems 
should enable employees to take action 
and resolve customer issues quickly and 
accurately. Metrics and incentives should 
focus on customer experience, as well as 
on effi ciency.

Engage. Invest in employee administration, 
education and talent management to 
meet employee workplace needs. Provide 
a strategic blend of HR communication 
channels, including self-service. 

CUSTOMER EXPERIENCE:

relationship management
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how they perceive their relationships with 
their companies—and the responses turned 
out to be somewhat mixed. For example, 
63 percent say that they believe that their 
company values them. That does not always 
translate into a good employee experience. 
Forty-seven percent of respondents don’t 
believe that their companies understand 
what employees experience in doing 
their jobs. Perhaps worse, many feel 
that companies aren’t very interested in 
fi nding out, with 43 percent saying that 
their companies don’t listen to or act on 
employee feedback. 

Executives, meanwhile, appear to be 
largely unaware of such perceptions. In the 
Convergys 2008 Executive Scorecard, 88 
percent of respondents said their companies 
do in fact have a good understanding of the 
employee experience, and 84 percent said 
that their organizations listen to and act 
on employee feedback. “This discrepancy 
points to a signifi cant blind spot among 
executives that is likely to hamper their 
efforts to build a workforce that can provide 
a superior customer experience,” says 

Source: Convergys 2008 U.S. Employee Scorecard
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THE COMPANY CONNECTION

Employees are generally positive. Employees tend to feel that their 
companies value them and allow them to feel successful. But they are 
less upbeat about opportunities for advancement.  
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Source: Convergys 2008 U.S. Employee Scorecard
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EMPLOYEES FEEL VALUED
What employees told researchers about their companies

Employees are not always understood by companies. Although 
employees tend to feel valued by their companies, many do not believe 
that their companies understand what they experience or that their 
employers pay attention to the feedback they offer.

Source: Convergys 2008 U.S. Employee Scorecard

Marianne Langlois, VP of Convergys Talent 
Management Services.

Digging into the specifi cs of employee 
experience, the Convergys research found 
that workers often have a fairly good 
understanding of what they need to do to 
succeed in their jobs—their responsibilities, 
management expectations, performance 
measurements, and so forth. However, 
they are often lacking the “big picture” 
perspective: In 6 out of the 10 industries 
examined, employees have relatively 
low levels of understanding of company 
strategies—an understanding that would 
let them tie their efforts, including 
their communications strategies—to 
overall corporate success and help build 
engagement and motivation. 

Rewards are also an important factor in 
shaping the employee experience, and here 
again, companies may not be as effective 
as they would like to be—or think they are. 
Only 31 percent of employees say that their 
company’s reward program creates a positive 
working environment, and just 27 percent 

believe the program is appropriately aligned 
with performance expectations. 

Meanwhile, signifi cant numbers of employees 
do not see long-term career opportunities 
with their companies. Forty percent believe 
that they would have to change companies 
in order to advance, and 30 percent say that 
internal promotions that would require a 
transfer are discouraged by their companies. 
Such perceptions have ramifi cations for 
retention, motivation, and engagement—
which in turn can limit the company’s ability 
to deliver a good customer experience. 

How Employees and Customers 
Match Up

Employees who understand customers are 
naturally in a better position to please those 
customers, and the research found that 
employees are in fact fairly well tuned in to 
customer attitudes. More than two-thirds 
can correctly identify the attributes that 
customers cite as key to a good experience, 
such as addressing needs on fi rst contact 
and being treated like a valued customer. 
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Not surprisingly, senior and middle 
managers are less likely to identify those 
key customer criteria than front-line 
employees who work with customers day 
in and day out. “It is especially troubling 
that many front-line employees—those who 
are more in touch with customers—are 
also reporting that their companies don’t 
listen to their feedback,” says Langlois. 
“Companies are missing a valuable 
opportunity to tap into front-line insights 
into the customer.” 

The front-line view of the customer is 
not perfect, however. For example, a 
comparison of consumer and employee 
responses shows that employees routinely 
overestimate the extent to which their 
companies meet or exceed customer 
expectations. This varies signifi cantly 
by industry. In banking, for example, 
employees overestimate performance 
by 10 percent, while that fi gure tops 30 
percent in the cell phone, ISP and satellite/
cable TV industries. “Even those employees 
who are most familiar with customers 
will sometimes misread what those 

customers are thinking and expecting,” 
says Dougherty. “This underscores 
the importance of taking a customer-
driven, outside-in view of the customer 
experience, instead of the traditional, and 
all too common, internally oriented view.” 

That lack of an outside-in perspective was 
also apparent when researchers asked 
employees about customer complaints. 
Nearly 80 percent of employees believe 
that customers typically report their bad 
experiences to a company. However, 
Convergys has found that more than half 
of surveyed consumers do not complain 
when they encounter a problem. Thus, 
companies are much less likely than 
they think to hear critical feedback from 
customers. And that’s not all—many of 

these non-complaining customers will 
simply defect without a word, making it 
diffi cult to understand and address the 
drivers of customer dissatisfaction.

Meeting Employees’—and 
Customers’—Needs

As companies tackle the employee 
experience, they should work with the 
customer’s needs in mind—and Convergys 
researchers have found that consumers 
place great value on knowledgeable 
front-line employees who can solve their 
problems quickly and accurately. 

That reality puts an increased emphasis 
on learning. With today’s tools, learning 
can provide ongoing performance 

While workers may have a fairly good understanding 

of how to succeed at their jobs, they are often lacking 

the “big picture” perspective on their companies.
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WHO UNDERSTANDS THE CUSTOMER?
Interaction is key

Customer understanding varies by industry. Employees tend to 
overestimate the extent to which their companies exceed customer 
expectations. Bank employees overestimate performance by 10 percent, 
while satellite/cable TV companies employees do so by 36 percent.
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Source: Convergys 2008 U.S. Employee Scorecard

VARIATIONS BY INDUSTRY
Gap between customer and employee perceptions of service

Ask the front line. Employees’ understanding of the customer 
experience varies by employee role—with staff associates and line 
managers showing the highest accuracy in identifying consumers’ 
priorities.
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Source: Convergys 2008 U.S. Employee Scorecard
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support that enables employees to keep 
skills and knowledge constantly up to 
date. Companies can take advantage 
of blended learning approaches that 
combine classroom workshops, self-service 
applications, audio, video, text, and more 
in a complementary mix. And point-of-
need learning can provide targeted “pieces” 
of learning—based on the individual 
employee’s skill gaps—on a just-in-time 
basis to employees while they are working. 

In a similar vein, companies can equip 
employees with systems and processes 
that help them work more effectively with 
customers. That can mean knowledgebases 

When a major fi nancial services fi rm 
refocused its sales strategy to provide more 
consistency in cross-selling and upselling 
across customer-contact channels, some 
of its contact centers saw a decline in 
performance and morale—which foretold a 
negative impact on customer experience. 

The company worked with Convergys to 
identify the root causes of the performance 
decline and found problems with training 
and employee sales skills. In response, the 
two companies implemented a “back-to-
basics” personnel strategy designed to 
improve agent performance through the 
clarifi cation of goals and expectations, 

CASE STUDY
Successful Employees, Happy Customers

that make information easy to access, 
for example, or that let call center agents 
navigate through screens using voice 
prompts. 

Increasingly, it can mean blending people 
and technology to create highly effective 
customer interfaces. For example, 
sophisticated analytics can be used to 
assess the needs of customers and create 
an individualized recommendation for 
service or products in real time—an 
approach that helps deliver a good 
customer experience while enhancing 
the lifetime value of the customer to the 
company. 

Companies also need to create a culture 
where employees can truly focus on the 
customer. To do so, they need to develop 
metrics and incentives that look beyond 
cost-control to encourage the rapid 
solution of customer problems. And they 
need to establish policies and processes 
that empower employees to take the 
initiative in meeting customer needs. 

Ultimately, the employee experience needs 
to be managed through an integrated 
talent management strategy that enables 
companies to recruit, develop, and retain 
people who are well-suited to a customer-
focused role. This integrated approach will 
be increasingly important as globalization 
and demographic shifts bring younger 
workers and workers from a variety of 
cultures into the workplace—changes that 
will require greater sophistication and the 
ability to provide differentiated HR support 
to various workforce segments.

In the end, says Convergys CEO David 
Dougherty, a highly strategic view is 
required for managing this highly strategic 
asset. “By understanding and addressing 
the employee experience, companies will 
be in position to engage and motivate 
people more effectively to deliver what 
customers want,” he says. “In an era where 
the customer is in control, this can be a 
critical differentiator.”

new sales skills training, and the 
restructuring of incentives. These 
changes were complemented by a 
redesigned, analytics-based call routing 
process that assesses calls based on 
customer segment and then matches 
high-value customers with more highly 
skilled agents.

In the fi rst six months, sales grew about 
400 percent. In addition, a combined 
metric that looks at conversion, handle 
time, and call volume improved 76 
percent in one year. And perhaps 
most important, customer satisfaction 
improved signifi cantly.



The Leadership Factor

The realities of customer relationships are changing, 

but recent research can help executives stay in step.

When it comes to reaching and pleasing 
customers, things have changed a great 
deal over the past decade. Customers 
have become accustomed to a world 
where everything is available anytime and 
anywhere, and their expectations have 
risen accordingly. They can take their 
business from one company to another 
with growing ease. And in a global 
marketplace, they have tremendous choice 
of products and services—many of which 
are becoming commodities, making it 
diffi cult for companies to stand out in 
customers’ minds. 

These currents add up to a sea change: 
Today, customers not only have greater 
choice and power, they also have control 
in their relationships with companies. That 
means that companies must be absolutely 
on target in their dealings with customers 
and that being able to deliver the right 
customer experience is quickly becoming a 
competitive necessity.

Yet, many executives appear to have missed 
this fundamental change in the nature 
of their customer relationships. Recent 
Convergys research found that most tend to 
feel that they and their organizations have 
a good grasp of their ability to understand 
and listen to customers. In contrast, the 
research also found that a great many 

customers feel quite the opposite and, 
in fact, believe that companies neither 
understand nor listen to them. “This all 
suggests that there is a signifi cant lag here, 
meaning that executives are still living in 
a world where they think that companies 
own the relationship, even as customers are 
proving every day that they are the ones 
who are in control,” says Jeffrey F. Rayport, 
author and chairman of the Marketspace 
consulting fi rm.

The Convergys research found a number 
of disconnects between the executive and 
customer perspectives, which are likely 
to make it diffi cult for many companies 
to provide the right customer experience, 
and ultimately, to manage customer 
relationships effectively. At the same 
time, however, it highlighted a number 
of opportunities for eliminating those 
disconnects—and for enabling the strategic 
approaches to relationship management 
that are needed in an era where the 
customer is more important, and more 
powerful, than ever.

The Executive Perspective

Executives have intuitively understood the 
importance of customer experience for 
some time, but now there is a growing body 
of evidence that clearly underscores its 

EXECUTIVE BRIEFING

The Relationship 
Management Toolset

To deliver an effective customer 
experience, companies need to take 
a strategic approach to customers 
and employees. To do so, executives 
should consider four key dimensions of 
Relationship Management:

Strategy—creating plans to ensure 
that all the components of Relationship 
Management are addressed and 
coordinated.

Analytics—using tools and processes to 
capture and leverage the outside-in view 
in shaping and continuously improving 
experience.

Operational excellence—focusing on 
development and talent management to 
create an effi cient and effective front-line 
workforce.

Technology enablement—balancing 
automation and people to create the 
right customer interfaces and targeted, 
individualized experiences.

CUSTOMER EXPERIENCE:
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business value. Convergys research found 
that nearly 9 out of 10 customers place 
service and “how they are treated” ahead of 
brand and price, and that 73 percent would 
choose “employees are friendly but prices 
are high” over “employees are rude but 
prices are low.” 

Other research shows that the fi nancial 
impact of excellent experiences can 
be signifi cant, driving both customer 
commitment and repeat purchases. Claes 
Fornell, a University of Michigan professor 
and the founder of the American 
Customer Satisfaction Index, found that 
companies with high customer satisfaction 
scores—just one piece of the customer 
loyalty puzzle—outperformed the stock 
market over the course of several years. 
Fornell’s fi rm, CFI Group, reported that 
this held true even during the fi nancial 
turmoil in the fall of 2008, noting at 
the time that stock prices for fi rms with 
strong customer satisfaction held up 
better than did the stock market overall. 
As Fornell put it, “Customer satisfaction is 
a leading indicator of future stock price.” 

To a great extent, executives think they 
are performing well on the customer-
experience front—a view that is often out 
of step with the customer perspective. 
Convergys research found that about 8 in 
10 executives believe their companies have 
a good grasp of what customers experience 
in dealing with their company; about half of 
the surveyed customers believe they don’t. 
Similarly, about 9 out of 10 executives 
believe their companies listen to and act 
on customer feedback; about one-third of 
customers say that they don’t. 

Executives also tend to underestimate how 
common bad experiences are as well as 
their impact on the company. In general, 
they believe that only about a third of 
consumers have had a bad experience 
with a company in their industry, that only 
a fi fth of those customers stopped doing 
business with the company, and that only 
about half told their friends about the 
problem. The customer view: Nearly half 
have had a bad experience, and depending 
on the industry, about one-quarter to three-
quarters have stopped doing business with 

the company as a result. Moreover, 8 in 10 
have told their friends about it. On average, 
executives give their performance a “B” 
grade, and customers give it a “D.”

What’s more, a lot of this is happening 
below executives’ radar. Research shows 
that many customers don’t complain when 
they have a problem, and that around 40 
percent of those will leave without saying 
anything. This “silent attrition” varies by 
industry, but in general, companies appear 
to be losing about 12 percent of their 
customers this way. While that may not be 
an overwhelming number, consider the 
example of a CEO who is trying to drive 9 
percent growth. As the company invests 
in bringing new customers in, 1 out of 
10 existing customers are leaving quietly, 
without the company’s knowledge—which 
means that the company has no chance to 
learn from the experience. 

The Experience-Focused Executive

Where does this disconnect come from? 
Certainly, it is not due to a lack of 

Executive assessments of their companies’ ability to understand the 
customer experience and pay attention to customer feedback are very 
positive. This is in sharp contrast to the views of many customers, 
who say that companies do not do these things well.

Many customers say that bad experiences will damage their relationship 
with a company. However, executives are not fully aware of the 
signifi cant impact that this can have on the business.

BAD EXPERIENCE, BAD BUSINESS

Percentage of customers who 
stop doing business as a result 

of a bad experience
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attention. Customer service, customer 
loyalty, and customer-centricity are 
familiar topics for executives. But 
senior executives are the farthest from 
the customer in the organization. By 
defi nition, they are typically working 
through layers and fi lters in order to see 
the customer experience.

To improve their companies’ ability to 
manage their customer experiences, 
then, executives need to develop more 
of an outside-in view. “Most companies 
today base their understanding of 
customer experience largely on an 
internal perspective—on company 
products and processes, rather than 
on what customers actually think and 
feel,” says Andrea Ayers, president of 
Customer Management at Convergys. 
Instead, companies need to measure the 
customer experiences using multiple 
sources, such as transactional behavior, 
satisfaction surveys, and real-time 
feedback—and then use those insights 
to create Relationship Management 
strategies.

Executives should include a review of 
these assessments at management 
meetings and make sure the agenda 
provides an opportunity for people to 
raise concerns and identify internal 
barriers to delivering the right 
experiences. With the use of analytics, 
experience data can be distilled into 
timely reports or even a “customer 
experience dashboard” that provides a 
quick, concise view of customer-related 
key performance indicators. Finally, 
companies need to leverage the outside-
in perspective and use it to support 
the business in real time. It should be 
woven into the operational fabric of the 
company and used to constantly adjust 
the experience in order to stay in step 
with customers.

At the same time, executives should 
consider employee satisfaction, which is 
closely linked to customer satisfaction. 
In the Convergys study, 88 percent of 
executives said that their companies have 
a good understanding of what employees 
experience in their jobs. Just 47 percent 
of employees said so, and 43 percent said 
that their companies don’t listen to or act 
on employee feedback. This indicates an 
undercurrent of dissatisfaction that needs 
to be addressed if companies are to excel 
in the customer experience arena. 

To improve that picture, executives 
can make sure processes are in place 
for gathering employee feedback and 
assessing the employee experience. 
Executives also need to work with, and 

Executives tended to overestimate how well their 

companies perform on the customer-experience front 

and underestimate the impact of bad experiences.
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MISUNDERSTANDING THE EMPLOYEE

Across industries, about 40 percent of customers who have bad 
experiences but do not report them will stop doing business with 
a company. This percentage of “silent attrition” is higher among 
fi nancial services fi rms.

THE SILENT DEFECTORS

Percentage of customers who have bad experiences 
with a company, do not report them and stop doing 
business with the company, by industry.

Source: Convergys 2008 U.S. Customer Scorecard
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perhaps transform, human resources. 
This function has traditionally focused 
on ensuring fairness and stability, but 
executives can help steer it toward 
innovation and strategy—and empower 
it to work on new ways of delivering HR 
service, new approaches to learning and 
development, and new ways of creating 
satisfaction and engagement. As HR 
and business executives assess their 
policies and approaches, they may well 
be surprised by some of the self-infl icted 
problems. For example, executives tend to 
rank employee retention as a key factor in 
the company’s success—but the research 
shows that nearly half of employees feel 
that they have to transfer or leave the 
company in order to advance in their 
careers. 

Taking Charge of the Experience

In general, executives need to make the 
customer-experience issue their own and 
declare it a top-level strategic issue. “True, 
the mechanics of tools and technologies 
may be best handled by specialists and 
front-line managers,” says Ayers. “But 
this can’t be completely delegated away. 
Delivering the customer experience 
involves new ideas and cultural change, 
which require leadership from high in the 
organization.” 

With that in mind, a number of companies 
have created “chief experience offi cers” 
or similar roles to champion the issue. 
Forrester Research’s Bruce Temkin, who 
often blogs about customer experience, 
says that things need to start right at the 
top. He writes that “transformation efforts 
can easily get bogged down in politics 
and silos. So reviewing the progress of 
the fi rm’s customer experience efforts 
needs to become a regular part of the 
executive agenda. The bottom line: 
customer experience success requires 
CEO nurturing.” 

The point is, executives need to create 
an environment that can enable good 
employee experiences and good customer 
experiences. And they need to lead with a 
vision that is understood and shared across 
the executive team and business units. 
“Because customer experience depends 
on having so many of an organization’s 
moving parts working in concert, leaders 
need to be aligned behind the vision 
and prepared to focus on employees 
and customers to build solid, sustained 
relationships,” says Dave Dougherty, 
president and CEO of Convergys. 
“Executives need to get out in front on the 
issue and help create a comprehensive 
customer strategy. Today, this is nothing 
less than critical to the company’s success.”

In recent Convergys research, customers 
cited “knowledgeable employees” and 
“addresses my needs on fi rst contact” as 
top factors in a good experience—and 
that means executives would do well to 
focus on strengthening the front line. 

Equipping employees to satisfy customers 
requires the right approaches to training, 
recruiting, metrics, and incentives. 
Technology is also key. Companies can 
use analytics and other tools that let 
front-line employees serve customers 
more effectively and draw on technologies 
such as speech and interactive Web 
services to automate routine processes 
and free up humans to handle more 
complex tasks. In addition, says John 
Gibson, president of HR Management 
at Convergys, “it can be helpful to 
give executives fi rst-hand, front-line 
experience—by spending time in a 
contact center taking customer calls.”

The pressure on the front line to deliver 
a good experience is growing—and 
that’s not all bad. As service reps take 
on more sophisticated work, their 
jobs become better. They have more 
responsibility, are in a better position to 
succeed, and can see that they have a 
real impact on the business—all of which 
helps foster engagement, which is key to 
customer satisfaction.

The All-Important 
Front Line



To the Next Level

A sound Relationship Management strategy allows 

companies to focus on the customer.

The ability to deliver a good customer 
experience is not just useful—it is a 
competitive necessity. In an era where 
customers are in control and products are 
increasingly commoditized, the customer 
experience is key to differentiating a 
company and building loyalty. 

Many companies struggle to deliver a 
consistently good experience, however. 
In recent Convergys research, nearly 
half of surveyed consumers said that 
they have had a bad experience with a 
company, and a similar amount made it 
clear that they do not think companies 
understand or care about them. 

Such problems are not due to a lack of 
investment or effort by companies, but 
rather to a lack of systematic approaches. 
Customer experience is a relatively new 
issue, and executives simply don’t have 
the frameworks needed to approach the 
problem from a strategic perspective. 
“When it comes to taking costs out of 
operations or streamlining the supply 
chain, executives can draw on well-known 
methodologies,” says Andrea Ayers, 
president of Customer Management at 
Convergys  “But when it comes to the 
customer experience, they are more 
or less feeling their way forward in 
uncharted territory.

“Executives need to develop clear plans for 
the customer experience,” continues Ayers. 
“And instead of trying harder at doing the 
same things, they need to fundamentally 
rethink how they understand and serve 
customers.” Above all, companies can 
address customer experience as part of an 
overall Relationship Management strategy—
one that provides a comprehensive 
approach to forging and sustaining 
relationships with customers and takes 
advantage of new concepts, technologies, 
and processes. The customer touches 
virtually every part of the organization, 
so the effective delivery of customer 
experience must do so, as well—and a 
company-wide Relationship Management 
strategy can be key to taking a holistic, 
effective, and sustainable approach to 
building profitable relationships.

The Components of Relationship 
Management

Convergys defines Relationship 
Management as “the enterprise-wide 
practice of optimizing and aligning a 
company’s management of relationships 
with customers and employees to drive 
more value from those relationships.” This 
definition encompasses two key concepts. 
First, the strategy calls for an enterprise-
wide approach, which helps ensure that 

executive briefing

Relationship 
Management: The Key to 
Customer Experience

Traditional approaches to serving and 
satisfying customers are no longer 
enough. With the customer now in control, 
companies need to take a systematic 
approach to providing the right customer 
experience. Executives should consider:

• Developing an enterprise Relationship 
Management strategy that encompasses 
both customer experience and employee 
experience.

• Leveraging four key dimensions of 
Relationship Management: strategy, 
analytics, operational excellence, and 
technology enablement.

• Capturing an accurate “outside-in” view 
of relationships to drive improvements in 
experience

•The economics of Relationship 
Management that make it possible to 
achieve both better experience and 
reduced costs by taking a balanced 
approach. 

•The technology-driven opportunities 
toward “Experience 2.0” that let companies 
use new channels to reach customers.

TaKing CusToMER ExpERiEnCE
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companies aren’t focusing on optimizing 
only one process with the net effect of 
suboptimizing the whole, or launching 
uncoordinated efforts that increase costs 
and bring inconsistency to the customer 
experience. Second, it encompasses both 
customer and employee relationships. The 
strategy does not see these two realms as 
separate, but rather as deeply interrelated, 
based on the Service-Profit Chain concept that 
“happy employees mean happy customers.”

Implementing an effective Relationship 
Management strategy can involve significant 
change and present a daunting challenge. 
But the effort can be broken down into 
manageable components. To provide a 
framework, the Relationship Management 
concept looks at four key dimensions—
strategy, analytics, operational excellence, 
and technology enablement—that companies 
can target to have the greatest impact. 

•Strategy: Companies need to develop 
a blueprint that spells out a balanced 
approach to meeting both customer and 
employee needs. A Relationship Management 
strategy should be focused on providing 
the right experience for key customer 
segments. It should determine where and 
how companies will interact with customers 
and employees—which groups will best 
be served online, for example, and which 
will best be served through a live agent or 
via a combination of channels. From there, 
the strategy should spell out the customer 
interfaces, tools, technologies, employee-
development programs, and process designs 
that will be brought together to deliver the 
experience—and the metrics that will be 
used to monitor performance. 

•Analytics. These technologies and tools can 
be used to understand customer feedback 
and behaviors and distill that data into a 
customer-experience scorecard. Analytics-
driven insights can be funneled back into 
the organization, where they can guide 
improvement efforts—in essence, creating 
a sense-and-respond feedback loop that 
lets companies stay in step with changing 
customer expectations. Analytics can be 
used in the contact center to understand 
how processes and agent behaviors drive 

Strategy: 
a Balanced approach

A major financial services firm’s dispute-
processing operation was having trouble 
keeping up with growing workloads. Working 
with Convergys, the company used Six Sigma 
techniques to review process flows—and 
found that about one-third of completed cases 
were being incorrectly routed, leading to 
delays and backups. 

Addressing processes, technology, and 
people, the team created a “routeback 
specialist” position to ensure that work 
was sent to the correct departments and 
updated an online help system used by 
agents. At the same time, it used analytics 
to understand the key drivers of customer 
satisfaction and strengthened its training 
curriculum accordingly. The result: 
Processing times dropped from 14 days 
to 5 days, customer satisfaction increased 
12 percent, and overall volume dropped 
50 percent, saving more than $1.6 million 
annually.

OperatiOnal excellence: 
a Front-line Focus

A major technology company found it 
difficult to keep its technical support 
representatives up-to-date on constantly 
changing products, which had a negative 
effect on customer experience. Convergys 
and the company implemented a new 
learning model that a took advantage 
of e-learning tools, revised learning 
content based on customer feedback, 
and implemented performance-focused 
coaching of agents.

In just four months, customer satisfaction 
scores rose from 66 percent to 79 percent, 
average handle time dropped from an hour 
to 42 minutes, and first-contact resolution 
improved from 63 percent to 79 percent. 
The number of problem-escalations 
per month dropped to zero. And agent 
satisfaction scores rose from 73 percent to 
85 percent. 

analyticS:  
listen and learn

A large telecommunications company’s 
“voice of the customer” program was falling 
short of its original objectives. To revamp 
it, the company worked with Convergys 
to redesign its surveys, using analytics 
to understand the drivers of customer 
experience, customer usage of various 
channels, and the effectiveness of save/
callback efforts with defecting customers. 
The team also implemented a real-time 
customer-experience reporting tool and 
created processes for using customer 
insights to drive process improvements. 

As a result, the monthly volume of survey 
responses grew from 1,000 to more than 
50,000, providing a wealth of information 
that has helped improve the customer 
experience. The ability to identify unhappy 
customers led to a 60 percent reduction 
in churn. And the analytics-driven insights 
enabled the company to improve training 
and coaching and re-evaluate channel 
strategies—all in close alignment with the 
customer. 

technOlOgy enaBlement: 
relief for the Front line

A global financial services company found 
that a growing number of its customers were 
calling for help in finding ATM locations where 
they could use their credit cards, which was 
taking up too much agent and customer 
time. The company and Convergys created 
a dedicated toll-free number for these calls 
as well as a self-service, voice-activated ATM 
locator application. 

Hundreds of thousands of calls a year 
are now handled cost-effectively by the 
automated application. Over time, the 
company added a mobile, location-based 
feature for cell-phone users, and launched 
an analysis program that continues to fine-
tune the system. This program has further 
reduced the number of callers transferring 
out of the automated channel by 50 percent. 

case studies 
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satisfaction and dissatisfaction, to identify 
customer preferences for products and 
services, and to root out process problems 
throughout the enterprise that are hurting 
the customer experience. 

•Operational Excellence. To provide a 
good experience day in and day out, 
companies need to get a lot of things 
right—and here, employees are key. 
Companies need to make sure that 
employees are equipped, empowered, and 
engaged so that they can do their jobs 
well. Learning needs to be ongoing, timely, 
and designed to drive performance—not 
a “one-time event” where people take a 
few hours off to attend a class every now 
and then. Learning also needs to be part 
of an overall talent management strategy 
that addresses all the components of the 
employee experience—from payroll and 
benefits to compensation and recruiting—
to make sure they are coordinated and 
aligned to drive engagement. This puts the 
spotlight on HR, which can take advantage 
of new methods for delivering service 
to employees and essentially treating 
them more like customers. That means 
understanding the employee experience, 
tailoring services to various segments, 
and communicating with those segments 
through the channels of choice. 

•Technology Enablement. Technology 
enables new ways of communicating with 
customers and new ways of empowering 
employees. Automation and self-service 
clearly help reduce costs, but technology 
today can also provide a “warmer” 
experience that can be used to create 
highly effective customer touch points, or 
“interfaces.” Increasingly, these interfaces 
can combine the strengths of people and 
technology to provide the best of both 
worlds. For example, an analytics-based 
system now in use at some companies 
identifies the customer as he or she calls 
in to the company, quickly assesses their 
history, and instantly gives the agent a 
targeted recommendation for serving 
that customer. In essence, this enables 
the company to have knowledgeable, 
responsive front-line employees, and to 
deliver “mass-customized” service that is 

unique to the customer and delivered in a 
fast, efficient, and repeatable way. 

The New Economics of 
Relationships

For customer-care operations, better 
service and lower costs have traditionally 
been conflicting goals. But with highly 
effective customer interfaces and the 
growing ability to “merge” people and 
technology, companies can achieve both. 
Jeffrey F. Rayport, author and chairman 
of Marketspace, explains: “When we get 
these interfaces right, we see twin virtuous 
effects: One, we create better and more 
compelling customer experiences that 
drive the growth of profitable revenues, 
and two, because we have better 
customer experiences with higher levels 
of satisfaction, we actually see costs-of-
service or interactions go down.”

In other words, quality service and low 
operating costs no longer need be in 
complete conflict. This was confirmed by 
a DataMonitor survey of North American 
businesses, which found that speech 
technology provides a 60 percent to 90 
percent savings over agent-assisted calls; 
63 percent of respondents said it had 
increased customer satisfaction.

Technology can also help companies 
tackle costs by identifying inefficiencies 
and problems. Analytics, for example, can 
be used to identify customers who are 
likely to defect based on their history and 
experience, making it possible to move 
proactively to retain them. Companies 
have found that this practice enables 
them to reduce customer and employee 
churn significantly. That can result in real 
bottom-line savings; research shows that 
it costs seven times as much to acquire 

“Instead of trying harder at doing the same things, 

executives need to fundamentally rethink how they 

understand and serve customers.”

To help turn Relationship Management concepts into action, companies can focus on four 
dimensions. In each area, companies can take a balanced approach that focuses people, 
technology, and processes on building relationships that create value for the business.
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a-customer than to retain one, and that 
the replacement cost for an employee is 
typically 25 percent of salary. 

Companies can also address cost issues 
by taking advantage of different models 
for delivering service. Outsourcing can 
enable companies to take advantage 
of a provider’s economies of scale and 
specialized skills to control costs. So too 
can the offshoring of contact centers to 
less-expensive labor markets—and here, 
companies should know that research 
that U.S. customers are comfortable with 
offshore agents as long as those agents 
are equipped to provide fast results. 
Finally, the use of remote customer service 
reps working out of their homes can help 
reduce facilities expenses and provide a 
cost-effective way to increase employee 
satisfaction and ensure access to people 
with hard-to-find, specialized skills that 
might not otherwise be available. 

Toward Customer Experience 2.0

The field of Relationship Management 
is clearly evolving. Much of that change 
is driven by customers, and much of 
it is driven by technology. Indeed, the 
technology provides companies with the 
ability to constantly explore new ways 
to reach customers—and as it does, it is 

taking us to what Mike Betzer, president 
of Convergys Relationship Technology 
Management, calls “Experience 2.0.”

“We are seeing a revolution—a 
transformation to a new approach to 
customer care that is creating Customer 
Experience 2.0 models. And there will be 
an ongoing strategic advantage for those 
enterprises that can move to this model,” 
Betzer says. In this shift, people are 
moving from being “attendants” to being 
high-value knowledge workers; processes 
are becoming less enterprise-focused and 
reactive and more customer-centric and 
proactive; and the use of technology is 
shifting from one-size-fits-all automation to 
intelligent, multichannel automation that is 
“aware” of the customer it is dealing with 
and that learns from interactions. 

These changes can be challenging, but 
they also present a valuable opportunity—
the opportunity to rethink and reinvent. 
Under the pressures of serving today’s 
customers, companies have a mandate 
to pursue innovation and improvement. 
Says Betzer: “With innovation and the right 
approach to Relationship Management, 
companies have the framework they 
need to begin reshaping the customer 
experience and building strong, lasting, 
and profitable relationships.”

Effective Relationship Management 
requires good information about the 
customer. Unfortunately, when it comes 
time to define the customer experience 
and design ways to deliver it, companies 
tend to work from the perspective they 
know best, which is of course their own. 
That is, they work from an “inside out” 
view, rather than a customer-driven 
“outside-in” view—and too often, they 
end up having to force-fit the customer 
into that internally driven template.

To develop an outside-in view, companies 
need to measure what the customer 
actually experiences using multiple 
sources, such as transactional behavior, 
satisfaction surveys, and real-time 
feedback. They need to integrate and 
analyze this information to provide insight 
into what customers are thinking about 
the company’s ability to meet their needs. 
And they need to act on those insights. 

“You can use the outside-in perspective 
to support the business in real time, 
and dynamically keep the front line and 
executive decision makers informed,” 
says Andrea Ayers, president of Customer 
Management at Convergys. “With today’s 
tools, the customer experience can be 
woven into the operational fabric of the 
company and used to constantly adjust the 
experience to stay in step with customers.”

The Right point 
of View


