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Introduction

This book has been written specifically for those who work in a B2B environment who want
to get more from their customer satisfaction surveys. You know that you are in B2B
because you don't have thousands of customers; you have key account managers looking
after many (if not all) of your customers; and your customers are all different, in terms of
what they need, want and demand from you — and what they contribute to your business in

terms of volume and profit.

You may want to get a higher response rate to your surveys. You might want to pose more
guestions and wish that those questions could drill down further into the customer
relationships. Or you might have seen how, when carried out using best practice,
feedback from satisfaction surveys can lead to huge increases in both the top and bottom

lines.

This book was written to explain best practice based on what has been seen and done —
not on theory. Howard and | have, between us, spent nearly 40 years specialising in
business to business customer satisfaction surveys working with InfoQuest. We have
seen poor practices, ranging from ignored feedback through to really bad customer data.
And we have seen best practices that we want to share with you, such as how to get a
90% response rate to a 60 question survey; and the best way to ensure that the feedback

links directly with your company's continuous improvement (or kaizen) programme.

It should be clear that customer satisfaction is not simply an altruistic goal, trotted out as a
platitude in the corporate annual statement. Totally satisfied customers will give your
company references, referrals, case studies, more business and better margins for a
fraction of the cost of gaining new customers. Our own research, based on 20,000
InfoQuest surveys, showed that a totally satisfied customer is worth 1.8 times as much

revenue as a somewhat satisfied customer.

A well-planned and carefully implemented survey which is properly followed through
should result in a minimum of a 10% increase in sustainable revenue. Howard and | have

witnessed much higher results than this. Hopefully this book will help you to do the same.



The Definition of Business to Business (B2B)

In order to define B2B, B2C (or Business to Consumer) has to be defined at the same
time. These are two very different business models, requiring different skills, disciplines
and mind-sets. Companies should never attempt to run with both without splitting the

organisation and management structure.

B2C is where there is a buyer and a seller and they meet at the point of sale. The point of
sale could be a store or a restaurant or a call centre or on-line. And at the point of sale

there is an interaction, or an experience.
In B2B there isn’t a ‘point of sale’.

In B2B there is a relationship. It is a developing relationship. In the honeymoon period, all
should be going well. Later, things could go wrong (and often do). Or they could flourish
and blossom, with trust, mutual respect, common goals, partnering, shared resources,

making plans together and celebrating successes together.

The term B2B can be confusing. For example, an online business that sells office chairs
purely on price is not in B2B even though it is one business selling to another. Why?
Because there is no relationship and no added value services. Unfortunately the old
adage that if it looks like a duck, walks like a duck and sounds like a duck then it probably

is a duck doesn’'t work here.

Once the difference between B2B and B2C is understood then it becomes clear that both
the Net Promoter Score (NPS) and Customer Experience Management (CXM) models are

appropriate only for the more simple point of sale B2C discipline.

Equally, InfoQuest customer satisfaction surveys, which are the solution for in-depth B2B

relationship audits, are inappropriate for B2C.

Two years ago | had a cold call from someone wanting to conduct a customer survey.
They said that they’d been on our website and liked what they’d seen. | asked where they
were calling from and they said “Toyota”. | said “I'm sorry, but we don’t do B2C” and they
said “Oh, we’re Toyota Material Handling — you know, fork lift trucks”. Ah-ha. Toyota



Material Handling are the essence of B2B — strong relationships; solutions to problems;
joint-ventures designing new warehouses; joint development and testing of new products.

Yes, we got the survey.

Earlier | said that organisations should never run B2B and B2C together. Let me give you

a couple of examples of how the two models are split out in real life.

Example 1

Business machines such as franking machines and mail-room equipment.

A firm of lawyers or a marketing agency needs to send documents in the post. They have
a franking machine. If it breaks down then, for a few days, they can get by if they use
stamps from the post office. They don’t have a relationship with the manufacturer of the

franking machine and they would fall under the B2C model.

A utility company or a bank needs to get statements sent out to customers. The
statements might be three, four or five pages long depending on how many phone calls
have been made or how many times the credit card has been used. The company may
have two or more machines in the mail-room that can collate and fold the statements and
put them into an envelope. Getting the statements muddled between customers would be
bad. And if there is a problem with a machine then it would be terrible. (The manufacturer
of the mail-room equipment might even have engineering staff permanently situated at the
client’'s premises). Here there IS a relationship. The equipment is business critical. And it
is B2B.

The manufacturer of the machines needs two separate teams for both sales and service.
The two separate teams need different systems, disciplines and mindsets in order to be

customer focussed and successful.



Example 2

Insurance

Most insurance company activity would be classed as B2C, including motor, house and
small business. However, property developers, ship owners and big businesses have
specialist needs and will employ risk managers to liaise with their insurance companies in
order to keep the insurance cover at appropriate levels at all times. And this is where the
B2B relationships comes in. Insurance companies will have dedicated teams to look after
these customers. When you add the insurance broker into the frame then the difference
becomes clearer. The B2C relationship between customer, broker and insurer is linear
whereas the specialist B2B relationship between customer, broker and insurer is triangular

or circular.

One more example is the difference between accountancy practices and law firms.
Accountants will have a long-term relationship with their client, helping with annual audits,
tax returns, ongoing statutory reporting, mergers and acquisitions. Which is very much a
B2B relationship. Lawyers on the other hand tend to work on one-off, discreet projects. “I
want to call my lawyer” is the cry of a serial offender and tends to be exceptional (apart
from on TV). InfoQuest helps a large number of accountancy firms, on both sides of the
Atlantic, to audit their most valuable asset — their customer base. But we don’t work with

law firms.



Budgeting for a B2B Customer Satisfaction Survey

If you were going to put a customer satisfaction survey into your budget, where should it

go? Who should be responsible for spending the money?

Quality might be a good place if you've got ISO9000 or TS16949. Those of us who've
been around long enough know that Tom Peters was right when he said that quality
always pays. The cost of rework and re-calls, mistakes and errors have cost many
companies the ultimate price. And it is a huge mistake to conduct the wrong sort of

survey .
What do | mean by ‘the wrong sort of survey’?

You are in B2B. You have Key Account Managers. You don’t have huge numbers of

customers and your customers all have different needs and wants.

Initiating a web-based survey, such as Survey Monkey, would be wrong because the

response rate would be too low.

Using someone who belongs to the Market Research Society or ESOMAR, no matter how
nice a person they are, would be wrong because they wouldn’t be able to tell you who
said what. And if you don’t have attributed feedback then you cannot look after your

customers’ individual needs.

And the Net Promoter Score is wrong on many levels. It groups all the responses
together. You don't have a point of sale which is auditable. It doesn’t drill down. And you

can’t do anything useful with the results.

Marketing is the usual place to put a B2B customer satisfaction survey. Marketing has
been described as the art of preparing the customer to buy. However, marketing’s primary
role is to produce a profit; and the raison d’etre for every B2B customer satisfaction survey

should be to increase profitable sales.



Best Practice for Obtaining Feedback

This is a short but never the less very important chapter. It is the first of the best practices

and applies only to the B2B environment.
Best practice for obtaining feedback from your customers requires two parallel systems.

The first is a regular, event-based telephone call from your own people to your customers,
at an appropriate time following the delivery of your products and services. This is to
make sure that all went well and, if it didn’t, allows knowledgeable people to sort out any
iIssues as quickly as possible. This is aimed at the recipients of your products and services

who, by the way, are not necessarily the decision-makers.

We recommend that the ‘phone calls are made by someone senior and knowledgable. We
have seen examples of best practice where general managers, managing directors and
vice presidents have telephoned customers 'incognito’, a bit like in the Undercover Boss
television show. This can be effective if it is done for the right reasons (such as a 'The
Customer is King' initiative) and done for the long-term good rather than a short-term
gimmick. But you have to ensure that everyone knows what is happening and why, and
make sure it doesn't look like spying. It should be just good old customer relationship

management.

Long-term, key account managers are often the most appropriate people to make the call.
It will help them to broaden their list of contacts and if they make just one call a day it

quickly becomes more than 200 calls in a year.

The second system or method for obtaining customer feedback is an occasional (every 12
— 24 months) in-depth survey of the decision-makers. This will review your systems,
disciplines and procedures from the customers' point of view, and should also identify any

“people” issues that your company may have.

Don't be surprised to find people issues — in business people buy from people and we
can't all get on with everybody. There will be personality clashes. Accidents do happen. |

often give the example of the first time that I, the new sales rep, came to visit you, one of



my first customers. It was raining that day. You were an early-morning appointment. |
arrived at your factory before you did. And | took your space in the car-park. You have
[subliminally] held that event against me for all these years. You've never mentioned it
because it is a) so trivial and b) historic — so it cannot be put right. You have continued to
give me and my company some business — but we have never enjoyed either the lion's

share of your spend or even the status of being a preferred supplier.

Your key account managers might have similar accidental clashes in their histories. Stuff
happens. Best practice, once this has been identified, is to assign a different account
manager to the customer whilst supporting the pride and ego of the displaced KAM with
some new challenges. Customers in this situation often react positively to the new face
and clean sheet. The best measure to use is to check that the share of wallet increases

once the personnel change has been made.



Skewed and Balanced Response Options

How you should scale the responses on a relationship survey? What scale is the best one

to use in a customer satisfaction survey?

Most research academics that I've met use a seven point scale, with the balance or neutral
point in the middle position (4).

If you use a ten point scale you will find that a) it isn’'t balanced and b) there will be a
tendency to group the results — 9 & 10, 7 & 8, 5 & 6 and so on — when the results are
being analysed afterwards.

What do we mean by “balanced”? The scale should have as many negative options as
positive options. Having a scale that reads Excellent, Good, Fair and Poor is not
balanced; it is what is known as “front-end loaded” with three positive options and only one
negative option. Psychologically respondents are subliminally prodded toward a more

positive answer.

Where an alpha scale is employed, a “C” is usually seen as “average”, just like it was in
school. On a numeric scale, the yardstick for “average” will usually be based on a
percentage; 80% being considered middle of the road, and anything below 60%
considered a failing grade. Yet, companies will look at a survey score derived from a 10-
point numeric scale and conclude that an average of 5 (or 50%) is “middle of the pack”. In

reality, they are probably looking at a measurement that indicates abject failure.

Think back to surveys you have seen over the years and consider the metric, or response
options that were employed. Remember seeing surveys with an alpha scale (Please rank
the following from A to F, with A being the best ....... ) or a numeric scale (Please rank from
1-10, with 10 being.... .)? Both are commonly used but flawed approaches in which
respondents tend to be subliminally driven, their responses influenced by their experience

with school grading systems.

Other scales may use various labelled derivatives — Good, Fair, Bad, Poor for example, or
Meets Expectations, Does Not Meet Expectations, and so on. The problem there, of



course, is that none of those carry a precise definition, so how can they be expected to

produce a precise set of responses or lead anyone to a precise set of conclusions?

A metric can also be impacted by cultural and language issues. We once saw a global
survey where the top box metric was “Very Satisfied”, followed by “Satisfied”. Looking at
the reports, the company was troubled to see that responses from Japan lagged behind
other areas in Asia. It was only after considerable teeth-gnashing and hand-wringing that
someone did some research and found out there was a language problem. In Japan,
when you add a modifier to something, you diminish its value. That is to say, “Satisfied” is
the best possible response; by adding “Very” to it, a lesser degree of satisfaction was
suggested.

Totally Satisfied vs. Very Satisfied

...... Debates have raged over the scales used to depict levels of customer satisfaction. In
recent years, however, studies have definitively proven that a “totally satisfied” customer is
between 3 and 10 times more likely to initiate a repurchase, and that measuring this “top-
box” category is significantly more precise than any other means. Moreover, surveys

which measure percentages of “totally satisfied” customers instead of the traditional sum
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of “very satisfied” and “somewhat satisfied,” provide a much more accurate indicator of

business growth.

Other Scale issues? There are other rules of thumb that may be used to ensure

more valuable results:

Many surveys offer a “neutral” choice on a five-point scale for those who might not
want to answer a question, or for those who are unable to make a decision. This
“bail-out” option decreases the quantity of opinions, thus diminishing the survey’s
validity. Surveys that use “insufficient information,” as a more definitive middle-box
choice persuade a respondent to make a decision, unless they simply have too little
knowledge to answer the question.

Scales of 1-10 (or 1-100%) are perceived differently between age groups.
Individuals who were schooled using a percentage grading system often consider a
59% to be “flunking.” These deep-rooted tendencies often skew different peoples’

perceptions of survey results.

With our scale the response alternatives are balanced — Totally Satisfied, Somewhat
Satisfied, Somewhat Dissatisfied and Totally Dissatisfied.
A fifth alternative, No Reply, or Insufficient Information to Evaluate, provides a catch-all for

uncertainty, but does not encourage any specific reply.
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“Totally Satisfied” - Defined

What does ‘Totally Satisfied’ mean in a customer satisfaction survey?

There are many ways to “score” or “scale” a survey. How the scale is devised and how the
resulting responses are analysed and interpreted can have a dramatic impact on how
surveys are responded to and how the results are used.

One example of a badly designed survey is the “front end loaded” scale, as in the picture

on the left. This is offering you a choice between excellent, very good, good, fair and poor.

In the series above there are four positive responses and one negative response. The

scale is “front end loaded” in that there are more “good” responses than “bad” ones.

The subliminal message the scale delivers is that the sender of the survey presumes there
won't be that many negative replies. The subconscious mind gets the message and

responds accordingly.

“Totally Satisfied” is unambiguous

With our scale the response alternatives are balanced —
Totally Satisfied,

Somewhat Satisfied,

Somewhat Dissatisfied and

Totally Dissatisfied.

A fifth alternative, No Reply, or Insufficient Information to Evaluate, provides a catch-all for

uncertainty, but does not encourage any specific reply.
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The importance of using “Totally Satisfied” is simple. Those who are only “Somewhat
Satisfied” will generally check out the competition — shop around for alternatives — before
deciding whether or not they will come back to you. Those who are “Dissatisfied” are

probably lost customers. Totally Satisfied customers are, by and large, loyal.
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How to Increase Response Rates

The following tips can be applied to whatever method you use to gather feedback —
whether you survey your customers using free on-line surveys; employ an agency to
telephone them; or use InfoQuest and the box survey technique. There are no apologies
for how basic they are (and none of us win friends by pointing out the obvious), but here

goes.

Tip 1 — Do Something With The Feedback
(Yes, | know, we’'re starting at the end of the process, but bear with me, please).

As in any relationship, not listening to feedback, especially when you've asked for the
feedback, is at best rude and at worst insulting.

In InfoQuest’s full-day’s post-survey workshops we work with our client's senior people,
helping them come up with action plans, based on the survey report, to achieve the raison
d’etre for doing the survey in the first place — that is “To increase profitable sales”.

However you do it, you need to do the same. My advice is to take a balanced approach
when examining the responses. I'll use the example customer survey report to help you,
which you can find at http://infoquestcrm.co.uk/sample-customer-satisfaction-survey-
report/. In sections 1 and 3 you'll find top-level aggregated figures (and in section 3 you'll
also find benchmark scores comparing your results with the hundreds of thousands of
other responses we’ve had since 1989). The top-level results are good for strategic aims
— the helicopter view, if you like — to set corporate goals and check progress.

In sections 5 and 6 you will find the detailed, granular results, showing how each person
answered every question. (Many agencies belong to the Market Research Society [MRS]
or the European equivalent, ESOMAR. Both the MRS and ESOMAR have a similar code
of conduct that doesn’t allow its members to identify how individual people respond to
surveys. This makes absolute sense in political opinion polling and B2C surveys, but in
business-to-business customer satisfaction surveys, where people buy from people, it
makes no sense whatsoever. InfoQuest’s staff don't — and cannot — belong to the MRS or

ESOMAR because we believe that it is so important that you get to know exactly who said
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what. And we don’t hide the fact that we do this — in fact it's on the home page of our
website. I'm telling you this because, if you are using an agency, you may not have any
granular results.) In sections 5 and 6 of the report you will find out what different
individuals need from you to facilitate a better business relationship. Each customer will
be different, and this level of detail allows you to develop your 1 to 1 working relationship.

Continuing the balanced approach theme, most people at this stage are looking for issues
to address. They are the natural “problem solvers” (they’ve probably got something about
problem solving on their C.V.’s). To get the most from your customer satisfaction survey
you need to be looking at the feedback from those customers who love you as well
(recently I've had a lot of clients who have been in the position where most of their

customers love them).

To maximise these positive opportunities (where you and your team, usually over a long
period of time, have worked hard and grown a loyal and positive group of clients) you need
to be collecting references and referrals, getting more work, a bigger share of wallet, case
studies for white papers and industry publications. And better margins. At a workshop |
ran in the summer heat in Chicago, the client’s team decided on a three-pronged approach
to increase margins — a straight-forward price increase where customers recognised the
value of the relationship over and above the piece-part prices of the equipment they were
buying; a reduction in terms that were being offered; and a change in policy which would
allow them to split up large orders, so that they could manufacture in batches and, most

importantly, invoice in batches rather than have to wait for the entire order to be made.
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Your ideas need to be prioritised and then implemented. We use the Brainstorm Scorer to

prioritise the ideas. But it’'s up to you to implement them.

And this is where the increase in response rates come from. If your key accounts,
business partners and clients see that you are acting on their feedback, then the next time
that you ask for their input they won’t be so sceptical and will be much more forthcoming.
As you know, InfoQuest has an average response rate of just over 70% from worldwide,
hard-to-reach customers. It's one of our key value propositions — particularly when
compared with the 5% to 15% response rates that web-surveys achieve. And we are
always delighted when our clients have acted on the feedback because it makes repeat
surveys not only easier to validate (customers say “yes” to the survey much more readily)
but also the response for the next rate is nearly always significantly higher.

Tip 2 — Don’'t Ask Dumb Questions
So, you've told the customer how important they are to you and that you need their

feedback. Here comes the survey. Wait for it. Hang on! Here itis!

“Who are you?”
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If 'm such an important customer then you know who | am. And, by the way, you

contacted me — not the other way round.

“What is your address?”

Come on! You've been delivering to us for years. That and the invoicing address is
something you do get right, most of the time.

“What do you currently buy from us?”

Obviously not enough, based on the last conversation | had with the new sales rep. They

certainly didn’t make me feel like a valued account.

We've all seen customer satisfaction surveys that begin like this. This is not the correct
way to treat a valued customer. They know a lot about you — they’ve been a client, in
receipt of your product or service for years — so treat them as someone you’ve had a
relationship with for many years. Because that's who they are.

If in doubt, put yourself in their shoes before the survey goes out. Check to see if you'd

feel insulted or offended in any way.

Asking dumb questions will harm your response rate and can easily lead a somewhat

dissatisfied customer to start looking for an alternative supplier.

Client satisfaction surveys should always be good PR. Listening respectfully, hearing what
has been said, feeding back what you've found out and taking the appropriate action to

improve the relationship — because you care — will ALWAYS be good PR.

There are eleven pages of sample B2B customer satisfaction survey questions on the
Downloads page to give you ideas of what you could be asking. With an InfoQuest survey
you can pose up to 60 questions and statements without affecting our 70% average

response rate.
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Tip 3 — Make it Quick
When we say “make it quick” we're not talking about asking just one question. The Net
Promoter Score is a ridiculous concept from an operations point of view. No, we’re talking

about telephone surveys.

You get the call. You are a bit reluctant. You've got a visitor waiting for you in reception
and a meeting later in the day that you need to prepare for, and the very nice person on
the phone has convinced you that it will only take five minutes.

After asking some dumb questions, like what and how much do you buy (which they
should have known before they rang you (see Tip 2) if you really are a valued customer)
they then start reading through their script. You are trying to concentrate on what they're
saying — but you are also looking at your diary, which you were trying to update before

they phoned.

After 10 minutes there is a 50% chance that you have had enough and ended the call

prematurely.

After 15 minutes there is a 75% chance that you’ve put the phone down on them.

After 20 minutes you hope your boss doesn’t find out because, clearly, you don’t have
enough proper work to occupy your day, your time management is awful, the person in
reception has walked out and you’re not going to be prepared for that meeting.

If you are intent on running a telephone-based customer satisfaction survey you must run
a role play first, reading through the script aloud and allowing for the odd “can you please
say that again?”

Be prepared for respondents that are going to ask the question “How long will this take?”
and be prepared for a significant number of declines. Company policy. Too busy. No,

sorry.

However, there is another way.
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The InfoQuest box takes, on average, just 5 minutes.

Timed studies show that, from a standing start, with no prior experience, the average

person can process between ten and twelve questions and statements in the first minute.

Tip 4 — Two Thank You Letters

This tip is definitely not theoretical. |1 was shown it by one of our long-standing clients a
few years ago. This client, a research agency, has a relatively small number of customers.
We've been conducting their customer satisfaction surveys every 18 — 24 months for a
long time, and we were seeing the same names cropping up time after time (by the way,
I’m going to cover survey fatigue in the next tip). InfoQuest’s survey box does have a
novelty factor, which is bound to have an influence on our response rates (currently

averaging just over 70%) but, as with all novelties, once you've seen it and done

Well, a few years ago this particular client started to see response rates of 90%.
Obviously delighted for them, we asked if they were doing anything different. It turned out
that their CEO, Dr Susan Sharland, had taken it upon herself to write not one but two

thank you letters to her customers.

The first, sent shortly after they'd received the report (and using the clean customer data
with all the corrections that we provide as a matter of course with all our survey reports)
gave the highlights of their survey and explained the main points that Susan and her team

were going to address.

The second letter (which is more tailored to individual customers) is sent out three months
later. It says what has been done to change the way they operate, based on the customer

feedback, and what is yet to be achieved.
With these two letters Susan showed her customers that her company was listening; that

the customers (and their feedback) were important; and that they were acting on the

feedback that they’d been given (see Tip 1).
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Now, normally a customer has to experience a “new, better way of doing things” at least
three times before they accept that it's not a quirk of fate or an accident that billing or
quotations or pricing or communication or planning or sales order processing or whatever
has got better. But with a letter, in fact two letters, from the senior person, this recognition

is almost immediate.

It also binds the relationship. The CEO is no longer a figure-head, some remote person

doing deals in the city. They've become not just a real person but also a friend and an ally.

And you know what? This really inexpensive piece of marketing (if you want to be
sceptical about it, which you shouldn’t be) not only brings a higher survey response rate to
future surveys (when those who didn’t respond last time receive these two letters they see
the worth of responding next time) but it also brings in more business. Think about it.
When you are placing orders on your suppliers, given the choice wouldn’t you prefer to do
business with the company that clearly shows that they care about you and that all-

important one-to-one business relationship?

Whenever | run a post-survey workshop with a client’s senior team | recount this story
towards the end of the session. Some of my clients take heed, and others, as it their right,
don’t. But | can always identify those who do by the improved response rates on their

subsequent surveys.

Two years ago we took on a new client. It was a tough project, with lots of languages and
a high proportion of hard to reach customers — based in gold, silver and copper mines,
seaports and metal foundries throughout the world. Their first survey had a poor response
rate for us (I've just looked it up, it was 67%). This year we repeated their survey, and they
got a 78% response rate from the same hard to reach customers. How? They’'d sent out

two Thank You letters.

Tip 5 — International Language Etiquette
There are whole books dedicated to this subject, but here the subject is increasing or

improving customer satisfaction survey response rates, specifically in B2B.
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The most straightforward approach when conducting international surveys is always keep
in mind the idea that what you do should never be bad for PR (public relations). And that
the best people to advise you on language nuances are your own key account managers

(KAMS), as they are the people who know your target audience.

Let me give you two examples of what can affect response rates.

In South Africa, particularly in the engineering and mining industries, if you let the
customer choose to have the survey in either Afrikaans or English (check with the KAM

first) you will get a better response rate.

In The Netherlands, Holland, Belgium and Luxembourg again you need to seek advice
from you KAMs. We nearly always use English in this region, having found long ago that
to use Dutch or Flemish or French can be insulting to some people, particularly if the
survey is coming from an English-speaking client (say, British or American). Put simply,
and I'm trying not to offend anyone here, people in the Benelux countries know that their
English is nearly always as good as if not better than the English of us native-language
speakers. However, there are always exceptions to the rule, and we have had outright

refusals because our client has assumed. You should always check.
If you treat your most important customers as individuals, take guidance from your KAMs
(who should hold the key to the relationship) and keep good PR in mind at all times, you

shouldn’t go too far wrong.

Note: you should be asking your KAMs for Share of Wallet figures for all key accounts prior

to the survey, so ask about language at the same time.

Tip 6 — Don’'t Be Too Frequent

Remember we are talking here about business to business customer satisfaction surveys,
where the typical medium to large organisation has between 50 and 500 key accounts.
And, if you choose your most important customers (see the next chapter) then you'll have

fewer still.
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It's not like you can survey customers Ato D on the first occasion, and then E to J on the

next, and so on.

You need a big enough group and a high enough response rate to give you sufficient

feedback for you to get your teeth into.

So don’t burn your customer list by surveying them too frequently.

There is no hard and fast rule as to what the frequency should be — we simply recommend

that it's somewhere between 12 and 24 months.

What the customer needs to see is that you listened last time and you acted on their
feedback (see Tips 1 and 4). Usually they need to experience the new, better way of

working three times before there is a subliminal acceptance that you have improved.

So, for some businesses, 12 months might be too soon. The frequency of repeat orders
might only be every 5 or 6 months, so to experience the full cycle of order enquiry right

through to invoicing three times could easily be 18 months or more.

The customer, or rather the person you want the feedback from, is unlikely to help you by
returning the survey if they feel that there is nothing in it for them, and they could well feel
that way if you keep asking for their input without demonstrating clearly that yours is a two-

way relationship. It's called ‘survey fatigue’.

As a foot note, it's worth adding that for you, the client, it can be difficult knowing what it is
that you are measuring if you conduct the surveys too frequently. Is the customer’s
perception based on how things were prior to a recent improvement to the way you do

things, or is it based on how things are now?
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Choosing Your Most Important Customers

How to Choose Which of your Customers Should be Included in your B2B Customer

Satisfaction Survey
Best practice for obtaining feedback from your customers requires two parallel systems.

The first is a regular, event-based telephone call from your own people to the customers,
at an appropriate time following the delivery of your products and services. This is to
make sure that all went well and, if it didn’t, allows knowledgeable people to sort out any
issues as quickly as possible. This is aimed at the recipients of your products and

services who, by the way, are not necessarily the decision-makers.

The second is an occasional (every 12 — 24 months) in-depth survey of the decision-
makers, looking at all your systems, disciplines and procedures, and looking for any
“people” issues. It is this second, business process analysis review that | want to

concentrate on.

The raison d’étre for any B2B customer satisfaction survey should be “To increase

profitable sales”. The increases will come from three routes.

Reduced customer churn
We need to identify individual dissatisfied customers, find out what has led to the

dissatisfaction and do something about it.

Selling more to existing customers
Using “share of wallet” or “percentage penetration” figures will help identify key customers

who could and should be buying more from you.

Increased prices
Customers that love you will, by definition, understand and value your company’s
contribution to their success. If you go the extra mile, and your customer knows that (and

values that) then that opportunity should be realised.
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When it comes to the C customers, those tail-end Charlies, they won't be left out; they’ll
benefit from the generic improvements you’ll be making to your systems, disciplines and

procedures for the A’'s and B’s.
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Deciding What to Ask

Choosing the 'right' questions for a customer satisfaction survey is easy if you get the
heads of different disciplines to help you before you start. Print out enough copies of the
question library and take them to the next Board meeting and ask each Board member to
choose 8 question sets that they believe should be included in the survey. Explain to them
that Question Set 1 (i.e. 1A, 1B. 1C and 1D) is included and that their choice of 8 is in
addition to Question Set 1.

When they have each chosen, use a whiteboard or a flip-chart to write up their choices —

writing the question numbers underneath their names: -

Tom Mary Johan Boris Dee
5 5 7 6 5

9 11 8 9 9
14 13 13 13 14
17 28 17 16 17
28 53 29 28 28
53 56 56 56 52
63 67 67 67 62

Several things happen as a result of this process.

Individual priorities are identified.

Discussions regarding individual's choices are focussed on the exceptions. Compromise
and agreement usually follow quickly.

Questions can be compromised. For example, the Board may decide to use questions
14A, 13C, 14C and 13D as a compromise set.

Getting the Board involved in choosing the questions is an early step to getting them

committed to gaining the feedback.
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Getting Your Senior Team Involved — Manager's Predi  ctions

Another step for getting your senior team involved is to ask them, individually, to predict
how the customers are going to respond. (You can see in Section 7 of the sample

customer satisfaction survey report how InfoQuest reports this back.)

The results of this exercise will show which managers are most closely allied to the views
of the customers (with sixteen years’ experience, the best result I've ever seen is 65%
accurate), which managers are optimistic and which are pessimistic. Normally there is no

need to follow-up on these results.
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Benchmarks and Your Results

Notes on customer satisfaction benchmark scores.

Background

InfoQuest is unusual in that it has a very large and comprehensive library of questions
and statements that have been used in hundreds of thousands of business-to-business
(B2B) customer satisfaction surveys. Some of these questions and statements (Question
Set 1 — see below) have been used in every survey since 1989. This allows us to provide
benchmarking scores, so that our clients can see how they compare with all the other B2B

organisations that have asked the same question.

The Curve

The customer satisfaction benchmark scores, or comparisons, are shown for each
guestion set in Section 3 of the report. They show the highest and the lowest score ever
achieved, the median (or the top point in a Gaussian curve), and where you appear as a
percentage. If you score 91% then you can be secure in the knowledge that you are in the

top 10% in whatever process is being assessed.

Against Whom?

We are sometimes asked to provide benchmark scores for a specific industry. This we can
do. However, we will always provide the wider, B2B scores as well. Why? Think about
the decision-makers at your most important customers. They are almost certainly not just
buying from organisations that supply the same products and services that you provide
them with. Those decision-makers will also be working with lawyers and accountants and
bankers and foreign exchange bureaux and service suppliers and logistics and supply
chain companies. So when they think about ‘Ease of Doing Business’ for example, they
are not just comparing you with your competitors. They are comparing you with all-

comers.
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Since 19897

Does it matter that some of the benchmark scores are based on data that was collected 26
years ago? Well, no, not really. Because what is being measured is perception versus
expectation.

26 years ago very few organisations had timed deliveries. Suppliers were given a delivery

date which was a month — “We need these springs delivered in March”.

Nowadays suppliers are told to deliver on March 141" at 16:45.

40 years ago people were delighted when their company car had leather seats and electric
windows. Nowadays you might be disappointed if your company car couldn’t parallel-park

all on its own.

So the customer’s expectation is always on the rise. They are always expecting more and
better. You have to keep improving. Like trying to walk up the ‘Down’ escalator, you've got

to keep going or you'll go backwards.

Warning
Which leads neatly on to the warning — don’t get too fixated on the benchmarks.

| have this problem in some of the post-survey workshops that | run. Clients can get
bogged down in Section 3, looking at the scores. They have to be moved forward, into the
granular detail of the report. For it is only in the detail, where we treat your customers as
individuals with differing needs and wants, with different pressures, opportunities and
threats, that you and your team can identify what needs to be done, based on this
feedback.

Question Set 1

A. On an overall basis, how satisfied are you with our company?

B. How satisfied are you with the ease of doing business with our company?
C. I would purchase products or services from your company again.

D. I would recommend your company to an associate.
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Selling More to Existing Customers — Increased Shar e of Wallet

Selling more to existing customers is easy when you know what your customers want from

the relationship.

Step 1
Make a list of your most important customers (see Chapter 8 for help with this). This will be

formed by a combination of revenue, profit and potential.

Step 2
Ask each Key Account Manager (KAM) to put a percentage penetration (or “share of
wallet”) figure against each customer. This is “How much of the customer’s available

spend to we currently get — that we want”.

Step 3

Ask the KAMs to identify who should be included in your customer satisfaction survey. You
might have several contacts at each customer. (One of our clients includes 35 contacts at
just one customer — they are all either decision-makers or key-influencers and are located
at plants around the world.) It's up to you to make sure you don’t miss out anyone who is

important.

Step 4

Choose which questions and statements you want to use in your InfoQuest B2B customer
satisfaction survey from our library (or ask us to help you to create new, business-specific
guestions and statements). These should cover all the important touch-points and include

soft measures such as ‘the Key Account Manager understands my business needs’.

Step 5

Let InfoQuest, the market leader in B2B customer satisfaction surveys, run the survey. We
achieve an average worldwide response rate of just over 70% for our clients, based on
posing up to 60 questions and statements in the InfoQuest box — plus the two open
guestions on the folded-up supplemental information form. And we tell you exactly who

said what.
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Step 6

Go through the feedback and create bespoke action plans for each customer.

The individual response sheets (above) show precisely how each person responded to
each and every question and statement. Just as each customer is different because of
their circumstances, market, culture and objectives, so too are each of the people you've
chosen to survey within the customer’s organisation. They have personal goals and
political pressures. And, because in a business-to-business environment ‘people buy from

people’, the all-important relationships between Key Account Managers and their contacts
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can be audited and managed. Most InfoQuest surveys will identify personality clashes
which, when dealt with (usually by simply swapping an account from one KAM to another)
open up the opportunities to sell more. The individual response sheets show the ON / OFF

switches. Turn all the switches ON and the relationship will be the best it possibly can.

Step 7

Close the circle. Cash the cheque. The relationship is good and getting better. The
customer loves you. Price is not so much of an issue because they recognise the value
that your business brings to their business. They’re giving you all of their available jobs.
There are references and referrals and case-studies to be had. And the enjoyment that

comes with a Totally Satisfied Customer.
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Using the Feedback — Prioritising Action Plans & To Do Lists

In this chapter we will explain how we run our post-survey workshops. These have been

developed and fine-tuned over many years and are very, very effective.

Whilst our methodology has been described as the most cost-effective, dynamic and
actionable survey process in the world, the fact of the matter is, high response rates,
candid data, attributable results and powerful analytical tools, by themselves, will not
accomplish anything. For any survey, including ours, to successfully generate a return on
investment, the results must be put to productive use. To help ensure that outcome, we
developed the InfoQuest Post-Survey Brainstorming Workshop.

The Workshop provides our clients with a systematic, internalised approach to the
development of a detailed and prioritised action plan. What clients find attractive is that
the Workshop is not a forum to give our opinions on what we think you should do. Rather,
by acting as facilitators, we help the management team come up with the entire plan. In
other words, the people who will be responsible for its implementation take charge of its
design. This creates a bottom-up approach to the response plan, even though the survey

itself is typically a top-down initiative.

The workshop normally runs 6-7 hours, which we suggest be wrapped around a working
lunch. Though the size of the company will dictate how many people should participate,
best results are achieved by having at least nine people in attendance, though twelve to
fifteen are even better. Collectively, the assembled group should represent all operating

areas of the business that impact and/or directly and routinely interact with customers.

Step 1

The first portion of the Workshop entails a detailed review and explanation of the survey
results. The moderator reviews each of the report sections and provides guidance on how
to read them, what they mean, and where the priorities lie. This normally takes up to one

hour. Further detailed exploration occurs in small break-out groups.
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Step 2

After step 1, the management team is split into three or four groups, each of which is then
assigned the task of brainstorming 20 ideas, or “action items” that, if successfully
implemented, can be expected to improve customer satisfaction. The objective in
identifying action items is not to rebuild the company, but to search for ideas that, based
on the survey results, can be expected to generate quick and cost-effective results. Some
actions will be systemic in nature, others will be aimed at individual customer needs, but all
will address needs identified in the survey. The moderator provides guidelines for this
phase, and monitors each team to make sure they are staying on track. Each team is

given an easel and writing paper on which to log their ideas.

Step 3

Once action items have been assembled, the three groups are brought back together. A
designated spokesperson for each group then presents and explains the action items they
have identified, in adequate detail for everyone else to understand and be able to evaluate
the idea. We ask that a notebook computer be available for this phase. As the
presentations are made, each action item is entered into an Excel spreadsheet.

Step 4

The next step is to evaluate and “score” each action item using the InfoQuest Brainstorm
Scorer. In this phase, the three management groups are given the task of scoring the
action items identified by one of the other teams. Each action item is evaluated and

scored based on five basic criteria, as follows:

1) Cost of Change (Considering the investment that will be required, the lower the

cost, the higher the score.)

2) Benefit of Change (To what degree can additional revenues be generated and/or
existing costs lowered, thereby producing a direct return on investment?)

3) Speed of Change (Time required to implement it. The more time required, the

lower the score.)

4) Level of Approval Required (This is customized for every client to reflect the

relevant hierarchy, but the presumption is that where autonomy is indicated, the
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action item will proceed more quickly, less expensively and with a higher degree of

“ownership”.)

5) Probability of Succeeding (All things considered, if adopted, what is the likelihood
of the action actually succeeding? For example, an idea may score high on the
previous four scales, but if the idea is contrary to the prevailing corporate culture, it

may be unlikely to succeed, at least in the short run.)

Step 5

Once the scores have been tallied for all action items, they are entered into the
spreadsheet and sorted. After filtering out either redundant ideas, or ideas determined to
be more long term in nature, most companies emerge with at least 50 practical and

beneficial action items, ready for implementation.

Many of the ideas will be able to be put in place within days. Others may take weeks,

even months to implement, but regardless of the time required, two certainties will emerge.

One; the resulting action plan will have been designed and developed by your own

management team, increasing their level of commitment and buy-in.

Two; each action item adopted will be in direct response to the voice of your customers.
Combined with the built-in relationship building elements of the process, the result is a
programme that elevates customer satisfaction from a general corporate objective to a
specific and measurable action plan.

Best of all, with each subsequent survey, you will be able to monitor the impact on

customer satisfaction over time. Why is that important? Because customer satisfaction is

like any other aspect of your business — if you don’t measure it, you can’t manage it.
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NPS — The Net Promoter Score

Finding tools or strategies that will help a company grow is of interest to just about every
business owner and operator. We're all on the lookout for the newest approach, for that

proverbial magic pill that will give us a leg up on the competition.

Fred Reichheld, in his book The Ultimate Question, believes that he has uncovered that
very magic pill. In his view, the answer to a single question — How likely are you to
recommend us to a friend or colleague? — is the only thing that business operators need to
know from their customers. The result, marketed as the Net Promoter Score (NPS), has

received a lot of attention in recent months.

The premise of NPS is simplicity itself. Responses to the likelihood to recommend
question are solicited on a 0-10 scale, with 0 meaning the least likely to recommend and
10 meaning the most likely to recommend. Responses are then grouped in the following
manner:

Customers with responses of 9-10 are categorized as Promoters.

Customers with responses of 7-8 are categorized as Neutral or Passive.

Customers with responses of 0-6 are categorized as Detractors.

The theory is that “Promoters” are satisfied and loyal customers who will keep buying from
a company, and are most likely to suggest that friends and acquaintances do the same.
“Passives” are somewhat satisfied but generally unenthusiastic customers who aren’t
particularly motivated to offer a referral, either positive or negative. “Detractors” are
dissatisfied customers, quite possibly trapped in a bad relationship, probably seeking
alternatives and assumed to be unafraid, perhaps even eager, to share their experience
with others.

Reichheld has devised a simple mathematical formula to summarize scores — he takes the
percentage of customers who are Promoters, and subtracts the percentage of customers
who are Detractors. (Note that Neutral customers are assigned a value of zero and left out
of the equation.) The result is the Net Promoter Score, which the author claims is the only

metric a company needs to predict growth.
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Among the attractive aspects of NPS is that it's simple, easy to understand and can be
disseminated across an organization with relative ease. Common sense tells us that if a
high percentage of customers indicate an unhesitating propensity to recommend a
company or product, that company’s sales force enjoys a built-in extension of its efforts.
And, in today’s complex business world, being able to rally the troops around a single

metric is appealing to any executive.

But, many critics have argued, is NPS really the only metric a company needs to predict
growth? Further, given the means by which NPS is gathered and calculated, is it even an
accurate metric? And whether it is or not, predicting growth is one thing, but does NPS

hold any promise for driving growth?

Additionally, while a handful of B2B companies have recently adopted the NPS concept,
available evidence suggests that the majority of companies who have embraced it are in
the consumer products arena. Given the lack of any sort of appreciable history to date, on
what basis can the assumption be made that NPS is likely to work in the far more complex
business-to-business marketplace? After all, word of mouth referrals may have much more
relevance in the rental car or financial services businesses, than in a highly specialized,
technology driven industry whose products are far less likely to be discussed among family
and friends over a cup of coffee.

And then there’s the biggest question of all.
Is NPS the most accurate way to predict customer behaviour? Interestingly, Mr. Reichheld
himself acknowledges that it is not.

All of which leads to the following discussion.

NPS — Do The Numbers Really Deliver?

First off, let us acknowledge at the outset that just as Mr. Reichheld is in the business of
selling customer satisfaction surveys, so are we. The primary differences between us are
that we conduct surveys in a very different manner than Mr. Reichheld is used to (or even
familiar with, 1 would wager), and we only conduct surveys. We leave books and

consultative promotion to others.

We set out over 18 years ago to develop a B2B customer satisfaction survey that would

outperform the conventional survey methods of the day — paper, telephone and (for a
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spell) web. In the subsequent years, we have developed a survey process that is widely
recognized as second to none in terms of response rate, candid replies, and highly
actionable data. Today that process, known around the world as the InfoQuest Business
Process Review, has been used to conduct over 82,000 surveys in 59 countries and 21
languages. That is pointed out merely to help establish that we’'ve been around long

enough to have learned a few things.

The foundation of NPS is the claim that it is the only metric a company needs to predict
growth. We are struck by the carefully chosen language employed there, noting that the
emphasis is on “predict”, as opposed to “drive” or “cause”. While there is a strong
temptation to join the raging debate, and doubt, over whether NPS is causal in its effects
on revenue change, or merely correlated, we believe there are other issues that warrant

scrutiny. Let’s take a look at them one at a time.

Does NPS Explore Customer Needs in Adequate Depth?

InfoQuest surveys are comprised of anywhere from 36-60 questions. In our methodology,
a series of satisfaction questions are posed to each participant, the responses to which
establish basic performance benchmarks in 8-12 key customer touch points. An additional
series of statements, to which respondents express levels of agreement, operate as drill-
downs to provide insight into what can or should be to done to improve customer

satisfaction in those areas.

The final question in every survey is always, “On an overall basis, how satisfied are you
with our company?”, which we have found is the single most reliable metric for reflecting
customer satisfaction, and which we have been able to quantify as the single most

accurate predictor of future revenue behaviour. We’'ll touch on that shortly.

The reason for posing the overall satisfaction question last is that doing so produces the
most considered — and consequently, most accurate — response to that critical question.
By first walking a participant through the various touch points that comprise the overall
business relationship, we enable responses to the overall satisfaction question which take
into account the complexities of the entire relationship. Confirming the need for that
approach, tests in which the overall satisfaction question has been posed first, instead of

last, have produced a 25%-30% increase in scores.
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The resulting question is, can a single metric, posed on a stand-alone basis, accurately
reflect customer sentiments on any topic? When considering whether one might
recommend a brand of toothpaste, a fast food chain, or a particular airline, perhaps it can.
But in the B2B environment, where relationships are driven by a far greater number of
factors, it is absolutely vital to identify and measure satisfaction with each of the elements
that comprise the overall business relationship. Performance in such areas as quotation
procedures, delivery schedules, sales performance and design input, to name just a few,
significantly impact and contribute to overall customer satisfaction and loyalty. In other
words, a customer’s willingness to recommend a company or product is not a freestanding

outcome; rather it is a product of many different factors.

Mr. Reichheld asserts that NPS is the only metric needed to predict growth, but he falls far
short of proving, or even claiming, that it can help achieve growth. The reason is clear.
When relying on a single metric, the unavoidable trade-off is to sacrifice the ability to
produce change. You may learn that a high percentage of customers would be unlikely to
recommend your product or company, but what good is that knowledge if you can’t do
anything with it? Being told what customers think, but not why they think it, falls into the
same general realm as a doctor telling you you're sick, but failing to provide a specific

diagnosis or a recommended treatment.

In our view, the clear problem with expecting a single question, or even a short series of
questions, to produce an accurate business-to-business response is that the approach

lacks depth, frame of reference, or any sort of experiential relevance.

Likely” to Recommend vs. “Willing” to Recommend.

NPS utilizes the question, “How likely are you to recommend us to a friend or colleague?”
The implied message is, to what degree can we expect you to go out and overtly suggest
our company or product to others?

An individual’'s “Likelihood to Recommend” is influenced by many factors, including that
person’s overall predisposition to recommending anything, the potential audience to whom
such a recommendation might be made, and even the desire of the person making the
recommendation to appear “in the know”. While many consumer-based product or service

discussions can and do occur in casual settings — back yard conversations about a new
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movie or popular new restaurant may be commonplace — the same cannot be said for

discussions about suppliers of control valves or thermoplastic compounds.

Though the difference is subtle, our approach has always been to pose the statement, I
would recommend your company to a friend or associate”, utilizing a simple, non-
subjective four-point response scale ranging from “Fully Agree” to “Fully Disagree”. For the
B2B respondent, the implied question is not will you go out and actively recommend us,
but given the opportunity, do you have adequate faith in our performance to stake your
personal credibility on recommending us? Given the difference between a routine
consumer purchase and a multi-million dollar manufacturing contract, “willingness” to

recommend is a much more appropriate measure than “likelihood” to recommend.

Is the NPS Metric Really Accurate?

As stated, NPS groups respondents into three broad categories based on responses to a
single question, which is answered on a 0-10 scale. Among the questions that must be
considered when trying to understand NPS are, where did that scale come from, and is it

accurate?

Numeric scales inherently tend to produce patterned and predictable results. Specifically,
responses tend to be influenced by deeply ingrained experience with school grading
systems wherein any mark below 60-70 was generally considered failing and/or
unacceptable. Anecdotal conversations with hundreds of companies over the past ten
years have consistently revealed that the majority of 5 point numeric scales seem to
consistently generate average responses of just under 4 (or about 75% on the academic
scale), while 10 point scales consistently generate average responses of right around 7.
Given that history, if a numeric scale has to be used at all (and doing so would not be our
choice), we will at least agree that any score of 6 or less (aka “Detractors”) should

probably be viewed as a failing mark.

But, from a revenue perspective, should angry detractors who rate the company a “0” on a
scale of 0-10 be weighted the same as uninspired customers who give it a “6”? While both
may arguably be viewed as failing marks, there is failure, and then there is monumental
failure. We've all seen the studies that have consistently suggested that a dissatisfied

customer will, on average, tell 8-10 other people about their negative experience. Yet is it
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logical to assume that there is but a single, universal degree of customer dissatisfaction,

and that everyone who falls under that definition will behave in the same manner?
In an attempt to answer that question, let’s take a look at some numbers.
First, to avoid subjective interpretation and predictable outcomes attendant to alpha and

numeric scales, InfoQuest surveys utilize a simple, unambiguous and multi-cultural scale,

which is as follows:

Satisfaction Questions Drill-Down Statements

Totally Satisfied Fully Agree

Somewhat Satisfied Partially Agree

Insufficient Information to Evaluate Insufficient Information to Evaluate
Somewhat Dissatisfied Partially Disagree

Totally Dissatisfied Fully Disagree

In preparing this discussion, we reviewed the results of our most recent 40,000 sets of
B2B customer satisfaction survey responses. We pulled the data for the single statement,
“I would recommend your company to a friend or associate”. The aggregate responses

were as follows:

No. Respondents % Respondents
Fully Agree 22,225 58%
Partially Agree 12,364 32%
No Response 2,313 -
Partially Disagree 2,538 7%
Fully Disagree 1,098 3%
Totals 40,538 100%
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On a per company basis, looking at the percentage of respondents who Fully Agreed, we

found the following:

High Company Score 100%
Low Company Score 3%
Median All Companies 63%

Looking at those numbers, we have concerns about the factual basis on which NPS
performance claims are being made. Specifically, in his book, Mr. Reichheld claims that
the average NPS score is under 10%, which bears little resemblance to our own numbers.
Admittedly, a direct comparison can only be made with a litany of caveats. We
acknowledge that the numbers shown above utilize a different metric, a data collection
method that avoids the inaccuracies of telephone and paper surveys, entailed a slightly re-
worded question, and was built into a full survey, not presented as a stand-alone. We also
have to take into account the fact that The Ultimate Question was just published in 2005,
that it was based primarily on B2C data at the time of publication, and (in our view) was
lacking in empirical evidence and hard facts. Is there, buried in that mix, an adequate
explanation for the tremendous difference in outcomes? Or is the NPS metric grossly
understated as a way to create a sense of need for an otherwise unsupported and perhaps
unsupportable literary marketing ploy? See if the next section suggests any answers to

those questions.

NPS — Right or Wrong, it is Needed?

The following question was found on 2 October, 2006, on a blog* authored by Fred
Reichheld: “Can a one-question survey predict growth as accurately as a long survey?”
This was Mr. Reichheld’s response to that question: “If you can convince a customer to
spend time answering dozens of questions, you can predict that customer’s behaviour
more accurately than you can with one question. The problem is, most customers in this
busy world won’t give you that much time — witness typical survey response rates from 2%
to 20% — and you couldn't afford the surveying and data processing expense if they did. In
B2B the problem is even thornier, because the senior execs who drive purchase decisions

are the least likely to tolerate lengthy surveys” *

*http://netpromoter.typepad.com/fred_reichheld/2006/07/questions_about.html Online at 10/2/2006
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Our response? The average InfoQuest response rate over the last 15 years stands at 74%
in North America, 70% in Europe, and 72.4% globally. That response rate, built entirely on
B2B survey activity, is based on (typically) top revenue accounts, and the senior level
decision makers within those accounts. It is also based on the delivery of from 36-60 (or

more) questions and statements in each survey.

Which leads to the unavoidable question — if a survey entailing dozens of questions will
predict customer behaviour more accurately than can be predicted with one question, why

would anyone settle for just one?

Quantifying the Outcome — An Alternative
Years ago we developed a statistical model that identified and quantified the correlation
between customer satisfaction and revenues. Not referral potential, but actual cash

expenditures.

Based on the analysis of over 20,000 worldwide customer responses gathered over a
three year or greater period of time, and after comparing those results to account based
revenue histories over the same period of time, some staggering conclusions were
reached. Specifically, over time —
A Totally Satisfied Customer contributes 2.6 times the revenue to a company that a
Somewhat Satisfied Customer contributes.
A Totally Satisfied Customer contributes 14 times the revenue that a Somewhat
Dissatisfied Customer contributes.
A Totally Dissatisfied Customer decreases revenue at a rate equal to 1.8 times what
a Totally Satisfied Customer contributes to a business. That finding was based on
not only loss of existing account revenue, but on the additional impact brought
about by negative referrals.

To put that into more user-friendly terms, the chart below shows the relative percentage of
revenue contribution, over time, for varying levels of satisfaction. Assuming each of your
customers had one dollar to spend on your particular product or service, the chart shows

how much of that dollar you can anticipate receiving.
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Survey Result Index — Normalized to Simplified

Result One Hundred Percent Ratio
Totally Satisfied 100% 1.0
Somewhat Satisfied 38% 0.4
Somewhat Dissatisfied 7% 0.1
Totally Dissatisfied -180% (2.0)

Look at those numbers again. A Totally Dissatisfied Customer decreases revenue at a rate
equal to twice what a Totally Satisfied customer contributes. In other words, you can have

twice as many satisfied customers as dissatisfied customers and still be losing ground.

The culmination of those findings is presented in The Revenue Index, which has been a

standard element in the deliverables of InfoQuest since 1996.

NPS theorizes that a detractor effectively negates the impact of a promoter, and that
everyone else, classified as passives, represents no impact at all. The Revenue Index,
however, has clearly established that totally Dissatisfied customers have far more impact
than merely negating Totally Satisfied customers, and that the rest of your customers, call

them the passives, still generate financial impact, albeit limited in nature.

The fundamental difference, of course, is that NPS posits how your customers may
discuss your company or product to others. The Revenue Index identifies and quantifies
the percentage of existing available revenues you can expect to receive from those

customers over time. The difference is undefined theory versus actual cash behaviour.

A final key consideration is that Willingness to Recommend and Overall Satisfaction do not
directly correlate to each other, which is a major difference relative to the B2B versus B2C
marketplaces. We previously showed an analysis that revealed how 58% of 40,000
respondents Fully Agreed that they would recommend the company being discussed.
However, only 39% of those same respondents indicated that, on an overall basis, they
were totally satisfied with the same company.

Why? Because as previously discussed, there are many factors that affect overall

satisfaction. In a highly technical manufacturing or service business, it is not uncommon
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for companies to be valued for their engineering skills, but to be found lacking from an
administrative standpoint. Customers may very well be willing to recommend the
engineering acumen, but still be open to making a change if a better overall package of

service becomes available.

Summary and Conclusions

Any tool that will help a company increase customer satisfaction and loyalty is going to be
looked upon favourably. If it can establish an initial benchmark, help the company monitor
progress over time, and provide an actionable means of better providing for customer
needs, it is going to catch the attention of a lot of business operators. Just remember the

old adage — if it sounds too good to be true, it probably is.

Satisfied and loyal customers are the product of a corporate commitment to excellence,
plain and simple. To effectively respond to customer needs and desires requires top-down
support, bottom-up commitment, a current, candid and detailed view of customer opinions,
and valid metrics. Customer satisfaction is just like any other enterprise or activity; if you

can’t measure it, you can’t manage it.

With very few exceptions, building a satisfied customer base is the product of a company
taking a good hard look at itself through the eyes of its customers, and then going out and
systematically addressing, and fixing, what it sees. Success is predicated on
understanding each of the many dynamics that comprise and contribute to the customer
relationship. It is an outcome that is driven, not pulled.

The attraction to NPS is its perceived simplicity; propelled by the claim that it is one metric
that tells you everything you need to know. The problem is, there is no single metric that
can live up to that claim, and that includes our own. That’s not to suggest that NPS
represents anything inimical to the health and well being of any enterprise; merely that it is
less than it is being sold as. Might it be useful as one of many tools for monitoring
customer sentiments and behaviour? Yes. Is it powerful or accurate enough to be used as

the only tool? Absolutely not.
Mr. Reichheld would have us believe that if you concentrate on building a high score to a

single metric, everything else will follow. While that makes for attractive theory, the reality

Is, it just doesn’t work that way. Tracking change in an organization is one thing. Driving
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change is another matter entirely. To bridge the gap between collecting information and

actually putting it into play, a customer survey needs to entail several key components.

1)

2)

3)

4)

It needs to explore all of the dynamics and touch points that comprise and
contribute to the customer relationship. No single question, posed in a vacuum, will
produce an accurate set of responses. Customer loyalty and recommendation
behaviour are products of satisfaction with the total customer relationship. They are

not, and cannot be effectively dealt with, as a free-standing outcome.

Information produced by a survey must be actionable, as opposed to merely
interesting. Survey data and summary metrics need to be clear, non-subjective and
unambiguous. Scales and data collection methods that tend to influence replies or
generate predictable outcomes must be avoided. Metrics need to be based on fact,
not supposition and theory. Arbitrarily calculated combinations or groupings of
responses — such as assuming that all detractors are created equal — merely
produces informational clutter while obscuring the true opinions of individual

customer respondents.

It needs to utilize metrics that are quantifiable. Among our objections to NPS is the
total lack of support data attached to its claims. Rather than, improve this metric
and growth rates will increase, focus on tools like the Revenue Index, which
provides a reliable measure for predicting and tracking the impact of specific actions

and outcomes on revenue contribution.

It needs to ultimately provide a clear sense of direction. They key to any survey is
not in learning simply what customers think. You need to learn why they think it, and

how to most efficiently and effectively change their opinions for the better.

NPS has been heralded by its creator as the proverbial magic pill. It is our belief that no

such pill exists. Developing satisfied customers takes dedication, commitment and work,

plain and simple. Tracking an arbitrarily derived number is not going to get the job done.

Howard Ploman

President

InfoQuest International
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Guidelines for a Dealer to Customer Satisfaction Su  rvey

The idea behind the Dealer to Customer surveys, where the top-level OEM (Original
Equipment Manufacturer) or ‘Client’ asks their Dealers to conduct customer satisfaction
surveys, is to grow good quality Profitable Sales through the supply chain. Whether the
Dealer only sells the OEM’s products or sells other products besides, or whether the
Dealer is independent or not, is irrelevant. If the Dealer sells more then the Client sells

more.

These guidelines are based on the InfoQuest survey technique; our ability to gather high

levels of attributable responses coupled with the post-survey workshops.

Cost Sharing

There should be a 50:50 split of the costs between the Dealer and the Client. If the Dealer
pays all of the costs then the Dealer is unlikely to share all of the findings with the Client. If
the Client pays all of the costs then the Dealer is unlikely to see the full value of the survey.
A 50:50 split is fair and equitable.

R.O.l. Guarantee

The unique InfoQuest 10:1 return on investment guarantee can be used to encourage
Dealers into accepting the InfoQuest technique. If the Client is contributing 50% of the
cost, as suggested above, then the return on investment should be guaranteed at a

minimum of 20:1.

Use the Same Questions

The same standard questions should be used throughout the exercise. This allows
accurate benchmarking comparisons between dealerships and allows the Client to easily
recognise which Dealer needs help and which Dealer deserves praise. Recommended 40

cards.

Allow Extra Questions

Dealers should be allowed to ask additional questions to those in the standard list. If 40
cards are used in the Standard deck, the Dealers can choose a further 20 to suit their
business. Typical extra questions would cover areas not “normal” within their industry, such
as 24-hour operation, night-time servicing, web-based parts ordering, off-shore working
and local legal requirements. InfoQuest will bill these separately to the Dealer.
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Plan the Campaign
Notes to consider when planning the campaign include the following:

Allow time for your own internal dealer development people to follow-up on the post-
survey workshops. They need to support and [indirectly] manage the improvement
programme that comes from the workshop.

Ensure that the campaign schedule allows for slippage, and that even with slippage
ALL of the current year’s surveys will be completed before the next year’s campaign
begins. This will allow the Client the opportunity to compare and contrast all the
results in a timely manner.

A well-publicised phased approach, with batches of surveys starting at the
beginning of each month, appears to be the easiest way of managing the campaign.
For example, 70 dealerships in a campaign would be best scheduled at 10 per

month over 7 months.

Co-Brand the Surveys

Surveys should be co-branded, with both the Client’s logo and the Dealer’s logo being
used on the top left-hand-side of the mini-surveys (the supplemental information sheet that
goes inside the InfoQuest box). The note on the mini-survey should come from the Dealer
Principal.

Choice of Customers

The survey will review the Dealer’s business processes from the Dealer’s customers’ point
of view. Therefore the survey should include the Dealer’s most important customers — in
other words their largest customers. The Client should ask the Dealers to provide a list of
their 100 biggest accounts from the previous year — this is both fair and auditable. For the
top 20 largest accounts it is recommended that, where possible, more than one named
individual should be included so as to get a more balanced view of the relationship. Then,

InfoQuest can survey the chosen number of customers, as agreed by the Client.

Introduce the Surveys to the Dealers

One of the best ways to introduce the Dealers to the survey is by conducting a Client
survey on the Dealer Principals. This can be carried out at an early stage. It shows
commitment from the Client and should demonstrate the ease and efficiency of the

InfoQuest process.
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Post-survey Workshops

The Client’s Dealer Development staff need to be trained and have a standardised
approach to running the post-survey workshops with the Dealer’s senior team. The
ownership of the feedback report is transferred to the Dealer’s team during the workshop,
and the team will list and then prioritise between 60 and 100 ideas for increasing profitable
sales based on the report’s findings. The Client’'s Dealer Development staff will then be in
a position to mentor, monitor and manage the customised continuous improvement

programme that comes from out of the workshop.

Additional Segmentation
The Client will receive copies of the Dealers reports together with running totals,

summaries and specific benchmarks. Additional segmented reports can be produced to

reflect any other segmentation. Examples are: —

Internal categories of Dealers, such as Platinum, Gold, Silver and Bronze.
Regional differences, such as Northern, Central and Southern.
Age differences, such as less than 2 years old, 2 to 5 years, and established for

more than 5 years.

Example Questions

Library Questions

1. Overall
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. On an overall basis, how satisfied are you with [Our Company]?

. How satisfied are you with the ease of doing business with our company?
. I would purchase products or services from your company again.

. I would recommend your company to an associate.

ADMINISTRATION & FINANCE CATEGORIES

. Billing and Invoicing

. How satisfied are you with our billing and invoicing?

. Invoices from your company are complete and accurate.

. Billing issues are fairly and satisfactorily resolved.

. When there is an issue with an invoice, your personnel are accommodating and helpful.

. Credits and Payments

. How satisfied are you with our credit and payment process?

. The credit and payment schedules you provide us are consistent with our needs.

. When a credit or payment issue arises, you work effectively with us to arrive at a solution.
. Your credit and payment schedules are consistent with the industry norms.

. Credits and Returns

. How satisfied are you with our policies and procedures for issuing credits?

. Credits are issued in a prompt and efficient manner.

. The paperwork and time required to process returns is reasonable.

. The need to submit credit requests is infrequent.

. Ordering

. How satisfied are you that our ordering system is user friendly?

. The methods by which orders may be placed with your company are convenient.

. Your company makes it easy for me to determine the status of my orders.

. Contract or order changes are easy to make.

. Ordering

. How satisfied are you with the effectiveness with which we process your orders?

. Orders placed with your company are always processed correctly.

. Ordering from your company is an easy process.

. Your company is flexible and accommodating when we need to make changes to an order.
. Quotations

. How satisfied are you with the procedures we use for providing quotes?

. | can always count on your price quotes to be accurate.

. When providing quotes, your availability of information is readily accessible and up to the minute.
. Price quotes are provided in a prompt and efficient manner.
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RELATIONSHIP CATEGORIES
. Business Partner
. How satisfied are you in your dealings with our company as a business partner?
. Your company is flexible in the way it conducts business.
. Your company always keeps the promises it makes.
. Your company takes initiative and is proactive in working with me.

OO m>»

. Business Practices

. How satisfied are you with the way we conduct business?

. Once | am connected to the right person, any questions or problems | have are quickly resolved.
. The individuals that I interact with at your company are responsive to my needs.

. Your company seems to do everything it can to streamline processes.

OO0 wW>» o

10. Value-Added Partner

A. How satisfied are you with our company as a value-added business partner?
B. The relationship | have with your company adds value to mine.

C. When | think of quality products and services, | think of your company first.
D. Yours is an easy company to deal with.

11. Business Partner

A. How satisfied are you in your dealings with our company as a business partner?
B. Your company's business practices are easy to understand.

C. | can always count on your company to meet its promises and commitments.

D. Your company listens and responds to me when | have a problem.

12. Relationship
A. How satisfied are you with your relationship with our company's personnel?

B. | can always count on your personnel to follow up on problems to make sure they have been
resolved.

C. When dealing with any of your personnel, | am always treated with consideration and respect.
D. I have open and easy communication with people from your company.

COMMUNICATION CATEGORIES
13. Communication
A. How satisfied are you with our company's efforts to meet your communication needs?
B. When | call, | am always connected to the right individual who can help me.
C. Your company personnel have a thorough knowledge of products, services and policies.
D. I know exactly who to contact when | have questions or a need for information.

14. Communication

A. How satisfied are you with our company's overall communication efforts?

B. Your personnel routinely stay in touch with me to keep me apprised of issues that may affect me.
C. Everyone in your company seems committed to helping meet my business needs.

D. I do not need to rely solely on my sales representative to meet my informational needs.
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15. Telephone Communication

A. Based on recent experience, how satisfied are you with our telephone support systems?
B. When | am unable to initially contact someone, | know they will return my call promptly.
C. Your company is very responsive to telephone inquiries.

D. Your personnel are pleasant and accommodating whenever | call.

CUSTOMER SERVICE CATEGORIES
16. Customer Support
A. How satisfied are you with the level of customer support we provide?
B. Overall, your personnel make me feel as though you have my best interests on your mind.
C. Questions and needs are responded to quickly and efficiently.
D. Company personnel are knowledgeable of and responsive to my business needs.

17. Customer Service

A. How satisfied are you with the customer service we provide?

B. The customer service personnel are pleasant and knowledgeable

C. Whenever a problem arises, | know who to contact.

D. If someone cannot initially answer my question, they find the answer and get back to me promptly.

MANAGEMENT CATEGORIES
18. Management
A. How satisfied are you with the commitment of our company's management to assist you?
B. | am afforded the opportunity to meet with or talk to company management whenever | need to.
C. I have no need for a planning session with key members of your management staff.
D. I have been afforded the invitation and opportunity to visit your facilities.

19. Management Interactions

A. How satisfied are you with your interactions with our management?

B. The management people | have contacted in your company are customer focused.

C. | know that your management is available to address my problems and concerns.

D. | can always contact someone in your company who can make decisions that affect me.

DELIVERY CATEGORIES
20. Delivery
A. How satisfied are you with the delivery of our products or services?
B. Your deliveries arrive when promised.
C. Your deliveries are complete and accurate.
D. All deliveries are clearly marked to identify the contents.

21. Delivery

A. How satisfied are you with the delivery of our products or services?
B. All deliveries arrive in good condition.

C. All deliveries are made with the proper documentation.

D. Arranging for special deliveries or shipments is never a problem.
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22. Delivery Lead Times

A. How satisfied are you with our product delivery lead times?

B. Delivery lead times for standard production items are within industry standards.
C. Delivery lead times for custom items are within industry standards.

D. Your quoted lead-times are always met.

23. Delivery Communications
A. How satisfied are you with how we keep you apprised of the status of pending deliveries?
B. | am kept fully informed of the up to date status of all deliveries.

C. Changes to promised delivery dates are pro-actively communicated to me before the fact, not
after.

D. If a promised delivery date changes, | am given sufficient warning to be able to deal with it.

24. Shipping

A. How satisfied are you with the means we use for shipping our product?

B. All items received have been properly handled and stored during shipment.

C. Packing and shipping materials are adequate to protect the product during shipment.

D. All product is protected from environmental conditions (dust, moisture, etc.) during shipment.

25. Product Packaging

A. How satisfied are you with our product packaging?

B. All product I receive is packaged and labelled according to specifications.
C. Your packaging fully meets my shipping, usage and merchandising needs.
D. I never receive product that is poorly packaged or mislabelled.

PRODUCT CATEGORIES
26. New Products
A. How satisfied are you with our efforts to communicate the availability of new products?
B. Your sales representative keeps me well-informed of new products or services available to me.

C. Your company always informs me of your new products or services before | hear about them
somewhere else.

D. The information and materials | receive on your new products are adequate to meet my
informational needs.

27. Product Performance

A. How satisfied are you with the performance of our products?

B. Your product design and features are innovative.

C. The scope of your product line meets our needs.

D. I can not think of any ways in which your products could be improved.

28. Product Quality

A. How satisfied are you with the quality of our products?

B. The products supplied by your company perform as represented in your literature.
C. Any issues having to do with quality are promptly corrected.

D. The quality process that you use in your company is sufficient for our requirements.
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29. Product Quality

A. How satisfied are you with the quality of our products?

B. All products purchased from your company consistently meet specifications and quality standards.
C. If a quality issue arises, your company strives to make sure it is quickly and appropriately resolved.
D. Your overall product quality meets our needs.

30. Product Value

A. All things considered (cost, durability, quality, etc.), how satisfied are you with our products?
B. | purchase your products because they represent excellent value for the money.

C. When | think of product quality, | think of your company first.

D. Of all the suppliers of your product I've used, yours provides the highest overall reliability.

31. Product Value

A. How satisfied are you with our products as representing value for the money paid?

B. The level of technical support you provide is a key value ingredient for your company.
C. The durability of your products is a key value ingredient for your company.

D. The quality of your products is a key value ingredient for your company.

32. Product Value

A. How satisfied are you with our products as representing value for the money paid?

B. Your willingness to work with us as a partner, not just a customer, is a key value ingredient for your
company.

C. Your efforts to keep me updated on trends in my market environment is a key value ingredient for
your company.

D. Your ability to find innovative solutions to changing needs is a key value ingredient for your
company.

PRODUCT SUPPORT CATEGORIES
33. Technical Support
A. How satisfied are you with the level of technical support we provide?

B. When | call with a technical question, | am promptly connected to a person who can give me an
answer.

C. | get my technical questions answered on the first attempt.
D. Your technical support people follow up to make sure my problem has been corrected.

34. Technical Support
A. How satisfied are you with the level of technical support we provide?

B. When | call technical support, your support staff are knowledgeable and skilled at resolving
problems.

C. My technical product support issues are resolved in a timely manner.

D. There is a defined escalation path if | feel | am not getting the results | should for a technical
support related issue.

35. Warranties

A. How satisfied are you with the warranties we provide for our products?
B. Whenever a warranty question arises, it is dealt with quickly and fairly.
C. The applicability of warranty coverage is never an issue.

D. Warranty terms and conditions are fair and reasonable.
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36. Training Courses

A. How satisfied are you with the training courses we provide?

B. The subject content of available training programmes is complete and effective.

C. Your training program instructors are knowledgeable of the subject matters they teach.
D. Your training courses are of the right duration and frequency.

37. Training Material

A. How satisfied are you with the training material we provide?
B. The training material is complete and effective.

C. The training material is easy to understand and follow.

D. The training material is up to date.

38. Documentation

A. How satisfied are you with the quality of printed support materials we provide?

B. Product use and specification manuals are comprehensive and easy to read.

C. Product use manuals are effective for operator training.

D. Your choice of media for your manuals (e.g.: hard copy, CD, disk), meets our needs.

39. Test Standards

A. How satisfied are you with our procedures for maintaining and documenting test standards?
B. All items received are marked or otherwise verified as having met test standards.

C. All test data is properly maintained to assure traceability if the need arises.

D. If a quality issue or question arises, | know exactly who to call for assistance.

40. Design Input
A. How satisfied are you with our responsiveness to your input relative to design or quality issues?

B. When designing a new product, your company strives to understand all issues and needs before
proceeding.

C. Your approach to design issues is based more on problem prevention than detection after
occurrence.

D. When discussing design related issues, your company views us as a partner, not just a customer.

41. Product Line

A. How satisfied are you with the breadth of selection in our product line?
B. The variety of products you offer fully meets our buying needs.

C. The diversity of your product line is a major reason | buy from you.

D. I wish you would expand the number of items in your product line.

42. Product Line

A. How satisfied are you with the diversity of our product line?

B. | have no product needs that your company fails to meet.

C. Your ability to meet isolated or unusual product needs is a major reason | buy from you.
D. I rarely have to buy from other sources because you don't offer the products | need.
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EQUIPMENT CATEGORIES
43. Machine Delivery
A. Overall, how satisfied are you with the delivery and installation of your new equipment?
B. All equipment, parts and operator manuals were available at the time of delivery.
C. The length of time it took to set up and install the equipment at our location was as planned.
D. The equipment was delivered on or before the agreed date.

44. Installation

A. How satisfied are you with our installation of equipment?

B. The personnel installing your equipment work quickly and effectively.

C. Expectations of what would occur during the installation were clearly defined in advance.
D. Installations are performed correctly the first time.

45, Equipment Performance

A. How satisfied are you with the overall performance of your new equipment?

B. The equipment has fully met our needs for the required applications and uses.

C. Our new [specify type] equipment has been very reliable.

D. | cannot think of any ways in which the performance of the equipment could be improved.

46. Spare Parts

A. How satisfied are you with our performance at meeting your spare parts needs?

B. The lead time required for the delivery of spare parts is sufficient for our needs.

C. Your company is responsive if we need expedited or emergency delivery of spare parts.
D. You maintain an adequate inventory of spare parts to properly support legacy equipment.

47. Equipment Service

A. How satisfied are you with the service we provide for your equipment?

B. Service personnel respond quickly and effectively to our requests for service.
C. Service personnel are knowledgeable about the equipment they service.

D. When equipment is serviced, problems are corrected the first time.

48. Service Technicians

A. How satisfied are you with the performance of our service technicians?
B. Service technicians are well stocked with replacement parts.

C. Service technicians usually fix the problem on the first visit.

D. Service technicians respond to equipment breakdowns promptly.

49, After Sales Support (Equipment)

A. How satisfied are you with the amount of follow up contact we provided after your installation?
B. Your service organization gave my company full support during the installation.

C. The length of time it took for the machine to be functional was reasonable.

D. The features and functions of the new machine are exactly what my business ordered.

50. Operator Training
A. How satisfied are you with the operator training that was provided for your equipment?
B. The scope and duration of operator training for our new equipment was adequate.

C. Operator support materials (manuals, documentation, etc.) for our new equipment are easy to
understand.

D. Follow-up training needs for our new equipment have been quickly provided for.
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SALES & MARKETING CATEGORIES
51. Literature
A. How satisfied are you with the literature we provide to describe our products and services?
B. Your literature is very easy to read and understand.
C. | get enough literature to keep me well informed about the products you offer.
D. Your literature is kept current and up to date.

52. Sales Performance

A. How satisfied are you with the overall performance of our sales representatives?

B. Your sales representatives thoroughly know and understand your products and services.
C. Your sales representatives understand my business needs.

D. Your sales representatives suggest solutions to improve our business.

53. Sales Performance

A. How satisfied are you with the overall performance of our sales representatives?
B. The coordination between your sales and service people is excellent.

C. Your sales representative treats our account as a valued partner in business.

D. | know who my sales representative is.

54. Sales Relationship

A. How satisfied are you with your overall relationship with our sales representatives?
B. Your sales representative takes initiative and is proactive in working with me.

C. My sales representative responds to my inquiries promptly.

D. Your sales rep is a trusted advisor for our business.

55. Sales Responsiveness

A. How satisfied are you with our sales representative's overall level of responsiveness?
B. My sales representative is always attentive and responsive to my needs.

C. My sales representative is accessible if | need assistance.

D. | get the feeling my sales representative views my business as a priority.

56. Sales Performance

A. How satisfied are you with the personal commitment of our sales representatives?

B. Your sales representatives are pleasant, accommodating and treat me with respect.

C. The frequency of meetings | have with your sales representatives is adequate to meet my needs.
D. Your sales representatives keep their appointments and are prepared to discuss my needs.

57. Distributor Marketing Support

A. How satisfied are you with our marketing support programmes?

B. Your marketing support programmes are a major component of our overall business strategy.

C. I have a clear understanding of the benefits we receive from your marketing support programmes.
D. | have seen a marked improvement in company sponsored marketing support efforts.

58. Distributor Sales Support

A. How satisfied are you with our overall sales support efforts?

B. The sales materials you provide are creative and effective.

C. Your account managers are important members of our sales team.
D. I can count on your company when | need help in making a sale.
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59. Website

A. How satisfied are you with the design and functionality of our website?

B. Your website is very informative and easy to use.

C. Your website is the preferred route by which to receive product information.

D. I routinely use your website to get information about your company or its products.

DISTRIBUTOR PERFORMANCE CATEGORIES
60. Distributor Performance
A. How satisfied are you with the performance of our local (distributor/dealer/representative)?
B. Your local (dealer) is a valuable resource for important product information.
C. Your local (dealer) adds value to my selling efforts.
D. Your local (dealer) carries adequate inventory of your products.

61. Manufacturer's Sales Reps

A. How satisfied are you with the knowledge of our manufacturer's sales reps?

B. Your manufacturer's sales rep makes productive joint sales calls with end-users.

C. Your manufacturer's sales reps are empowered and responsive to my needs.

D. Your manufacturer's sales reps provide effective and accurate training on your products.

BRAND EQUITY CATEGORIES
62. Business Trust

A. How satisfied are you that you can trust our company to look out for your interests, not just our
own?

B. Your company takes a collaborative approach to our business relationship.

C. If anew business need arises in my company, | can count on you to do everything you can to help
me meet it.

D. My business relationship with your company is built on trust and respect.

63. Long-Term Partner

A. How satisfied are you that you can rely on our company as a long-term business partner?

B. When problems arise, your company puts more effort into finding solutions than in affixing blame.
C. Your company's search for solutions is driven by a spirit of collaboration.

D. Your company views business relationships from a long-term perspective, not just as a short-term
transaction.

64. Commitment
A. How satisfied are you that our company is committed to helping you meet your business needs?

B. Your company's approach to business says that you are committed to generating "win-win"
situations for both of us.

C. My trust in your company and its products is an important reason why | buy from you.
D. | view your company as a "go to" source for innovative solutions.

65. Industry Leadership

A. How satisfied are you with our company, not just as a supplier, but as an industry leader?

B. The quality of your products is an important reason we buy from you.

C. Consistent product availability is an important reason why we buy from your company.

D. My overall positive view of your brand is an important reason why we buy from your company.
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66. Industry Leadership
A. How satisfied are you with our company, not just as a supplier, but as an industry leader?

B. Your company's technical and market expertise is a major reason why | specify or purchase your
products.

C. Your company provides solutions which help me obtain more value for my company's products in
the marketplace.

D. The updates you provide on trends in our industry is a major reason we buy from your company.

PROFESSIONAL SERVICE FIRM CATEGORIES
67. Relationship
A. How satisfied are you in your dealings with our company as a business partner?
B. Your company works as a team with our staff.
C. I view your firm as a valued business advisor.
D. Your company provides valuable ideas that help me increase profitability.

68. Business Practices

A. How satisfied are you with the way we conduct business?

B. Your company always shows an interest in me and my company.

C. Your company takes initiative and is proactive in working with me.

D. | can always count on your company to meet its promises and commitments.

69. Fees

A. How satisfied are you with our fees?

B. Your fees are fair and reasonable.

C. Invoices from your company are complete and accurate.

D. I am always made aware of and understand your fees before the work is done.

70. Quality of Services

A. Overall, how satisfied are you with the quality of services provided by our company?

B. When | think of quality business services, | think of your company first.

C. I engage your firm because your services represent excellent value for the money.

D. The service | receive from your firm is better than other (specify type) firms | have dealt with.

71. Professional Staff

A. How satisfied are you with your interactions with our professional staff?

B. The professional staff personnel | have contacted in your company are customer focused.
C. I know that your professional staff is available to address my problems and concerns.

D. | can always contact someone in your company who can make decisions that affect me.

72. Written Material

A. How satisfied are you with our newsletters?

B. Your newsletters give me useful information.

C. | always read your newsletters and other literature.

D. | generally save past issues of your newsletters to use as a reference source.

73. Responsiveness

A. How satisfied are you with the responsiveness of our people?
B. Your company is accessible when | need assistance.

C. Commitments and deadlines are always met.

D. Your company strives to understand my business and its needs.
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74. Services Offered

A. How satisfied are you with the range of services we provide?

B. Your company provides valuable ideas that fully meet our needs.

C. Your ability to address unusual needs is a major reason | engage your firm.

D. | sometimes have to look to other sources because you don't offer the services | need.

75. Service Value

A. Overall, how satisfied are you with the value of our services?

B. | engage your firm because your services represent excellent value for the money.
C. When | think of quality business services, | think of your firm first.

D. The service | receive from your firm is better than other professional service providers that | have
dealt with.

76. Service Team

A. How satisfied are you with the overall performance of our service team?
B. Your service team is accessible when | need assistance.

C. Your service team strives to understand my business and its needs.

D. Your service team regularly suggests solutions to improve our business.

77. Information Resources

A. How satisfied are you with the relevance and usefulness of our information resources?
B. | always read your newsletters because they give me valuable information.

C. I value the seminars and other educational offerings provided by your firm.

D. | generally save your informational mailings to use as a reference source.
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Specifications For A Quality Survey

Performance By Available Methods

Criteria

Standard

Reason

InfoQuest

Paper

Telephone

\Web

Response Rate

At least 50%

Low rates generate disproportionate
responses from “far end of the
spectrum” customers. Also makes it
impossible to target high revenue
accounts.

InfoQuest’s worldwide
average response
rate, from hard to
reach decision
makers, is over 70%

Response rates for paper-based suneys
are between 5% and 8%

Perhaps 50% for a very short suney (5
minutes max); rapidly declines as time
requirement increases

Response rates for web-based suneys are
between 5% and 15% and are dropping

Number of 36 - 60 Less than 30 fails to provide sufficient|36 — 60 One page max. 5 minute survey allows 10 — 12 questions, 36 — 60
Questions actionable info. More than 60 after which the response rate rapidly
depresses the response rate. contracts.
Candour The presumption |If identity is presumed to be known, [Customers tendto  |Forms often not considered valid without |None. Identity of respondent is Use of security access codes leads to
of anonymity is  |majority of respondents will withhold |assume anonymity, |customer's signature. Most contain bar Junquestionably known. presumptions of traceability.
vital. critical comments due to concern but each box is coded |codes or letter codes that are assumed to
over ramifications. to enable fully be identifiers.
attributable feedback.
Delivery Need assurance |[if you can’'t get a surwey in front of a [The InfoQuest box is |They are often filtered out as junk mail.  |Secretarial and wicemail guardianship is high [Access provided via e-mail. Increasingly difficult

that survey will  Jcustomer, you can't get a response. |expected by your and accessibility is low. Leads to poor hit to get past spam filters and internal firewalls.
make it to customer due to pre- rates and many call-backs.
intended survey validation call
participant. and confirmation of
address. 95% reach
Acceptability Must be Business people are too busy to It comes in a box. It's|]Unengaging, soulless, regarded as a Time consuming, highly intrusive, almost Owerused and unimaginative. Seen as a paper

something that
customers will be
interested in
doing. Must be

some kind of

dewvote time to things that waste time
or hold no promise of enhancing the
customer relationship.

fun, unique, tactile
and engaging.

process. Often associated with junk mail.

universally disliked. Often associated with
telemarketing.

suney on a screen. Often associated with SPAM.

Customer Benefit

The age-old
human need
“What's in it for
me?”" must have a
beneficial
response.

People are busy and they are
deluged with suneys. If there is not
something to create \isibility and
interest, most people will have better
things to do with their time.

An offer to share
results produces
interest in process.
Delivery of a unique
suney stimulates
further interest.

Average response rate is 5 — 8%. If there
is a benefit, very few customers see it.

Seen by most people as something to be
endured, and only if they are unable to escape
it.

So owerused they are no longer taken seriously.
Response rates have been falling for years.
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Specifications For A Quality Survey

Performance By Available Methods

Criteria

Standard

Reason

InfoQuest

Paper

Telephone

\Web

Response
Influences Must
be Eliminated

Must lead to
candid, accurate
and unbiased

Poorly worded or structured suneys
will introduce biases and can lead
respondents to answers that may not

Questions posed in
random order to awid
patterned replies. One

Patterned responses and comparison of
answers undermines accuracy.

Inteniewer's perceived age,accent, gender
and/or skill can all influence results.

Prone to same influences as paper.

responses. reflect their true opinions. \Msible question at a

time awids

comparisons.
Must Be Multi- |Customers in \While certain cultural idiosyncrasies |A process that has Poor domestic response rates are even  |Phone suneys are unacceptable in Japan; the|A multi-lingual web suney typically requires the
Cultural and Chicago and will unawoidably filter into and impact [been used: - |worse on an international level. In many  |telephone there is used to set face to face establishment of a separate suney site for each
Consistent Seattle must look |the understanding of international over 120,000 times - |Latin American countries,mail can take [appointments, not to conduct business. required language. Costs for that alone can
Across All at methodology, [responses, it is critical to make sure [in 78 countries - in 25|weeks to be delivered. In some outlying |Getting past secretaries in France is very quickly become prohibitive. However, there is more]
Countries and Alljat questions and |that the survey material or method  [languages - on areas of Brazil - and even certain inner  |difficult;particularly in Paris if the caller's to conducting an international web survey than just|
Languages at response itself does nothing to alter or impact |behalf of clients city areas — routine senice is not even accent does not sound Parisian. Telephone |setting up multiple web sites. First, it is by no

options
and,without
exception, seethe
same thing, and
derive the same
meaning, as
customers in Sao
Paulo,Shanghai or|
Mumbai.

responses. A gquestion that makes
perfect sense in English may not
have an equivalent,literal translation
into other languages. Or, as is the
case in Japan, a literal translation
may be available, but the result may
have a different cultural meaning than
was intended (see Chapter 3, Page
3, of the“Questions” Brochure). Or,
subjective response metrics,
problematic in English to begin with,
are often impossible to replicate in
other languages. And, finally, there
are issues with some methodologies
in some countries that simply make
them inappropriate or undesirable for
use

operating in over 100
industries.

available. Mail delivery is sub-contracted
to local courier companies who may or
may not ever get it delivered. The Italian
mail system, notoriously slow to begin
with,has been caught destroying mail to
relieve the backlog of high wlume periods.
In most western countries, paper suneys
are known to sender and recipient alike as
something that generates no response.
They are thus generally likened to and
treated as junk mail.

use in Germany is typically very brief. Phone
conversations can be very long in Italy, but
with very little information exchanged. From

one country to the next, perceptive differences

can significantly impact the type and quality
of responses.

means a given that all customers in all countries
will even have access to the Internet.
Second,there are areas of the world where Internet
laws affect how research may be conducted in
each country. In other words, functionality in
Newark does not necessarily equate to viability in
Kiev or Beijing. And, of course, the same issues
with language meaning and cultural nuance remain|
\very much a concern.

One provider

All international
survey work
should be
performed by a
single company.

Few research firms hawve global
capacity and must subcontract
international work, thereby sacrificing
oversight and control.

Production centres
and capability in The
lAmericas, Europe and
Asia.

Have you ewer called what you thought was a local helpline, only to find yourself speaking to someone you could barely comprehend, located
on the other side of the world?Is that who you want contacting your customers for you?
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