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Introduction

Professionals across every type of service organization face the challenge of developing a
culture that delivers high quality customer experiences. Providing exceptional experiences
creates brand loyalty and drives profitable growth and advocacy. In fact, customer loyalty is
often more about how customers feel about their experience than what they rationally think
about products and services.

Our experience mapping technique has been used by nationally-renowned healthcare
organizations to develop a better understanding of the experiences they deliver.
Understanding customer experiences is an important and necessary first step, but many
organizations find it challenging to take the next step of imparting what they have learned to
others within the organization and developing a rollout plan for improvement. In the following
pages, we will outline prescriptions for using training workshops to motivate employees and
define key behaviors. Translating these behaviors is critical for long-term growth.

Consider this conversation we witnessed at a large academic medical center:

“Don’t we already have service standards? Why do you need experience mapping? It seems
like we've already done this work.”

“Yes, we've had service standards for a few years. Honestly, employees rarely refer to them.
They don’t know what’s expected. No one knew what they meant until they develop their own
behaviors, specific to the Emergency Department. The experience mapping process built more
empathy with patients and helped staff to see how what they do every day reinforces the
standards. It brought the standards to life.”

Translating Service Standards

Almost every healthcare organization has a set of high-level service standards. These often
include a series of abstract concepts like Privacy or Professionalism. While a good start, this
approach alone often fails to gain internal adoption. Employees frequently read and
understand the service standards, but do not have the tools to translate them into everyday
behaviors. Furthermore, they see the standards as “ivory tower” mandates, and often don'’t live
by them. These standards often confuse employees who provide excellent service (in their
own way), but, unfortunately, the organization fails to provide consistent experiences.

After using research to gain a clear understanding of the current experiences of patients,
physicians, and families, training workshops can be useful tools for engaging employees to
define the ideal experience and brainstorm ways to solve issues that are not currently ideal.
Additionally, employees can take responsibility for delivering an ideal experience by
developing personal action plans. The process of having employees play a role in the key
behaviors they will exhibit in order to fulfill the high-level standards is key to gaining buy-in

and making standards actionable.
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Tools to Succeed

When developing workshops, it is necessary to first ensure that attendees have adequate
knowledge of current service standards. For this reason, content should include an
introduction of your organization’s guidelines for customer experiences (in other words, what
you promise to customers) and current strengths and challenges (information that should be
derived from research such as experience mapping). This can often be found through service
excellence groups or even in your Brand Book. Content should review all of the steps in the
customer’s journey, so attendees gain an understanding that even if they only interact with
customers at a specific stage in their journey, these interactions shape how customers feel
about the rest of their journey. Most often overlooked are expectations the customer has even
before they arrive at your facility - based on the promise of your brand.

Motivating employees to consistently follow service standards is crucial. One way to do this is
providing them with opportunities to develop empathy throughout the workshop. For
example, facilitating discussions about their personal experiences as a customer and how they
felt or reacted when their needs were unmet or exceeded. Employees should be given
opportunities to think from the patient’s perspective by answering questions such as “If you or
a family member were a patient, what would be your ideal experience?” Additionally,
providing them with patient quotes, videos or stories gives them an opportunity to hear how
their individual actions and decisions impact customers. For example, our team often uses
short audio clips from patient interviews to reinforce need areas; these evoke strong reactions
from those listening to the presentation because they are able to hear emotions in the patients’
voices that are impossible to capture on paper.

Finally, employees need to be empowered to demonstrate behaviors or make changes that are
necessary to meet customer needs. When possible, workshops should include an opportunity
for attendees to brainstorm solutions to issues that prohibit an ideal experience. Many
workshops do not initially allow enough time to critique ideas and confirm solutions, so it is
important to set clear expectations for this at the beginning. One method that works for many
organizations is to prioritize need areas based on feasibility, then cost/benefit tradeoffs.
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Assign a determined need area to a work team composed of employees who have positions or
experience related to the need area. Teams should be given specific instructions to structure
their brainstorming. For example, they could be given a list of specific problems within the
need area that they have been assigned, and then asked to develop ideas on Post-It-Notes. The
Post-It Notes are then clustered into categories based on similarity, and the group discusses
who should have the primary responsibility for managing the issue (such as marketing,
information systems or service improvement teams) and what resources are necessary to
enact the solution.

Another way to structure brainstorming is to provide teams with concepts that build an ideal
experience, and then instruct them to develop recommendations for improving each of those
concept areas. We have found that experience-related need areas can often be categorized into
the concepts of communication, care and coordination. For example, when we worked with a
large academic medical center to improve the services they provide to out-of-state patients,
workshop attendees used the results of our experience mapping research to determine that
they wanted to better communicate what they offer via the website and patient handbooks,
develop a plan for remotely managing care after patients return home, and coordinate
appointments with multiple service areas prior to the patient’s visit. Teams will likely develop
multiple recommendations under each concept, which they can subsequently prioritize and
determine action items for the top priority areas.

Another way to empower and motivate employees during training workshops is to have them
create a personal action plan for enhancing customer experiences. When developing their
plans, they should be thinking about the question, “What specific things will I do to keep
customers satisfied?” Their personal action plan should include resolutions that are relevant to
their position or department and can be completed individually or within their work group.
After the training, supervisors and workgroups should reference personal action plans to
review successes and set goals for continued improvement. Setting up a plan to continue using
and monitoring the personal action plans after the training workshops is very important, as
this will help employees transfer what they learned to everyday situations.

Case Study
Cancer Treatment Centers America®(CTCA) is a multi-site healthcare
provider that partnered with Gelb to create a guest (how they refer to
Cﬁggﬁrnenl patients and their families) experience training that would be relevant
Centers to stakeholders (how they refer to employees) across their

of America  organization.

Winning the fight against cancer, every day®

Although they had overall high patient satisfaction scores at the
beginning of the process, they noticed some specific areas of the guest journey that were
consistently rated lower in satisfaction than others. Through this training, they wanted to
improve these specific areas and solidify their already high-performing areas to reinforce their
culture of Mother Standard® of care (their foundational approach that asks “If your mother had
cancer, how would you want her to be treated?”) by providing tools that made the current

guidelines more tangible.
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We began by meeting with stakeholders in multiple customer service roles and reviewing
current educational materials, research, patient satisfaction scores, and website content. After
gaining a clear understanding of their current service standards and how they were being
enacted in everyday situations, we worked with their team to develop rich content that
included an introduction to experience management, aligning their philosophy with each step
of the guest journey, and personal action planning.

The training included patient and stakeholder videos, brainstorming sessions and discussion
activities. These day-long workshops affirmed Mother Standard®, divided a guest’s journey
into specific steps and touchpoints, and provided a basis for developing expected behaviors
across all areas. Managers were also providing facilitator training to carry on the work into the
future. Below is the experience map that was used to outline the ideal patient journey and an
example of a stakeholder video.
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Managers use the personal action plans that stakeholders develop after training using an
online reinforcement tool to ensure they understand, translate and act upon the expected
behaviors. Their personal action plan (see image below) highlights their specific performance
against individual goals in order to improve the overall guest experience and for annual
recognition and rewards for exceptional stakeholder service. In addition, training and
development resource needs can be identified for further reinforcement or skills
enhancement.
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This was the first learning module offered by their newly formed CTCA Center for Learning.
Since the Guest Experience Management training has been in place, there have been favorable
changes in the CTCA guest experience. A review of the FY 2010 Patient (guest) Loyalty Survey
results reflect significant improvements in three of four hospitals in the following areas: ease
and speed of guest admissions, timeliness and ease in which care was delivered and overall
satisfaction with medical providers and the CTCA experience, to name a few. Moreover, all four
CTCA hospitals showed an increase in guest satisfaction scores related to satisfaction with
their hospitalist, radiation oncologist, surgeon, understanding their medical condition and
overall change in hopefulness from before to after coming to CTCA.
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About Endeavor

Endeavor Management, is an international management consulting firm that collaboratively
works with their clients to achieve greater value from their transformational business
initiatives. Endeavor serves as a catalyst by providing pragmatic methodologies and industry
expertise in Transformational Strategies, Operational Excellence, Organizational Effectiveness,
and Transformational Leadership.

Our clients include those responsible for:

. Business Strategy

. Marketing and Brand Strategy
. Operations

. Technology Deployment

. Strategic Human Capital

. Corporate Finance

The firm’s 40 year heritage has produced a substantial portfolio of proven methodologies,
deep operational insight and broad industry experience. This experience enables our team to
quickly understand the dynamics of client companies and markets. Endeavor’s clients span the
globe and are typically leaders in their industry.

Gelb Consulting Group, a wholly owned subsidiary, monitors organizational performance and
designs winning marketing strategies. Gelb helps organizations focus their marketing
initiatives by fully understanding customer needs through proven strategic frameworks to
guide marketing strategies, build trusted brands, deliver exceptional experiences and launch
new products.

Our websites:
www.endeavormgmt.com

www.gelbconsulting.com
www.gulfresearch.com
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