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FOREWORD

I am going to start my introduction to this new book by Robina 
and Brian by quoting Stephen Covey in his book The 7 Habits 
of Highly Effective People (2004): ‘Start with the end in mind’, a 
fairly innocuous but hugely powerful statement once you learn 
how to truly exploit the meaning of it. We will come back to 
this later.

I first met Robina early in my career at a point where I had 
chosen to take redundancy from an IT leadership role I loved, 
in an organisation that was preparing itself for sale. At that 
time, I had a choice: to stay and work for the outsourced 
partner I had selected or to take redundancy. Both paths were 
unknown to me; each held possibilities but no certainties, and 
from that moment forwards the one constant in my career, like 
many others in the IT industry, has been the ability to ‘navigate 
the grey’ and derive possibilities from planned and unplanned 
events and opportunities. 

While transitioning to my new role I chose to attend a course 
at Cranfield School of Management, called ‘Organisational 
Politics and IT’, the basis of which would evolve into what we 
now know as business engagement or business relationship 
management (it was, however, many years before the IT 
profession even had a formal name for it). 

The course was led by Dr Robina Chatham and the beauty (and 
discomfort) of the content was that it took me away from all of 
the functional skills I had grown up with and been rewarded for 
in this industry. These were the skills that were highly valued 
by my then mentors and functional senior leaders: analysis,  
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FOREWORD

coding, scripting and devising strategy documents that were 
like the Encyclopaedia Britannica and would soon become 
dust-gathering shelfware. From this background and through 
attending this course I transitioned to a world of personality 
types, colleague engagement, challenger relationships, 
building trust, developing business understanding and 
alignment and developing novel capabilities within IT teams, 
including myself. Although I didn’t know it at the time, this 
learning uniquely positioned me to transform a variety of 
businesses, as well as shaping the career path for myself and 
many others since.

Back to ‘start with the end in mind’. Robina and Brian in this book 
reflect on this fundamental principle by posing the question, 
what does good look like for you, your team, your organisation 
and your industry? Using their personal experience, expertise 
and insight, they have created a very practical and useable 
guide to improving your working environment, increasing the 
value of your contribution and enhancing the quality of the 
legacy you leave behind. 

This book will support you in creating the right environment, 
relationships, strategies, thinking, communication material 
and most importantly the team that will allow you to define 
your own version of ‘start with the end in mind’. It doesn’t just 
talk about the theories that can be used; it takes you by the 
hand and asks you to join Robina and Brian on the journey, 
but, as with all good things in life, to do it justice you and your 
teams may have to ‘dig deep’. Throughout the journey, Robina 
and Brian are there to help you ask the right question, then the 
next, and the next and the one after that of yourself, your team 
and your colleagues.

What makes Robina and Brian’s book so powerful is that they 
tell you ‘how’ to create your version of ‘start with the end in 
mind’, using their many years of real life experience and the 
invaluable insights provided by senior IT leaders they have 
worked with over the years. You may even recognise some 
of them.

x Read the complete book: www.bcs.org/books/deliveringbenefit 



FOREWORD

I would always encourage you to create your own vision, but 
use this book as a touchstone along the way – go be everything 
you can be. This IT industry of ours has some great leaders 
but always needs more ‘kick ass’ business leaders who are 
digitally aware and agile, who are able to navigate the grey, 
who can build great teams and leave great legacies. 

In a future where our opportunities to contribute become 
limitless and the demands on our businesses increase, we 
are here to serve, to transform, but most importantly, to 
contribute as business leaders who just happen to have a 
digital specialism. Enjoy!

Tanya Foster-Fitzgerald FBCS
Chief Information Officer, Raytheon
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PREFACE

Most people who find themselves in a leadership position 
for the first time are lost and unprepared. The challenge 
of stepping up to leadership is not something that can be 
overcome by attending a course or reading a book that 
abstractly talks about planning or motivation or delegation. 
There is a big difference between understanding the theory 
of how something works and being able to apply those ideas 
in practice, especially if things are going wrong and you are 
under pressure to get results.

We work extensively with mid- and senior-level leaders in the 
IT sector across national boundaries and cultures. We find 
common issues whether we are working with technical team 
leaders or the senior leadership team; they all ask us similar 
questions and they always start with the words ‘How do I …?’

But we have come to realise that generally they are not asking 
for theory; they already have the knowledge of what to do, they 
just have no idea of how to go about doing it in their particular 
context. 

When you engage with someone as their leader, you are 
not simply directing work; you are engaged in creating and 
sustaining an environment within which those people can 
deploy their various talents to collectively achieve great 
outcomes – outcomes that make a real difference in the lives 
of business partners, clients, customers and constituents.

Successful leaders realise that success comes more through 
their ability to create and sustain positive emotional spaces for 
their people than from implementing best-practice processes.
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PREFACE

Every situation that you face as a leader will have an element 
of uniqueness; every interaction will be coloured by the hopes, 
fears and aspirations of all parties. What makes leadership 
so difficult is that all too often you are unaware of your own 
driving forces, let alone those that drive the people you are 
leading.

When we are consulting with IT leaders at all levels we hear 
the same complaints: too much work, too few resources, too 
much change, conflicting priorities and customers who don’t 
understand our problems. We see good people running faster 
just to stay in the same place and too many people facing 
burnout. It need not be like this, but it takes courage and focus 
from the leader to change the situation for everyone’s benefit. 
In this book, we look at six areas of focus that we have come to 
believe are critical to an IT leader’s ability to deliver business 
benefit. The first thing to realise is that no leader can make 
a difference alone. To make a difference you need your team 
to follow your lead, to willingly commit their time, effort and 
talents to achieve great outcomes for your customers and 
business partners. 

We use the term business partner purposefully; historically IT 
functions have primarily served the back office and adopted 
the role of ‘service provider’; however, the world has changed. 
IT now pervades all areas of our organisations – front and 
back office – it is seen as the prime means of improving front-
of-the-firm effectiveness and, in many cases, the catalyst for 
business transformation. As a consequence, IT’s mindset is 
shifting from service provider to ‘business partner’. In this new 
world, traditional IT measures are no longer appropriate – they 
are akin to asking for a prenup in that they can be a major 
sign of distrust. Research conducted in 2016 by the Leading 
Edge Forum found traditional IT measures to be holding many 
organisations back; the value placed on control and proof 
rooting them firmly in provider mode. The more enlightened 
organisations had let go of these traditional measures and, in 
an environment of mutual trust and understanding, relied on 
qualitative as opposed to quantitative measures. 
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PREFACE

Indeed, those organisations operating in partner mode 
viewed formal measurements as not only irrelevant but also 
offensive. This research indicates that as the IT function moves 
centre stage towards trusted business partners, the approach 
to demonstrating business benefit must also move to adopt 
these more qualitative measures. In this book, we take the 
stance that the best way to envisage business benefit is by 
adopting the mindset of the business partner. All six chapters 
in this book set out from this perspective. 

Key to delivering benefit is really getting to know how 
technology can help your business better serve its customers. 
Therefore in Chapter 1 we start with understanding your 
customer and how to delight them. Getting close to your 
customers and ensuring you are ‘easy to do business with’ 
are key factors, but this requires you to look beyond just the 
immediate horizon of what is consuming their energies in 
the moment. As such, Chapter 2 deals with developing your 
ability to see the bigger picture. With a clear idea of how what 
you are doing fits with the overall long-term strategy of your 
organisation you are better placed to engineer solutions that 
have lasting impact. When you understand where you are going 
and you work with your head up rather than your eyes down it 
becomes possible to see developing trends or take advantage 
of unexpected events. For this reason, in Chapter 3 we look at 
how you can get better at seeing new opportunities. The ability 
to really exploit new opportunities will almost certainly call for 
you and your team to develop novel approaches; therefore in 
Chapter 4 we look at ways in which you can build a spirit of 
innovation within your team. 

If you are successful in developing the skills and attitudes 
that we have identified in the first four chapters, the net result 
will be lots of new opportunities to bring about changes in 
your business that are focused on improving the experience 
for all of your customers and other stakeholders. As a leader, 
it is important that you are seen as someone who can make 
change happen; this is the focus of Chapter 5. In the final 
chapter, we turn our attention to what you can personally do 
to help everyone involved cope better with the personal and  
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PREFACE

organisational impacts of deep and profound changes in their 
working lives.

Each of the chapters follows the same structure. Each chapter 
contains short anecdotes of how real people have applied 
some of the ideas in this book. We point to resources for you 
to develop a deeper engagement and understanding and we 
provide a series of simple things you can do now to start to 
develop into a more successful team leader.

Throughout the book you will see icons in the margin to focus 
your attention to particular aspects. Below you will find the 
key.

GOLDEN RULE

The golden rule to remember, even if you don’t remember 
anything else about the chapter.

ANECDOTE

An anecdote or case study; real-life experience from leaders 
who have faced these situations and taken purposeful action.

KEY IDEA

Key ideas to unlock potential. Things you should be trying to 
build into your professional practice.

QUESTIONS TO ASK YOURSELF

Get into the habit of asking yourself these questions before 
you take action.

xvi Read the complete book: www.bcs.org/books/deliveringbenefit 



PREFACE

EXERCISE REGIMES

Things you can try immediately together with hints on how to 
adopt and adapt the ideas to your unique situation.

RESOURCES

Links to resources where you can find additional helpful and 
inspiring ideas.

We are always fascinated to hear of your experiences in 
applying the ideas we have presented. Please email us with 
examples from your personal experience and we will seek to 
include them in future editions of this book series.

Brian Sutton and Robina Chatham

drbriansutton@gmail.com
robina@chatham.uk.com
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1 UNDERSTANDING YOUR 
CUSTOMERS: HOW TO TRULY 
DELIGHT THEM

The focus of this chapter is learning to look at the business 
through the eyes of your customers or clients. Often as you 
grapple with the challenges of your daily tasks and activities 
it is easy to lose sight of how those tasks contribute to the 
fulfilment of a customer or client need. Without customers 
a business cannot survive; therefore it is important to really 
understand how everything you do contributes to delivering a 
benefit that will be appreciated by a customer or client. 

WHY IS THIS IMPORTANT?

Now you have stepped up to team leadership you will inevitably 
become more externally focused; your interactions with other 
business functions will increase and you should also start 
to interact externally with the customers or clients of your 
business. As an IT team leader, your prime reason for being 
is to help your business serve its customers or clients better 
or more effectively. 

Any business will only survive if it is able to encourage existing 
customers to repeat purchase while at the same time finding 
new clients. Loyalty is the magic ingredient that drives repeat 
business and crucially encourages existing customers or 
clients to actively promote your goods or services and hence 
act as an unpaid sales force to help grow your business. If you 
are reading this and thinking that this doesn’t apply to you 
as you provide an internal service to your peers in the rest 
of the business, remember unless you are seen as value for  
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DELIVERING BENEFIT

money and easy to do business with, you are always in danger 
of being outsourced. 

All customers are important whether they are internal or 
external to the business and at some point a chain of internal 
customers or ‘business partners’ will have an interface with 
the outside world of real paying customers. In the early 1980s, 
Jan Carlzon became CEO of the problem-ridden Scandinavian 
Airlines. Over a period of 10 years he transformed the 
company by focusing on what he called ‘Moments of Truth’ 
– every interaction with a customer is an opportunity to 
form or change their impression of your business and your 
commitment to fulfilling their needs.

Your aim is to interact with your customers in a way that 
builds loyalty so that you become their supplier of choice 
(even if they don’t have a choice).

In order to become the supplier of choice you will need to:

 y Relentlessly focus on the customers’ needs rather 
than your own.

 y Understand that your customers also have customers. 
How is what you are doing going to help them with 
their own ‘moments of truth’?

 y Make sure that you are easy to do business with 
(ETDBW).1

In order to really excel you need to look along the value chain 
of the business, past your immediate business partner and try 
to understand how what you are providing will influence and 
enable your customers’ customer to have a better experience.

1  ETDBW is a term coined by Michael Hammer and expanded in his book The Agenda: 
What Every Business Must Do to Dominate the Decade (2001). It refers to being flex-
ible as a business and not forcing your customers to do everything your way, using 
your processes and nomenclature. Being ETDBW means that you place the customers’ 
needs first and are prepared to work differently to ensure they have a great experience.

2 Read the complete book: www.bcs.org/books/deliveringbenefit 



UNDERSTANDING YOUR CUSTOMERS: HOW TO TRULY DELIGHT THEM

THE IMPACT OF THE ISSUE

It is far more difficult to please customers of a service offering 
than those of a product offering. We expect services to work 
and when they do we don’t give them a second thought; 
however, when they go wrong we are very quick to complain. 
Therefore, when delivering a service offering you will have to 
work twice as hard to delight your customers in comparison 
to someone with a product offering. 

Many IT people are excited by the technology itself whereas 
their customers tend to be interested in what the technology 
can do for them. Salespeople used to focus on product features 
to distinguish the credentials of their offering, but now it is 
increasingly realised that customers are less interested in the 
features of a product than the solution that the product will 
allow them to achieve. As Harvard Professor Theodore Levitt 
reputedly used to tell his students, ‘people don’t want to buy 
a quarter inch drill, they want a quarter inch hole’. The typical 
IT professional is driven more by intellectual curiosity than a 
desire to serve. They get frustrated by business partners who 
don’t know what they want, who can’t make up their mind and 
change priorities, causing plans to be redrawn. They have a 
desire to pin requirements down to the nth degree as soon as 
possible, so they can get on to the real and interesting work: 
the intellectual challenge of getting the technology to do what 
they want it to do and pushing the boundaries of what is 
technically possible. 

Consider a motor car for example; a feature of that car 
may be that it has a large engine; the advantage of that 
large engine is that it allows you to drive quickly, but this 
only translates into a benefit if you want to go quickly. 
Road safety, fuel economy or space for luggage and kids, 
for example, may be far more important to you than speed. 
The trick is to think in terms of benefit as opposed to 
features, i.e. the ‘job to be done’.
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DELIVERING BENEFIT

In the world of IT, people are very good at thinking in terms 
of features, as these are tangible; however, the result is often 
technology for the sake of technology. Consider Microsoft’s 
Office product for example – what percentage of its features 
do you use on a daily basis? For most people, it is probably 
less than 10 per cent. Only a small minority of people will be 
excited by the technology and its possibilities. The key is to 
maintain a clear focus on the purpose of the interaction with 
the customer: what is the customer trying to achieve and how 
can you make that as easy and as beneficial as possible?

MAKING SENSE OF IT ALL

Everyone understands that over the last 20 years the 
internet and then Web 2.02 has transformed the way that all 
organisations do business and changed attitudes forever by 
blurring the lines between what a business does for their 
customers and what the customers can do for themselves 
when interacting with that business.

We would like to draw your attention to three aspects 
that might, in the first instance, appear to be unrelated to 
understanding your customer, but we hope that you will see 
how they have created a new operating environment and 
are fundamental to building loyalty and trust in all customer 
interactions. 

First, starting in the late 1990s, the internet brought about 
what Don Tapscott and Art Caston predicted in their landmark 
book Paradigm Shift (1993), namely disintermediation, aka 
the removal of intermediaries. In the 1990s the only way 
to book an airline ticket was through a travel agent; the way 
you taxed your car was to visit the Post Office with reams of 
documentary evidence. In this first wave of disintermediation, 
the intermediaries, who had traditionally acted as a buffer  

2  The term ‘Web 2.0’ was popularised by Tim O’Reilly and Dale Dougherty at the O’Reilly 
Media Web 2.0 Conference in late 2004. It refers to an end user experience that is char-
acterised by user-generated content, usability and interoperability across platforms and 
devices.

4 Read the complete book: www.bcs.org/books/deliveringbenefit 
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between the consumer and the business provider largely 
providing an administrative service, found that their reason 
for being had disappeared overnight. Now it is common for 
both internal and external customers to be able to conduct 
all their standard business interactions using self-service 
methods. This has transformed both customer interactions 
and expectations; people now expect to do these things 24/7 
when it suits them. This self-service interaction is often the 
first ‘moment of truth’ in a customer’s experience and it needs 
to be seamless and simple.

Some companies have mastered the art of customer focus 
and as a result have become exceedingly successful, for 
example eBay with instant purchases, Uber with instant 
driver hire or Apple with booking customer appointments 
with Apple advisors. Other companies, however, still have 
work to do and often cause anguish and annoyance by 
taking their customers through many levels of a telephone 
menu without an appropriate option to choose from, or 
have websites with incomprehensible options, links that 
fail to work and security levels so complicated that a 
genuine customer struggles to complete their interaction.

Second, the appearance of social media and related applications 
allows us to instantly share images, ideas, news and opinions 
with large groups of people, many of whom you may not 
actually know, from anywhere at any time of the day. Each of 
the recipients of the messages can then discuss or share them 
with even more people. This ability has transformed the world 
of customer feedback. It used to be said that the British didn’t 
like to complain; perhaps more accurately we should have 
said the British are reluctant to create a scene by complaining. 
Now that social media has removed the need for embarrassing 
physical confrontation we find that the British and every other 
nation under the sun are only too ready to share their major and 
minor sources of dissatisfaction with anyone and everyone. This, 
aligned to the psychological fact that people are far more likely 
to moan about perceived bad products or service than to praise  
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good or even excellent ones, makes it more difficult than ever to 
build and maintain customer loyalty.

Some years ago, before the advent of social media, I 
visited a client organisation and as I entered one senior 
manager’s office I noticed an A3 poster on the wall. It was 
quite professionally printed and had a large picture of a 
pencil, underneath which were the words ‘IT support’. I 
later discovered that this same poster had pride of place 
on the walls of many of the organisation’s senior leaders. 
As an outsider, I could see the funny side of this silent 
protest but if I had been the IT director I would have been 
looking for a new job. In a world dominated by instant 
communication, dissatisfaction of this level can destroy 
customer loyalty and make it pretty much impossible to 
create any semblance of a good working relationship.

Third, many traditional customer service interactions such as 
fault reporting and diagnostics are going DIY. Huge cost savings 
can be achieved by removing face-to-face and telephone 
interaction. In the article ‘Kick Ass Customer Service’, Dixon 
et al. (2017) suggest that it is possible to reduce the cost of an 
interaction from around £12 to just a few pence. Nowadays, 
many organisations routinely encourage their customers to 
fix their own problems by providing helpful web guides and, of 
course, YouTube videos. 

New electric vehicles automatically download software 
updates and monitor their own performance, scheduling 
routine maintenance as needed without any intervention 
from the owner. 

This level of do-it-yourself service is demonstrated in 
a proof of concept video produced by SAP,3 that shows

6

3 The video is available to licensed customers only unfortunately.

Read the complete book: www.bcs.org/books/deliveringbenefit 



UNDERSTANDING YOUR CUSTOMERS: HOW TO TRULY DELIGHT THEM

a woman discovering a broken switch on her washing 
machine. She uses an app on her smartphone to identify 
the product by QR code and then photographs the switch. 
An order is automatically placed for the replacement part, 
which is printed locally on a 3D printer; and she gets a 
text message to advise her the time the new part will be 
delivered to her door.

The result of this is that customers only interact directly with 
an organisation when they have exhausted all other channels; 
human-to-human interaction becomes the last resort and 
when it eventually takes place, the customer is already in a 
bad mood and looking for someone to vent their frustration on. 
Even if the customer’s problem is solved, they may still resort 
to social media afterwards to tell the world how useless an 
organisation is.

Contrast the outstanding and simple customer service 
of the previous anecdote with that which we all too often 
experience. I (Robina) lost my smartphone once. I tried to 
phone the manufacturer to find out how to wipe the data 
and couldn’t get through the first ‘line of defence’, which 
was to input the serial number of my phone which I didn’t 
have because it was lost. 

As a small business owner I am encouraged by the 
government to do everything online. I am told that there 
is lots of ‘helpful’ information online and that it is correct, 
but there is so much information that it is a lengthy and 
soul-destroying task to sort the wheat from the chaff. I find 
a lot of information telling me what I need to do, why I need 
to do it and the consequences if I don’t, but what I lack is 
the basics, i.e. what button do I need to press in order to 
do what I need to do?

7Read the complete book: www.bcs.org/books/deliveringbenefit 
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We have discussed three technological trends that have 
changed ideas about customer service forever, whether those 
customers are external to the business or internal business 
partners. Ironically, it is IT that has unleashed this monster, it 
is IT that continues to build ever more interactive services that 
exacerbate the situation and it is IT people who are probably 
the least well equipped to deal with human problems of their 
own making. To summarise, these three global technological 
trends have contributed to a situation where IT:

 y routinely gives their customers direct access into 
back office systems;

 y expects customers to perform many tasks for 
themselves, largely driven by a desire to reduce IT 
transaction costs;

 y has made it difficult for its customers to interact 
directly with them unless and until they really have 
no other option;

 y has enabled its customers to have at hand the means 
to share with the whole world how frustrated they are 
with IT’s service;

 y often gives its customers features they don’t want 
or need in an attempt to delight them rather than 
focusing on the customers’ ‘job to be done’.

Thinking back to the idea that people are more willing to 
complain than praise leads to the rather counterintuitive 
idea that the primary route to customer loyalty is not through 
purely delighting our customers but also, more importantly, 
reducing their effort (the work they have to do to get their 
problem solved or their request for service fulfilled) (Dixon 
et al., 2010). This is tangentially related to the idea pioneered 
by Frederick Reichheld of Net Promoter (Reichheld, 2003), 
which, put simply, suggests that what counts in building 
loyalty is that you need more people spontaneously singing 
your praises than you have detractors; detractors are people 
who are actively advertising your inadequacies. Given the 
rise of social media and the fact that it is human nature to  

8 Read the complete book: www.bcs.org/books/deliveringbenefit 
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publicise bad news over good, getting to a point where you 
have more promoters than detractors can be challenging. In 
service centres, research shows that customers are four times 
more likely to leave a service interaction feeling disloyal than 
loyal (Dixon et al., 2010). We have no reason to believe that this 
statistic is fundamentally different in an internal context when 
considering routine IT–business partner interactions.

PRACTICAL ADVICE

The first step on the way to building and sustaining great 
customer relationships that create loyalty is to adopt an 
unrelenting focus on positive outcomes. Generally, customers 
are not really interested in the work you are doing to fulfil 
their needs; they don’t care about your processes or your data 
management strategy; what they care about is their ability to 
serve their own customers, deliver benefit and achieve their 
desired outcomes. You need to make their desired outcome 
your fundamental driver. We suggest that your starting point 
is to adopt the following two strategies.

Work to become outcome focused

First make sure that in all your conversations with your 
team members you become the customers’ champion. 
Place the needs of the customer above the needs of your 
own departmental processes or what may appear to the 
customer to be arcane methods and practices. As a result of 
disintermediation, layers have been removed and staff who in 
the past would have been insulated from external customers 
now find themselves in direct contact with them, or at least are 
building systems that may be accessed by external customers. 
These customers are not familiar with the internal processes 
or jargon and their expectations of service standards are set 
not by their interaction with them but by the experience of 
eBay, Uber and the like. 

You need to get each and every one of your staff to view life 
through the eyes of their customers. A useful tool is to map the  

9Read the complete book: www.bcs.org/books/deliveringbenefit 



DELIVERING BENEFIT

‘customer journey’; that is, every touch point where you engage 
with the customer before, during and after your contracted 
delivery. Start with your key customers or stakeholders; draw 
a map or diagram that shows every point of contact, every 
‘moment of truth’. You need to understand what takes place at 
each touch point, what you are asking of your customer and 
how difficult you are currently making that interaction; also, 
whether the interaction can be achieved in one touch or if you 
need multiple touches and multiple channels. What are the 
customers’ overall impressions of how easy it is to do business 
with you at each touch point and what really frustrates them 
about the process? Your aim is to identify every opportunity 
you have to reduce the amount of effort and time the customer 
needs to expend to complete the interaction.

Second, you need to have a better understanding of what the 
customer is trying to achieve as a result of employing your 
products or services. What benefit and ultimate outcome 
are they seeking? A useful tool that has emerged largely 
through the shift to agile development methods is the ‘user 
story’; this is an outcome-focused representation of the user’s 
requirements. As used in agile development, it comprises 
three elements but for our purposes we think it is advisable to 
add a fourth outcome measurement clause and construct the 
user story in the following format.

As a [type of user],

I want [some goal],

so that [some reason],

and I will know I am successful when I see [some 
observable change in the situation].

Notice the focus of the user story is not on the nuts and bolts 
of what the user is doing or what you need to do to serve 
them; the focus is very much on what they need to achieve, 
why they need to achieve it and how they will recognise that its  

10 Read the complete book: www.bcs.org/books/deliveringbenefit 
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achievement has instrumentally improved their situation. This 
is what we mean by outcome focus. User stories and a focus 
on your customers’ needs and expectations will better equip 
you to see things from their perspective and keep you focused 
on critical outcomes.

Cultivate different styles of helping

When selecting people for customer-facing roles, the 
conventional wisdom is that you should value people with 
an empathetic disposition; people who listen carefully, try 
to understand and mirror behaviour and approach, and 
are capable of sympathising with the apparent situation. 
Everything tells us that this is the way forward, but perhaps 
this is not the whole story. Certainly, in low stress, collaborative 
situations this is a great personality profile, ideal for business 
analysts, but we have seen that the move to technology-
mediated self-service has resulted in human contact being the 
last resort and frequently when the customer takes that option 
they have already reached a position of extreme frustration 
and argumentative helplessness. In such situations recent 
research (Dixon et al., 2017) suggests that the most effective 
and painless resolution is often provided by staff who take a 
‘controller’ approach. Controllers tend to take over and drive 
the customer interaction; they can be opinionated and like to 
show off their expertise; they close rapidly on a solution and 
by doing so the key thing is that they are reducing the amount 
of customer effort that is required.

At every step of the way your aim is to reduce the customer 
effort in the transaction.

Controllers like to take charge of all situations and guide 
people. They tend to have strong personalities and make 
quick and confident decisions. In short, they display all the 
characteristics you don’t normally associate with customer-
facing roles and they are also the sort of people that you 
are least likely to hire into such a role. If your helpdesk and  
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problem resolution section has a poor track record you would 
be well advised to put a couple of controllers into the mix.

In other, less stressful, customer interactions we suggest that 
you focus on the following key strategies.

 y Understand that different people engage differently, 
so tailor your approach to the information processing 
and emotional needs of the customer.

 y Avoid channel switching. What customers need is a 
gentle nudge towards the engagement channel that 
best suits their needs and preference for information 
access. One size does not fit all so you will need 
multiple channels, but giving people too many 
routes for engagement can also cause unnecessary 
confusion.

 y Accept the feedback you get from customers; don’t 
try to tell them it is easy when they have just told you 
it is not.

 y Use the feedback from the disgruntled or struggling 
customers to point the way to reduce effort for all 
customers. If a customer is really vocal it is usually 
because they have had a particularly trying experience. 
By understanding how your systems and processes 
triggered and contributed to that frustration, you can 
gather important feedback that can help you reduce 
effort for everyone.

 y Focus management on producing low customer 
effort interactions rather than trying to delight by 
giving them stuff they don’t need or want.

THINGS FOR YOU TO WORK ON NOW

We have looked at a number of concepts in this chapter; the 
questions and exercises listed below will help you examine 
the practices of your team and assess how customer focused 
you are.
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KEY QUESTIONS TO ASK YOURSELF

 y When we engage with a customer or business partner, 
how much time and effort do we invest in really trying 
to understand their ‘job to be done’?

 y How easy is it to do business with my team (ETDBW)? 
When a customer or business partner engages with 
us how often do we switch channel or point of contact 
on them? Do we consciously try to guide our customer 
or business partner to an appropriate communication 
channel for them?

 y Do I understand all the touch points in the journey for 
my key customers or business partners?

 y Can we clearly articulate a ‘user story’ for our key 
customers or business partners?

 y How often do I ask my key customers or business 
partners what is really important to them when 
dealing with my team? What do they need from this 
relationship now and how do they want to see it 
change in the future?

 y How much of my time and energy is devoted to 
ensuring the smooth running of internal processes 
and how much time am I spending on externally facing 
activities that my customers or business partners 
would value and be prepared to pay for?

 y As a team, is our focus on reacting to the symptoms 
our customers or business partners report so that 
we can get rid of them quickly and report the incident 
closed, or are we dedicated to exploring and solving 
the deeper issue in a way that improves the customers’ 
or business partners’ experience and makes their life 
easier?

 y Do members of my team feel that they have the 
authority and autonomy to solve a customer’s or 
business partner’s problem when they see something 
going wrong or about to go wrong?
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Reflect on your answers to the above questions and then try 
to build that new understanding into your everyday practice by 
trying the two thinking exercises listed below. Each of these 
exercises will give you a map or diagram that should help you 
to shape future conversations and become more customer 
focused in everything you do. All of this will result in you 
identifying, working on and developing:

 y new behaviours that take the customers’ view as 
prime;

 y a new emphasis on what is important and a focus on 
outcomes;

 y new ways of speaking and engaging at all levels of 
the business.

MINI EXERCISES YOU CAN TRY IMMEDIATELY

 y Choose a key customer or business partner and 
map their ‘customer journey’: all the touch points 
that they have with your team as you initiate, 
complete and provide care for their requested 
product or service. Look at each touch point from 
the customer’s perspective: What do they have to 
do in order to engage with you? What could you do 
to reduce the effort they have to make?

 y Choose one of your key customers or business 
partners and express their needs as a ‘user story’. 
How well do your team members understand and 
identify with the ‘user story’ for this customer? 
What can you all learn by looking at this customer 
from this perspective? Consider how your 
understanding of their desired outcomes has 
changed as a result of this process.

If you are inspired to find out more about any of the themes 
covered in this chapter we suggest that you start by reviewing 
the resources listed below.
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FURTHER FOOD FOR THE CURIOUS

 y Dixon, M., Freeman, K. and Toman, N. (2010) `Stop 
Trying to Delight Your Customers’. Harvard Business 
Review, July–August. Available from https://hbr.
org/2010/07/stop-tryig-to-dlight-your-customers 
[3 November 2017]:

 � This article takes a different slant on customer 
service and moves the discussion to strategies 
that can help customers solve their problems. 
It introduces the idea of ‘customer effort score’, 
a measure of how easy it is for a customer to do 
business with you. 

 y Dixon, M., Ponomareff, L., Turner, S. and DeLisi, R. 
(2017) ‘Kick-Ass Customer Service’. Harvard Business 
Review, January–February. Available from https://hbr.
org/2017/01/kick-ass-customer-service [3 November 
2017]:

 � An excellent article about their research conducted 
with customer service teams. It looks at seven 
different types of behavioural interaction patterns 
and much of this thinking is very relevant to any 
customer-facing IT role.

 y Christensen, C.M., Cook, S. and Hall, T. (2005) 
‘Marketing Malpractice: The Cause and the Cure’. 
Harvard Business Review, December: 74–83:

 � Although the focus is on marketing and brand 
building, this article introduces the idea of the ‘job 
to be done’ and is an interesting read that contains 
many useful insights that are directly transferable 
into the IT domain and can help bridge the gap in 
the understanding between IT and the rest of the 
business.
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