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This white paper discusses how customer service functions and
call centers can implement and manage advocacy-centric programs
that gather deeper insight into the drivers of great (or horrible)
customer experiences. The paper highlights common advocacy
measurement methodologies and details best practices in CE insight
management and process improvement. Finally, it summarizes
the key requirements of customer experience management
(CEM) solutions that use advocacy as a foundation to improve the
delivered customer experience.

INTRODUCTION

Regardless of industry, geography, or product, call centers in today’s
global marketplace have to deliver on consumer expectations for
responsive and knowledgeable service. Consumer choice and purchase
decisions are typically made based on perception of service quality, as
most products have been so highly commoditized, they are virtually
indistinguishable by features and functionality, price, selection, even
aesthetic and design.
Increasingly, companies seek to differentiate based on the quality of
the overall experience, and use this ‘soft’ objective as the basis for
implementing relevant performance measures, such as customer
satisfaction, first-call resolution, and advocacy. At every customer
service ‘touch point’ across the customer lifecycle, such as account
activation, support call, renewal and cancellation, browsing, buying or
renewing, customers have experiences that can be measured.
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Increasingly, customer service groups in every company are expected
to do more than simply meet objective productivity and service levels.
More and more, call centers are being asked to measure and improve
their impact on customer satisfaction. To demonstrate alignment with the
corporate brand, many call center operations have adopted customerdriven advocacy scoring. This measures the willingness of customers to
(positively or negatively) reference a company, typically along the lines
of, “Would you recommend Company X to a friend of family member?”,
has been best captured by the Net Promoter® scoring methodology, or
NPS®. Today, advocacy measurement and NPS has begun to enter the
mainstream and is being adopted by many organizations.
However, the simple measurement of NPS is simply not enough.
While NPS has been linked as a leading indicator to future profitability,
knowing your score provides no insight into how to improve it. What
information do companies need from their customers to contextualize
advocacy, relating results to the actual customer experience a call
center? And how can a call center operation get the right information to
the right employees to influence advocacy?

Customers talk about their experiences- positively and negativelyand their discussions of companies and their service quality have the
potential to influence the perceptions, opinions and purchase decisions
others. The ‘others’ are typically people in the original customer’s peer
group, such as friends and family members, but increasingly includes
complete strangers, as customer experiences are shared via blogs and
customer review areas on public websites.

Advocacy has become not only an indicator of quality, but a lever for
new revenue generation. When a company knows the level of advocacy
amongst its customer base, it has a degree of predictability over loyalty
and future purchase intent, as well free word-of-mouth promotion
of its brand and value proposition.
Companies that create advocates enjoy greater profitability and growth
than their competitors; conversely, companies that create detractors
suffer from greater churn and erosion of brand reputation.
Creating advocates in customer service requires active initiativesprocesses and systems- to move customers up the experience ladder
(see Figure 2: Customer Experience Ladder) by managing the consistent
delivery of experiences that customers expect from the company:
• An understanding of the degree to which the quality of service
interactions at various touch points are important to customers;
• An understanding of the current quality of experiences are at each of
these touch points, and how these experiences influence advocacy;
• The integration of advocacy measurement, scoring, reporting and
accountabilities into training and customer-facing processes.
Figure 2: Customer experience ladder
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• Linking customer experience to operations
• The issue to which the customer experience pertained
• The customer service function involved (ie. where in the customer
lifecycle it occurred)
• The customer service personnel, team, call center and region
responsible for the service delivery
• Any additional customer experience issues resulting from the delivery
of customer service itself.
• Drive service quality base on customer advocacy
These details add context to the advocacy score, allowing companies to
better understand:
• Which areas of the organization generate the most customer service
activity, and the performance quality of each (ie. people, product,
stores, etc.)
• Where most of the customer service activity occurs from the
customer perspective (ie. new purchases, renewals, returns or
exchanges, support, etc.)
• How each customer service groups performs in terms of service
delivery and issue resolution (individually, by team or unit, by region,
and/or by function)
• Additional service delivery gaps or risks to customer experience
quality that result from customer interactions with customer service
Cross-tabulating these types of customer experience-related factors
against basic advocacy scores are critical not only to understanding
why advocacy changes from one reporting period to another, but
to managing service delivery towards continuous, measurable
improvement. When integrated into a rule-driven, role-based customer
experience management (CEM) platform, companies can actually drive
the appropriate insights to every single employee, depending on the
role they play in delivering or managing the customer experience, to
focus the entire company on both continuous improvement and a longterm strategic focus on advocacy.
Aggregate Reporting for Executives
Strategic decision-making requires easy-todigest information and
performance highlights about problem areas.
What ultimately creates opponents or advocates? Which areas of the
business need attention and focus to make the greatest impact on
customer retention and growth in market share? Where are we leaving
revenue on the table?
The executive office needs answers to basic questions like these, and
access to additional detail, including the cost of opponents and the
value of advocates.

On its own, advocacy only measures whether a customer would
recommend a company to friends or family, on the basis of the
customer experience delivered. The power of advocacy as both a
customer service performance measure and a management tool is
evident when it is combined with additional information about the
delivery of that customer experience:

Advocacy insights help executives prioritize change from the top-down,
but to also keep pace with the ongoing change, a bottom-up approach
best served through periodic (weekly or monthly) summary reporting.
Team-based Reporting for Managers & Supervisors
Though not responsible for strategic decisionmaking, customer service
managers and supervisors are responsible for providing highly strategic
input to the executive suite on performance and issues, while balancing
the day-to-day needs of their teams.
Managers need regular summaries of customer experiences within their
teams, representing core touch points in the customer lifecycle. Reports
identify advocacy triggers, top performers, and areas of need in the
business, such as product knowledge or conflict resolution training.
Managers receive team performance summaries weekly, and often on a
daily basis, as well as real-time alerts when new opponents are created
or advocacy scores fall below a predetermined threshold. Complete
CEM systems give managers and supervisors the opportunity to correct
performance issues, and potentially retain revenue for the business.

Granular Reporting for Front-line Staff
Front-line employees interact with customers constantly, and thus have
the most influence over each individual customer experience. Best
practice for customer experience management includes daily delivery
of performance summary to call center agents, showing how their
service delivery impacts customer advocacy, allowing staff to work
with management on improvements to behavior and customer service
tactics.

Ability to provide a business context to each customer’s advocacy score
As a stand-alone measure of the customer experience, advocacy fails to
take into account critical factors that determine the different influences
on a customer’s experience with the business. Understanding more
about what might have led to a specific advocacy score- triggers such
as timing, product, location, etc.- can help an organization learn more
about its capacity to improve the customer experience, and increase
customer advocacy.

Companies that benchmark their front-line staff, and share performance
results amongst team members help spread customer-focused service
delivery best practices- and attitudes- across an organization.

Ability to deliver a common view of customer advocacy to the entire
organization
Sharing a view of customer advocacy across departments, such as
marketing and customer service, provides groups that often have
independent customer initiatives with a single framework to measure
their success.
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REQUIREMENTS FOR YOUR
ADVOCACY PROGRAM

Call center operations delivering customer service by the tens or
hundreds of thousands of customer interactions each month must
turn to enterprise-scale software and technology solutions. When
evaluating options, the following criteria should be considered
mandatory for the successful deployment:
Ability to scale across the customer base, integrating with all
customer touch points
Effective CEM solutions must measure delivered customer experiences
at every touch point in the customer lifecycle, and across multiple
channels to capture a complete view of advocacy and the customer
experience across the business.

For more information contact us at: responsetek.com | contact@responsetek.com
Europe, Middle East & Asia: +44 (0) 203 355 6045 | Asia-Pacific: +61 (0) 2 9994 8998
North America (toll-free): 1-866-484-2900 | © Copyright 2017 ResponseTek

Ability to drive information throughout the company to improve the
delivered experience
Delivering information to people who are in the best position to
identify and fix problems affecting customer advocacy needs to happen
continuously, and customer service is uniquely positioned to be the
catalyst for cross-functional change, in customer-centric organizations.

CONCLUSION
By its very nature, the customer service function is a critical touch-point
for generating positive customer experiences and brand impressions. The
risks of generating poor experiences are rising constantly as customers
have easy access to sharing those experiences in today’s social internet.
The terms ‘advocate’ and ‘detractor’ are business terms, but they indicate
reality in today’s referral-based network economy; consumers either
recommend a brand based on good experiences, or they oppose it.
Companies can use information from both advocates and detractors
to understand where the business needs to improve in order to retain
customer revenue in aggregate and influence growth in market share.
More importantly, information about failed customer experiences
can help a company rescue at-risk customers on a one-by-one, dayby-day basis. To improve experience delivery, customer advocacy
information must be coupled with detail about where the experience
happened, and delivered to employees throughout the organization.
How much information and how frequently it is distributed depends
on the employee’s role in experience delivery, with executives receiving
summary information at regular intervals and front-line employees
receiving granular information on an ongoing basis.
Distributing this information throughout a company with thousands
of employees delivering millions of customer experiences requires
a technology solution. It should scale across multiple touch points
throughout the business, provide detail behind each customer’s advocacy
score, deliver a common view of customer advocacy to all employees,
and drive advocacy information to the right people in the organization to
improve the delivered customer experience.
Building customer advocacy as part of a customer experience
management program is a powerful way of improving any business.
Adopting an advocacy-based approach to CEM provides call centers and
customer services tams with information they need to influence the
customer experience.

