HE=HC (a 2 parter)

By  Paul Herbig

Want Happy Customers.  First make your employees happy.  Happy Employees equal Happy Customers (sic, HE=HC!). I recently read a letter to the editor from Fortune about a worker whose subordinate and boss both were fired and she was doing work of all three.  You could just feel her frustration, her stress, her exhaustion, her brittleness.  And you had to wonder: Just How happy can she be?  With her being in the stressed-out position she was, just how happy can she make customers?  Does it show?  You bettcha. A customer knows.  They can sense it in your voice, your body language, your responses.  No matter how much you try telling yourself you are happy and put on that artificial smiling face, it won’t work:  the customer knows.

At another company, the managers hand out T-shirts to all new hires that say, “Not working on Sunday, don’t bother showing up Monday.”    Not a particularly welcome message but at least they are being candid about their expectations for their employees. A note to all you managers out there:  Life is not all work.  Life does not begin and end with your company.  Employees would prefer not to have dictatorial bosses who use such pressure tactics as ‘You can’t handle this additional duty?  I will find someone that can’.  (and then you too will be walking the unemployment line is the hidden message of encouragement and motivation).  Managers reading this, take note: A well balanced employee is a happy employee who enjoys working and delighting customers as a part of his job.  It is to your benefit as a manager to pursue working conditions beneficial to the mental health and attitude of your employees.  Remember  HE=HC.

I can just hear all you managers replying to me in unison: this is our chance to reassert ourselves  and regain control. As a management tactic, perhaps now that the market is controlled by demand, you as a manager, have your employees just where you want them to be, begging to stay and thanking you for letting them have this job, no matter how much grief it is, no matter how much work, how hard, how demanding the job to be.  As said earlier, “If my employee does not want to do what I ask, no matter what I ask of her, there are quite a few people out of work who would gladly do her job.”  So what if you  reward them for 80 hour weeks with 2 or 3% raises (if any at all).  You have the upper hand.  You have the control and you want to take advantage of it. Right? For one thing, continued stress such as employees have endured for three to four years and efforts to turn them into workaholics will only result in lousy employees: tired, depressed, mistake-prone, resentful, stressed, and inevitably burn-out.

Such shortsightedness always astonishes me.  Five years ago, you went begging for employees and couldn’t find enough skilled ones to provide your product or service.  Now the economic situation is reversed.  Who is to say  five years from now it will have reversed itself and the market will once again be going full gas.  It will than, once again,  be a supply driven economy with a tight labor force.  And what about you—Attilla Jr.?  How loyal will your employees be when they have other options?  Probably about as loyal as it takes them to give you the Bronx Cheer on their way out the door to their new job.  Enjoy the power now for once the economy recovers and the market loosens up, each and every one of those overworked underpaid, under-appreciated, and burdened employees will bolt in a moment’s notice for the first decent opportunity given them, leaving you with lots of need and no experienced staff.  

This is not mere speculation. Many indicators suggest workers are in a bad mood over longer hours (evenings and weekends), increased workloads, multiple layoffs, workplace restrictions, and miniscule pay increases. A Korn/Ferry Study of senior managers indicates 73% will be more likely to change companies once the economy improves with an astounding 96% expect to have changed companies within six months (seconded by a study by Accenture who found half of 500 managers either already looking  or ready to do so once the economy improves). If SENIOR managers are unhappy with the way their current employers have handled the downturn, what do first-line managers and the workers bee feel?  The same way—if not more so.

Your employees are the first line of support troops with Customers and should be treated as if they were worth the millions those customers spend with you. Xerox learned this lesson the hard way.  The CEO in a statement to the press indicated, “Customers and employees come first.  They both need to see the company moving quickly in the right direction.  . .  The same reason employees  stay with the company is similar to why investors invest and customers do business you.  . .  You’re competitive, best in class, and a leader.”   Happy Employees. . . Happy Customers.   . . As J. Marriott Jr said about employees: “Motivate them, train them, care about them and make winners out of them . . . we know that if we treat our employees correctly, they’ll treat the customers right. And if customers re treated right, they’ll come back.”  How true!!

--------------------

Authors Joseph Lemmink  and Jan Mattsson documented how customer emotions and feelings   are influenced by encounters with  employees. The researchers   measured customer perceptions   of both positive and negative aspects for simulated service providers. The   results   show that employee behavior has a substantial impact    on the degreeto which the customer enjoyed the service experience. The researchers indicated that the level   of warmth correlates with measures such as likeability, perceived quality and service loyalty. Their conclusion:   Short-term emotional feelings lead to the long-term   effect of customer retention. The researchers recommend that service firms should train and motivate employees to exhibit high levels of warmth and friendly behaviors                            to achieve bottom-line profitability.

A new study by the Forum for People Performance Management and Measurement at Northwestern University finds a direct link between employee satisfaction and a company's fiscal performance. "This study supports the idea that internal marketing and communications needs to be implemented as rigorously as external marketing and sales programs," says Francis J. Mulhern, Ph.D., associate dean and chair of Northwestern University's graduate program in integrated marketing

communications. "After all, the products produced by an organization's employees are the embodiment of the attitudes and behaviors of the employees who produce them."

 
The key findings of the study were:  

* High employee satisfaction is often the result of strong internal communications efforts throughout the organization.

* Another satisfaction driver: internal competition among work teams to implement organizational goals.

* Satisfaction leads to a status called "employee engagement. "Organizations with engaged employees have customers who use their products more. 

* Employee attitudes affect those of customers.  

* It is less expensive to foster employee satisfaction than it is to acquire new customers. 

* Organizational culture is the single greatest driver of employee satisfaction levels.

This  study shows that there's a direct link a company's financial

performance, customer satisfaction, and employee satisfaction--even

among employees who do not have direct contact with customers

James Oakley, a  Krannert  School of Management assistant professor of marketing  at Purdue University, found, "a direct link between employee satisfaction and customer satisfaction and between customer satisfaction and improved financial performance." He said, "Employee satisfaction is a key attribute of the engaged employee who embodies a high degree of motivation and sense of inspiration, personal involvement and supportiveness . . . .Organizational culture is another significant driver of employee engagement and includes management designing jobs well, providing support and  setting goals for employees." The engaged employee is oriented to providing good service and answering customer questions, which, Oakley said, "gives the customer a voice inside the company." And a customer whose voice is heard inside the company drives profit by being a repeat customer and bringing in new customers by word-of-mouth, which has a high degree of credibility. 

 
Starbucks is the prototypical example of a company that understands the connection among engaged employees, satisfied customers and increased profits, Oakley said. Starbucks pays well for the industry and offers health-care benefits. He said the company also does excellent training before their employees take the floor and then continues  with ongoing training.   The goal is for Starbucks' employees to be able to answer customers' questions," Oakley said. "What happens then is customers are willing to spend more because of their good experience  and they communicate their experience to others." Starbucks' heavy   users return 20 times per month. Oakley said, "In the end, customers who are more satisfied with an organization's products are less expensive to  serve, use the product more, and are, therefore, more profitable customers." Starbucks broke the mold and went against the trend of denying part time employees benefits and training - and their formula paid off. As did a contrary philosophy at Southwest Airlines and Rosenbluth Travel - both of whom pu tthe employee first and treat them with caring. 

Employees need to come first.  If the hotel clerk is sullen, the waitress bored, the accountant does not return phone calls, the receptionist is unfriendly, the clients will take their business elsewhere.   Walt Disney said,” You will never have great customer relations until you have good employee relations.”        Anita Roddick founder of Body Shop likewise commented, “Our employees are my first line of customers.” What you give to your employees, you will get back three-fold from customers.

When employees are happy, customers are happy, and when customers are happy they spend more and refer their friends and colleagues to you. There's a direct link between employee happiness and  profit!   When you create  more value, more money drops to the bottom line. Why? Because attrition- -of customers   and employees - is a COST. It may be a hidden one, but it's a real cost. When your turnover of customers and employees is high you lose money. As commonsensical as it appears to be, for most organizations, it's  miles away from typical corporate  SOP

U.S. Airways  provides an example of how not to treat employees.  The bankrupt  airline   is attempting to  right itself on the back of its employees.  To avoid shut down, the firm has  forced (through lawsuits in extreme examples)  employees to take massive pay cuts (30% or more for most employees), eliminated any pension benefits, and reduced company paid health benefits to, in many cases, nothing (oh, they can still have health benefits and coverage but they must pay for it themselves) and requested employees work longer hours for no additional pay.   The result of this?  Morale is at rock bottom (As one employee said: “if we have 30% less pay, they do 30% less on the job”)  In Fall 2004, US Airways. Was the worst among major airlines in customer service complaints, in baggage handling, cancellations, and near the bottom in on-line arrival.   Over Christmas 2004, an unexpected number of employees called in sick, either because of using unused sick days or as a means to strike back at their employer.   In any case, US Airways having cut back so far had no reserve and baggage waits stretched out as long as an hour or more for those bags that managed to arrive at the right destination.  This major fiasco soured many regulars and could well be the catalyst for the final demise of the airline. Your employees can make or break you . . .  it is your choice.
It's all about the culture - the beliefs, values, attitudes and assumptions  you hold. It's all about the "way we do things around here." The culture  determines how the customers will be treated. Treat employees like 'precious  cargo, there is a higher likelihood they will treat the customers the same way.  The question is, and has always been, are you in business for the short term or the long term?  If the latter, look out for your employees, treat them well,  and they, in return, will look out for your customers for you. And you will profit mightily from being a nice guy. Who says nice guys finish last.  

