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Think 180
Having a Customer-Focused Mindset
By Jim Everett and Jane Dixon – Endeavour Business Learning

Today, many companies say they want a 360° view of their customers so they can better understand
their customers and sell their services more effectively to them. However, do those customers really
want to be put under a microscope and viewed from every direction? And, does a 360° view really tell
you what the customer experience with your service or product feels like?

Definition
Being customer-centric is a start; however, there is more to really understanding what a customer wants.
Customers judge a product or service by how it feels in relation to their expectations rather than
according to their behavioral aspects or demographics. Clearly, demographics alone cannot tell you what
a customer want or expects.

Instead, we recommend the use of a technique called “Think 180” – that is, to stand in the customer’s
shoes or sit in their chair and look back at your operation or environment. How do you (as the customer)
wish to receive the service or access the product? What experience do you want with this service or
product? And, how do you want your problems resolved?

Key Steps
To think 180 you must first completely clear your mind of all company-driven preconceptions of your
product, service and delivery. Next, follow these three basic steps to begin the process of determining
what results you want and who will best deliver those results:

1. Define the Outcome:  What is the outcome, or experience you want your customer to have?
Describe this in terms of what they receive and how they receive it, rather than how it is delivered.
Be the customer, and make the statement, "What I want is . . . "

2. Determine What It Will Take to Create that Experience: Define those events, attitudes
and behaviors that will create the experience your customer wants. If you have different
customer needs (e.g., federal agencies, wholesalers), look at each need separately. This will help
reduce selection, implementation and customer satisfaction issues later in the process.

3. Plan and Organize: Define the processes, procedures, structures and relationships that will
result in those events, attitudes and behaviors. If you have different customer needs, you may
need to establish separate processes for each type of customer.

At this point, you have a picture of what you want to create and what it will take to create those results.
And, you may have a better understanding of what infrastructure you and your company will need to
effectively implement and deliver this product or service.

Now you can begin your strategic planning process, based on a think 180 starting point. An effective
think 180 mindset also helps put metrics in place for assessing performance in delivery.
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Example
We each have experiences that can serve as think 180 examples. Below, we have provided an example of
a company that is outsourcing its payroll processing to a 3rd party:

•  Typical Approach – The IT and Payroll departments compile requirements so the vendor will
understand how to process the company’s bi-weekly payroll for its North American employees.
Their requirements list includes all checks are printed and sent two days before the bi-weekly
payday. They have identified this requirement based on their previous experience with the
company’s inhouse payroll system.

•  An Employee’s View  – As an employee, what experience do you want regarding receiving your
paycheck? Most of us might say something like, “I want to know that my paycheck is deposited
into my account every other Friday morning, and I want to receive an accurate printed pay stub
in my company mail box on that same Friday morning.”

•  Think 180 Approach – Using a think 180 approach, the employee’s experience (when you get
your money) is paramount. This approach works back from the collective event of all employees
receiving their paychecks on Friday morning, and factors in a lead time that accommodates an
acceptable accuracy rate of delivery by Friday. Delivery processes and vendors, such as
interoffice mail delivery and the U.S. Postal Service, must be viewed as part of this analysis.

The IT and Payroll departments must decide what percentage of the user population is acceptable
to be at risk of late delivery (e.g., 1% of 10,000 employees = 100). This conversely determines
the percentage of on time arrivals (i.e., 99%) that must be set for the vendor.

Symptoms of Failure to Think 180
Here are two common examples of companies presenting their view of their customers – not how
their customers view themselves:

•  Look at a company’s website – Does it classify customers as “pre-sales” and “post-sales”?

•  Call into a company’s support center – Are you asked if you are “pre-sales” or “post-sales”?

These companies view their services and products from an organizational perspective. However,
customers typically see themselves as potential customers or customers – not pre- and post-sales.
Both companies fail to view their companies from a customer’s perspective.

A failure to think 180 may also be reflected in low customer satisfaction ratings. When a company
surveys its customers to determine their satisfaction with its products or services, the feedback can be
interpreted simply as:

Low customer satisfaction means that a customer’s expectations, set during the sales cycle, were not
equal to their experience with the product or service.

Summary

Try to think 180 the next time you consider creating a new process, product or service. You may find
yourself walking a mile in your customers (or users’) shoes and creating a better result for all involved.

*   *   *

Experience

Expectations
Satisfaction  =
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Endeavour Business Learning, based in Southern California, is focused on enhancing the leveraged
business model. We work with companies on both sides of the equation; those who are outsourcing and
those who want to enhance their contracting or consulting practices. Endeavour provides workshops and
consulting on “Managing External Resources” and “Creating Effective Partnerships”.

Jim Everett is the Training Consulting Partner of Endeavour. He has over twenty years experience
internationally and in the US in HR and Reseller training, executive selection consulting with Touche
Ross, management development, and managing national 3rd party alliances. He holds an Honors level
BA from the prestigious Australian National University, specializing in performance and management in
organizations. Jim can be contacted via email at j.everett@eblearn.com.

Jane Dixon, the Business Consulting Partner of Endeavour, was formerly Director of DMR/Amdahl’s
Practice in Western USA, with over 100 consultants, and has a wealth of experience in business and
systems consulting with KPMG Peat Marwick and Arthur Andersen, systems consulting and financial
management. She holds a BS in Accountancy from the University of Illinois. She is also qualified as a
CPA. Jane can be contacted via email at j.dixon@eblearn.com.

Visit the comprehensive Endeavour Website at:  http://www.eblearn.com/

Endeavour Business Learning
613 Ninth Street
Hermosa Beach, CA   90254
Phone - 310 / 379-8042
Fax -     310 / 379-1778


