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Explosive growth! It is the one thing every CEO and Entrepreneur wants, works for,
dreams about. However, if your company isn’t ready, it can be the worst thing for your
organization. Remember the adage, “Be careful what you wish for.” It has put many
successful companies out of business. Rarely does a company go through rapid growth
without having their customer and employee experience suffer significantly? 

I have personally gone through growing pains in all my businesses. Back when we
started our business, we were obsessed with whom we hired, if they matched our
values, if they had the service DNA. We would interview 15-20 people for every one
person we hired. 

We held every employee to the highest standard of the customer experience they
delivered. Fast forward a few years later when our business was exploding. We needed a
lot of employees quickly to help handle the demand and we started compromising on
whom we were hiring, not to mention, making excuses for why we were keeping poor-
performing employees. All this led to a rapid decay of our internal culture and a decline
in our customer experience. I found out anytime you compromise your culture for sales,
you end up losing more sales in the long-term as a result. 
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NOTHING RUINS A COMPANY’S CUSTOMER EXPERIENCE FASTER THAN
RAPID GROWTH

http://thedijuliusgroup.com/


Back in 2007 Starbucks learned this lesson the hard way and was forced to reinvent
itself. “We were growing the company with such speed and aggression that we lost sight
of the customer experience,” said then Starbucks’ CEO Howard Schultz. Schultz sent the
infamous and brutally honest memo to his executive team, titled The Commoditization
of the Starbucks Experience. The following are some of my favorite excerpts. 
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“OVER THE PAST TEN YEARS, IN ORDER TO ACHIEVE THE GROWTH,
DEVELOPMENT, AND SCALE NECESSARY TO GO FROM LESS THAN 1,000

STORES TO 13,000 STORES AND BEYOND, WE HAVE HAD TO MAKE A
SERIES OF DECISIONS THAT, IN RETROSPECT, HAVE LED TO THE

WATERING DOWN OF THE STARBUCKS EXPERIENCE, AND WHAT SOME
MIGHT CALL THE COMMODITIZATION OF OUR BRAND.” 

“…ONE OF THE RESULTS HAS BEEN STORES THAT NO LONGER HAVE THE
SOUL OF THE PAST AND REFLECT A CHAIN OF STORES VS. THE WARM

FEELING OF A NEIGHBORHOOD STORE. SOME PEOPLE EVEN CALL OUR
STORES STERILE, COOKIE CUTTER, NO LONGER REFLECTING THE

PASSION OUR PARTNERS FEEL ABOUT OUR COFFEE.”

“…WE DESPERATELY NEED TO LOOK INTO THE MIRROR AND REALIZE IT'S
TIME TO GET BACK TO THE CORE AND MAKE THE CHANGES NECESSARY
TO EVOKE THE HERITAGE, THE TRADITION, AND THE PASSION THAT WE

ALL HAVE FOR THE TRUE STARBUCKS EXPERIENCE.” 

https://global.oup.com/us/companion.websites/fdscontent/uscompanion/us/static/companion.websites/9780199379996/pdf/ch7/Starbucks_Memo.pdf
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As a result, Starbucks had to close thousands of stores and layoff a significant number of
employees. It took Starbucks several years; however, they did in fact reinvent themselves
and weathered the storm. But it wasn’t easy.

So how does a business achieve its #1 goal of rapid growth without it ending fatally or at
least extremely painfully? Let’s not forget, growth for a business can be a good thing. It
means the business is doing something right. 

It means more employees are hired and more customers are being served. Employees
have more career opportunities, leaders and shareholders are benefitting. It can be a
great thing, when done properly. 
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Here are the 6 Reasons your Customer Experience
Plummets when your Business Skyrockets and

how to fix or Avoid it

WWW.THEDIJULIUSGROUP.COM 5

1. COMPROMISED HIRING

Imagine your company growing, expanding, and needing more employees—a lot more,
maybe hundreds more. How picky can you be when you need 400 new employees
within the next few months? Locations must be opened. Demand for your product and
services is exploding. 

The pressure is on to get people hired. This is where most companies start
compromising on whom they hire. One day you wake up with a bunch of renters and
squatters who could care less about the company’s vision, mission, values, culture, and
legacy.

HOW TO AVOID/FIX THIS

Getting hired at your company should be extremely hard. It is only fair to your existing
employees and customers that you stay extremely selective on whom you let in. People
need to earn the right to be a part of your culture and legacy. 

Your goal should be that every long-term employee considers their decision to join this
company as one of the best decisions of their life. 

IT IS BETTER TO LOSE THE SALE THAN THE REPUTATION.

Don’t fill a position with just anyone. If you must lose sales today, that is better than
pissing off customers and losing them permanently. 

The Best Ways to Interview Potential Employees

The biggest problem with the typical interview process is that most intelligent candidates
can game it. Everyone knows they are going to get asked, “Tell me two negatives about
yourself.” A well-prepared candidate will respond, “I am a perfectionist and workaholic.”
The companies that hire the best employees have the best screening processes that are
“ungameable”.  The following are three best practices for the interview/screening
process.
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Put Them in Distress

A great way to test out someone's character is to observe how he or she reacts when
things don't go according to plan. Walt Bettinger, CEO of Charles Schwab, takes every
candidate out for a breakfast interview. 

The potential employee is not aware that Bettinger has asked the restaurant to
purposefully mess up the candidate’s order. As Bettinger sees it, character is everything
and the “wrong order" test is meant to gauge how a potential hire deals with adversity.
“It's just another way to look inside their heart rather than their head," says Bettinger.

The Engagement Indicator 

If you are looking for people who have the potential to be customer-centric service
providers, evaluating their 5 E’s might be your most powerful tool. Many of our
consulting clients have incorporated the 5 E’s into their interview process, literally
counting the times a candidate demonstrates each one. For example, they record the
number of times during the interview that:
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Eye contact was made      

Ear-to-ear smiles took place     

Enthusiasm was displayed      

Engagement with the interviewer occurred naturally 

Educated answers were given to interview questions 

https://thedijuliusgroup.com/make-your-interview-process-ungameable/
http://thedijuliusgroup.com/


While I believe most employee candidates have the potential to provide excellent
customer service, not all do. The 5 E’s can help you identify candidates who are able to
achieve a high service aptitude with rigorous training. 

During the interview process, if candidates are not smiling, making eye contact, and
showing enthusiasm— then pass. No amount of customer-service training will change
them. As for the engagement indicator, the key to that is having an interviewer who
constantly displays all 5 E’s.
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Group Interviews

In our businesses, John Robert’s Spa and The DiJulius Group, we have found
group interviews are extremely productive and telling. First-round interviews are
always with a group of candidates. This reduces the time from six hours with each
candidate to one hour. 

This initial interview focuses on what the company is about, what the position is
about, and what it takes to be successful at both. We then ask the candidates
questions that each take turns answering. The potential hire thinks they are being
judged on who has the best answer. 

What we are really observing is what the other candidates are doing when it is not
their turn to answer. Are they disengaged, fidgety? Or are they listening, nodding,
and smiling while the other person is answering the question. That is the one we
want. 
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How to Find Employees Who Fit Your Company's Culture

It is so important to select people who are going to align with your core values and
company culture. One way or another everyone you hire contributes to your culture.
Through research, I have found three more best practices that help find those true
future rock stars versus the posers. 

The first two come from Jesse Cole, the founder of Fans First Entertainment and owner
of the Savannah Bananas. Listen to his full interview on the Customer Service
Revolution podcast. He has so many brilliant ideas that are easy to implement. 

Jesse has an amazing culture, made up of what most leaders think are the most difficult
generations to manage, Millennials & Gen Z’s. Not for him—his employees are engaged
and bought-in to Jesse’s core values and high expectations of a Fan First culture. 
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Cover Letter Videos & Future Resume Videos 

Here are two examples of how Jesse finds these types of team members to join his
organizations. Part of his employment interview process is to have all the candidates
submit two videos: a cover letter and a future resume. 

“Video cover letters are huge for us because we can immediately see personality and
enthusiasm from a person. Do they lift us up? Do they bring energy?” Cole shares. 

“For us, both the video cover letter and future resume are tests on our core beliefs of
the Fans First Way. These core beliefs are: Always Be Caring, Different, Enthusiastic, Fun,
Growing, and Hungry. 

The “Always Be” is important because if we don't see some of these traits from their first
video introduction to us, we know it will be hard to get that out of them as a future
employee,” explains Cole. 

In a video cover letter, Cole’s team can spot enthusiasm and fun immediately. With
future resumes, they can see traits like growth & hunger. Cole says, “What do they want
to do in the next five years? 10 years?  Do they want to be in the same position, or do
they want to grow more and make a bigger difference?” 

This also gives Cole’s team an opportunity to see the candidates’ creativity. How are they
filming the video cover letter? What are they wearing? Where are they? Is it something
normal or is it different? This is another one of their core values

https://thesavannahbananas.com/staff-member/jesse-cole/
https://thedijuliusgroup.com/csr005/
http://thedijuliusgroup.com/


The future resume video also shows how the candidate aligns with their core values.
How is the layout? What projects do they share they will work on? How much fun do they
have with it or is it basic and boring? “Within a few seconds on the video, we can tell if we
want to hang out with that person. 

All our positions are outward-facing and work with our fans regularly, so this is
important. If we don't want to hang out with them, if they don't bring energy and lift us
up, why would our fans want to be around them either,” says Cole. 
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Don’t Ask Them what they Would do in a Situation

In his book Give and Take: Why Helping Others Drives Our Success, author Adam
Grant suggests a great way to screen out the potential employee candidates that don’t
align with your organization’s value, is to present them with situational interviews. But
not the way most organizations do them. 

“A lot of organizations do behavioral interviews that are backward-looking and asking
about your history, what you've accomplished, what challenges you've overcome, and
those actually don't turn out to be very effective. They suffer from an apples and oranges
problem, it's very hard to compare it to people's work histories,” explains Grant. 

Even taking it one step further, Grant
doesn’t suggest asking the candidate what
they would do in a given situation, because
most people would give the “right” answer,
not necessarily how they would truly react
in that situation. 

What Grant does suggest, instead of
asking, “what would you do,” ask, “how do
you think most people would handle...”  

Most of us tend to project our own
motivations on other people. So, if you give
someone a scenario where it's not clear
what the appropriate behavior is, people
will tend to predict based on what they
would do in that situation. 

http://thedijuliusgroup.com/
https://www.amazon.com/Give-Take-Helping-Others-Success/dp/0143124986
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2. FAST-TRACKING NEW EMPLOYEE TRAINING

This is a catastrophic mistake. What has always made you unique are the people you
hired, how well they were trained, and the great customer experience your company
delivered. 

HOW TO AVOID/FIX THIS

New employee training must be a non-negotiable long before they start to come in
contact with your customers. I love to ask leaders the following two questions: 

1) if you hire someone today, for a customer-facing position, how many hours of training
do you give them before they interact with the customer? and 

2) of those hours they spend training, what is the percentage that is spent on training for
hard skills – technical, operational processes, product knowledge, fundamentals of their
job versus soft skills – having customer empathy, compassion, building a rapport, making
a brilliant comeback when something goes wrong? Sadly, most answer that they train
well over 90% on the new employees technical training. 

IT IS NOT THE EMPLOYEES’ RESPONSIBILITY TO HAVE HIGH SERVICE
APTITUDE;  IT IS THE COMPANY’S JOB TO TEACH IT TO THEM.

Your new employee training needs to
be mandatory, representing both
technical and soft skills. This also
must include some type of
certification that the new employee
retained and knows the information.
And finally, they are measured and
held accountable as they start
dealing with your customers

http://thedijuliusgroup.com/
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3. YOUR EMPLOYEE TURNOVER INCREASES DRAMATICALLY

The new employees who do not have any emotional connection to the brand and
culture and who were not trained well are doing badly at their job. Their self-esteem is
low, they are dealing with frustrated customers and co-workers at no fault of their own.
They are out of here as soon as they can find something better. 

Even worse you are losing long-term tenure employees who are your rock stars. “A”
players hate working with “B” and “C” players. They hate seeing the company’s culture
and customer experience going down like the titanic. This is not the original company
they came to work for. 

HOW TO AVOID/FIX THIS

Stop trying to find great employees and focus on becoming the business great
employees find. Make them feel that the paycheck is the least valuable thing they will
ever receive from the company. 

Cultivate the internal culture amongst team members. Your workforce should be your
best ambassador, as well as the guardians of your culture. They should see it as their
responsibility to help coach and recognize the bad attitudes and poor performers. 

Who would be crazy enough to get their company’s logo tattooed on their body? Well,
there are a lot of them! And a person feels a powerful emotional connection to the
brand when they feel part of an exclusive community and they relate to what the brand
represents and stands for. 

World-class starts at headquarters – your resource center, IT, marketing, HR, accounting,
payroll, maintenance, shipping, etc. How well do your headquarters provide a great
experience internally to your operations, employees, vendors, locations, and
franchisees? Your corporate headquarters should be held to the same standard you
expect of your customer-facing employees and be measured by internal customer
satisfaction scores. 

There are two types of leaders: energy givers and energy suckers. Energy givers raise the
confidence of everyone they come in contact with. They constantly show gratitude and
thanks. They give everyone else the credit and believe in others. They are their
employees’ biggest cheerleaders.
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Energy givers find out what their employees’ goals are and help them achieve it. They are
great listeners. They will walk through fire for those on their team and they practice what
they preach. Their highest potential is the ability to encourage, which means to put
courage in another person.

Your team members need to feel appreciated. They need to feel like leadership cares
about them and is invested in their growth and development. That is why we
recommend establishing one-on-ones with those that report to you. When I recommend
this to my clients, I initially get an eye roll or two, but after implementation they are all
glad they committed to the additional meetings. 

Supervisors need to be available and supportive. The single most important determinant
of an individual’s performance and commitment to stay with an organization is the
relationship the individual has with his or her immediate manager. As stated in McKinsey
& Company’s article, The boss factor: Making the world a better place through
workplace relationships, improving a worker’s job satisfaction can be the most
important thing an employer can do.
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“FEW MANAGERS REALIZE WHAT A DRAMATIC IMPACT—EITHER POSITIVE
OR NEGATIVE—THEY HAVE ON THE WORLD THROUGH THEIR EVERYDAY

BEHAVIOR. IT IS THE RESPONSIBILITY OF SENIOR LEADERS TO
ENLIGHTEN THEM AND PROVIDE THE ORGANIZATIONAL CONTEXT THAT

CONSISTENTLY FOSTERS HIGH-QUALITY RELATIONSHIPS BETWEEN
BOSSES AND THE PEOPLE WHO REPORT TO THEM.”

- McKinsey & Company

https://www.mckinsey.com/business-functions/organization/our-insights/the-boss-factor-making-the-world-a-better-place-through-workplace-relationships
http://thedijuliusgroup.com/


Creating a Great Workplace Culture is not Accidental

Companies must make a conscious decision to focus and develop a plan that fosters a
fantastic working environment for employees. By focusing on culture, leaders can
improve all aspects of their businesses, from productivity and hiring to customer
relations and employee satisfaction. People don’t quit jobs, they quit bosses. In a recent
poll conducted by LinkedIn, when asked why they were voluntarily leaving an
organization, 75% cited a manager as their number one reason.

Short, intentional meetings with your team can make a huge impact. Initially it may seem
like more work added to an already busy and demanding schedule. However, many of
my clients have found that the result is fewer minor issues turning into major issues, and
that managers are able to proactively give direction and set goals with their direct
reports. It is also an opportunity for managers to delegate projects based on an
individual’s specific goals within the organization. 

The foundation of every great culture is built on strong leaders who constantly recognize
their employees’ contributions. However, when Dave Timmons was the SVP at Bank of
America, he took it to another level. 

He says, “I asked one of my team members to head a special two-month-long project.
She finished the project under budget, way ahead of schedule, and exceeded my
expectations. So, I wanted to do something special to thank her.” 

Timmons used a special form to get to know team members, asking them to share 10 of
their favorite things (food, restaurant, shopping center, and so on) or some of their firsts
(first car, first concert, and so on). “I knew this team member had a sports team she liked
and particular places she liked to shop. However, I wanted to make this recognition extra
special because she really deserved it.”

Timmons goes on, “About a month after she completed the project, a letter showed up
in this team member’s mailbox addressed to her husband, Roger, and their three
children, Emily, Shaun and Katrina. It read, ‘Dear Roger, Emily, Shaun, and Katrina: I want
to tell you how special your wife and mother is. She just finished a project, and she is so
appreciated at our company that I wanted you to know two things: 

First, how proud we are of her and how appreciative I am to you for allowing her to take
time away from you to work for us. On behalf of our entire team and me, please surprise
her with this gift certificate from Ann Taylor Loft, because we know that’s where she likes
to shop. Sincerely, Dave Timmons, Senior Vice President.’”
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Timmons explains, “When you engage the people employees care about, like their family,
in their success, you hit a double home run. You can reward them with something—and
that’s good. But if you want to go for the real wow, try to include their family. It especially
gives the kids something nice to remember.”

Nothing is more important to anyone than his or her children. Ask your employee how
their kids are doing. You can always jog your memory about their names by keeping your
employee’s FORD updated in your mobile contacts app. 

John Ruhlin, in his book Giftology, underscores the importance of family by sharing
something an early mentor told him: “All of my clients are married, and I find that if I take
care of the family, everything else seems to take care of itself.” 

Inspired by that, Ruhlin has implemented his own innovations: “Treating our employees
well is a top priority, which is why we pay to have their houses cleaned every other week.
Happy employees have happy families.”
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*RELATED – EPISODE 045: WORLD CLASS INTERNAL CULTURE

https://thedijuliusgroup.com/meet-stranger-leave-friend/
http://thedijuliusgroup.com/
https://thedijuliusgroup.com/csr045/
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4. CUSTOMER SATISFACTION AND CUSTOMER RETENTION
SIGNIFICANTLY DROPS

Due to the organization’s great reputation (prior to its rapid growth), existing and new
customers had high expectations. However, because of an influx of new poorly trained
employees, your customer experience becomes extremely inconsistent. The level of the
customer’s experience is determined by which employee they deal with, what we call
‘employee roulette.’ VIP customers no longer feel like a VIP. 

There is a lack of empathy for when the customer is inconvenienced, and it isn’t made
right. The company’s customer experience turns into a liability instead of your strongest
competitive advantage. 

HOW TO AVOID/FIX THIS

Q. What kind of customers do you want to attract?

A. "I want a bunch of Tesla driving, Peloton riding, Starbucks drinking, Apple
using, lululemon wearing customers."

Q. How do you attract them?

A."Not by running discounts; this type of customer cares less about price and
more about finding a compelling experience that makes them feel better about
themselves which creates an emotional connection to the brand."

How to Attract your Ideal Customer

Those brands are not trying to be for all people. They are unique, almost exclusive, yet
have a cult-like customer base. Their customers are looking for superior products and
services wrapped in a compelling experience that makes them feel better about
themselves. 

Those brands are a status symbol of a lifestyle. They offer customers emotional
affirmation. An affordable luxury that says if I buy this, I will be hipper, more attractive,
more intelligent, more popular. 

http://thedijuliusgroup.com/
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Do you Compete in the Price Wars or Experience Wars? 

Those brands also don’t compete on price. These types of customers are not looking for
discounts. I prefer to compete in the experience wars—there is a lot less competition.
Many times, when a customer complains about the price, it isn’t because they were not
willing to pay for it; it is because the experience didn’t warrant it. 

Price is something you offer when you have nothing else. In fact, 85 percent of US
consumers say they would pay 5 to 25 percent more to ensure a superior experience. 

Price becomes irrelevant when your customers are so happy with you, they have no idea
what your competition charges. Discounting your prices is just a race to the bottom.
When the best is similar in price to the rest of the pack, customers get suspicious, and
the perception of excellence disappears. It is a major mistake to allow cheap imitators to
appear as your competition by playing into their hands and reducing your prices. 

You are giving them credibility and decreasing your status as the leader of your industry.
If you feel your products and services are superior, then your fees should reflect that.
Everyone expects to pay more when they are dealing with the best.

“MANY TIMES, THE CHEAPER A CUSTOMER GOES, THE MORE IT ENDS UP
COSTING THEM.”
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Experience Epiphany 

An “experience epiphany” fills a gap
Customers didn’t know was there. What
was once considered impossible is now
the standard experience everyone else is
trying to duplicate. Experience epiphanies
rarely occur in familiar surroundings. Steve
Jobs said it best: “The key to thinking
differently is to perceive things differently,
through the lenses of a trailblazer. And to
see things through these lenses, you must
force your brain to make connections it
otherwise would have missed.” 

My favorite Customer service models are
the ones that are unique to their industry.
Too many businesses operate like blind
sheep and do what has always been done.
Then you have companies like Amazon,
Tesla, Airbnb, Peloton, Apple, and Zappos,
which introduce such simple concepts,
unheard of in their industries, and
dominate even in tough economic times.
Listening to your customers is acceptable
for driving incremental customer
satisfaction, but it hardly generates
breakthroughs. A better description for
what great companies deliver is called an
“experience epiphany.” That’s a vision of
what the customer will want in the future
and won’t be able to live without. 

The greatest customer service skill is
empathy. The following is a (2 minute)
video of a day in the life of a client of
The DiJulius Group. I bet you can relate to
many of the circumstances our clients are
going through personally and
professionally. 
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https://www.youtube.com/watch?v=hh2YLmKWp4U
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Excellent customer service companies train two distinct customer service skills better
than everyone else: 

(1) they dictate what Service Aptitude needs to be, and 

(2) they make sure every employee walks in the shoes of their customers. This creates a
culture of empathy. 
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CUSTOMER EMPATHY IS AN UNDERSTANDING OF OUR CUSTOMERS’
CIRCUMSTANCES AND FINDING A WAY TO IMPROVE THEIR CURRENT

STATE.

A Day-in-the-Life-of-a-Customer Video 

Today, one of the first places The DiJulius Group starts with our consulting clients is by
helping them create a short Day-in-the-Life-of-a-Customer Video. When organizations
teach their employees to view things from the customer’s perspective, this dramatically
raises their level of service and increases customer satisfaction. 

Remember, many employees have never been their own customers, have never needed
the services and products their company provides, and cannot comprehend what the
customer’s mindset is. Therefore, they do not relate well and find it difficult to
empathize, be compassionate, and anticipate customer needs. 

The objective of a Day-in-the-Life-of-a-Customer Video is for every employee to
understand the critical part that both they and your business play in the daily lives of
your customers. More importantly, it’s about how they should handle each customer
interaction. 

So, every person in the organization, top to bottom, must understand that it is not
merely about a transaction, order accuracy, our expertise, or “next”. Rather, it is about
being present with every customer and truly understanding the impact they can have on
their day, personally and professionally. 

https://thedijuliusgroup.com/service-aptitude-the-game-changer/
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Creating your own Day-in-the-Life-of-your-Customer Video 

Creating a Day-in-the-Life-of-a-Customer script will be one of the best exercises your
company can do to change the mindset and Service Aptitude of your entire
organization. 

Ask your managers and employees to help you create different scenarios of situations
going on in your customer’s lives, both personally and professionally, both positive and
negative. I guarantee it will be a huge revelation on the importance of every interaction
with the customer they have. 

As a result, your employees gain an abundance of compassion and empathy for every
Customer with whom they interact. This can have a significant impact on customer
retention. The video should not be about any customer contact your business or your
employees have, but rather it should be focused on two things: 
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What is happening in the customer’s life, prior to encountering your business: their
personal life—stresses, kids, spouse, traffic, and their professional life—dealing with
work demands, their own customers, bosses, business demands. 

How that relates to why and how they need your company’s services and products,
how what your company provides solves their problems or makes their day easier,
better, or even helps make their dreams come true.  

http://thedijuliusgroup.com/


Who Really is your Customer? 

Improving your team's empathy does not stop with your customer service team. Your
company culture is determined by how everyone is treated, internally and externally. Ask
your employees in every department to define their customers and you will get varying
answers. 

The truth is your primary customer is the person you communicate with directly on a
day-to-day basis and who is most affected by the work you do. In the business-to-
business world, manufacturing, and corporate office settings, the customer is mostly
internal people who work at the same organization. These are positions such as
management, administration, IT, HR, marketing, regional sales managers, warehouse,
branch managers, legal, and regional directors. 

Every single company I have ever worked with suffers from people in these positions
truly not understanding who their customers are, the person/group that is most
dependent on their efforts. 
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YOUR PRIMARY CUSTOMER IS WHOMEVER YOU COMMUNICATE WITH 
AND DEPENDS ON THE WORK YOU DO.

Most businesses' customer-facing employees have never been their customers, don’t
know what it is like to be in their shoes, and have little empathy and compassion for how
what they do affects their customers. 

As a result, today many of The DiJulius Group’s consulting clients not only make a Day-in-
the-Life-of-their-Customer Video for their external customers, but they also make a Day-
in-the-Life-of-their-Customer Video for their internal customer, to drive home this exact
point. This dramatically increases employee engagement. This builds a culture of
empathy. 

*RELATED – EPISODE 039: THE IMPORTANCE OF CREATING A DAY IN THE LIFE
OF YOUR CUSTOMER STORY & CUSTOMER AVATARS

http://thedijuliusgroup.com/
https://thedijuliusgroup.com/csr039/


5. YOUR SYSTEMS ARE NOT BUTTONED UP AND SCALABLE
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YOU WANT CUSTOMER LOYALTY? BE BRILLIANT AT THE BASICS.

World-class service companies have what I like to call a “Customer bill of rights” that
every person in that organization clearly knows and follows 100 percent of the time.
Would you ever expect to see a Disney cast member in full uniform, on break, chewing
tobacco, and spitting on the ground near the front entrance where guests are walking
by? Doubtful. 

Or would you ever think a Ritz-Carlton employee, when asked for directions to the
ballroom, would give a response like “I don’t know, I work in housekeeping”? Highly
unlikely! One of the most effective ways to elevate your company’s customer service
level is by instituting your own Customer bill of rights. 

World-class service organizations have a solid process that allows the realistic
implementation of the customer service initiatives and systems that are executed
consistently by customer-facing employees. 

Without execution, systems in manuals are nothing more than ideas on paper. This is
where most companies fail, the execution of these systems. The implementation and
accountability of these standards and systems are every leader’s responsibility. 

Your long-term employees knew what to do and how to do it, because they worked with
the CEO/entrepreneur back in the day. They drank the Kool-Aid and continued the
obsession with doing it the right way. 

However, all that information is stored in their brains. New employees didn’t have the
benefit of working in the trenches with the visionary. Not only is there is a lack of
documented and trainable non-negotiable standards for every customer touchpoint, but
there is no ability to certify and measure that every employee knows it and is executing it
consistently. 

HOW TO AVOID/FIX THIS

http://thedijuliusgroup.com/
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You must turn your standards into trainable and replicable systems. It is critical to
ensure every new employee gets trained on these systems, otherwise, the next
generation of employees will dilute the customer experience that made you unique. 

Customer loyalty is won or lost at the front lines of each individual location, however,
what determines the consistency of delivering the experience is the quality of the
systems and training that are supported by a company’s corporate resources. Just like in
sports, the contest, match, or game, is decided long before the actual event takes place,
it is won in the practice room and by the preparation leading up to the event. 

Service Defects: All the things that can ruin the customer’s experience at this stage. 

Operational Standards: All the tasks or jobs for each stage. 

Experiential Standards: The actions that will create an exceptional experience and a

raving fan. 

Above-and-Beyond Opportunities: Common situations that we want our front-line

employees to recognize and be prepared for to make a customer’s day. 

Map the Customer’s Experience Journey
 
Identify all the significant touchpoints the customer has with your company. Once you
have mapped out your customer experience touchpoints, you need to get your
employees involved in helping create what those stages should look like. You then break
each stage down into four individual components:
 

http://thedijuliusgroup.com/
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Manage the Experience 

It is imperative that every leader is uncompromising about the execution of your
standards. Your standards must be truly non-negotiable. 

Your employees must realize they cannot pick and choose, that every standard must be
delivered to every customer. That is why it is very important not to have a dozen
standards for every stage of interaction. Keep it realistic to achieve. 

As soon as employees start to think no one is really paying attention, or cares, the
standards go from non-negotiable to optional. To avoid this, managers must routinely
do audits of the standards and recognize when they are being executed and
immediately coach when they aren’t. 

You can have the greatest customer experience on paper, but it is the leadership’s
responsibility to make sure every employee is aware of the importance of the execution. 

*RELATED - EPISODE 049: THE CUSTOMER EXPERIENCE CYCLE

http://thedijuliusgroup.com/
https://thedijuliusgroup.com/csr049/
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6. A CLASH OF CULTURES

Often a key reason for a company’s rapid growth is due to that organization acquiring
competitors in their industry. This has enormous upside for an increase in market share,
top-line revenue, and synergies of business operations. However, the primary drawback
is trying to merge several different company cultures with yours. This is probably the
hardest obstacle to overcome. 

Too often culture immersion takes a backseat and is never addressed. Typically, a parent
company acquiring other companies exacerbates the previous 5 reasons your CX
plummets we just discussed. 

Artificial Growth versus True Growth 

Growing your business artificially may satisfy shareholders
and investors short term, but it is rarely effective over the
long term. Examples of artificial growth are mergers,
acquisitions, price-cutting, and gimmicky marketing
promotions. 

But, typically, none of that results in higher customer
satisfaction, loyalty, repeat business, referrals, or
sustainable growth. There is only one true growth, growth
that occurs because customers love doing business with
you and sing your praises to their network.

“Mergers and acquisitions often lead to deteriorating
customer satisfaction as companies reduce costs,” says
Claes Fornell, the director of the American Customer
Satisfaction Index (ACSI) and a professor at the Stephen M.
Ross School of Business at the University of Michigan. 

“This was the case for banks in the late 1990s when there
was considerable merger activity. It remains to be seen if
history will repeat itself, but the data suggest that the recent
mergers are not contributing to improved customer
satisfaction.”

Another threat to a company’s culture is the increasing
utilization of independent contractors in many industries.
These outsiders are not employees and typically have no
emotional connection to what your company’s values. 

http://thedijuliusgroup.com/
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Whether you are acquiring companies, using independent contractors, or hiring an
abundance of new employees, you need to ensure everyone that will be representing
your brand immediately has a cultural immersion and certify they know it. 

HOW TO AVOID/FIX THIS

Early on in my career, I had
the pleasure of attending the
Disney University in Orlando,
Florida, where I took Disney’s
Approach to People
Management course. Where
better to learn how to create
a world-class culture than
Walt Disney World. 

The concepts and principles I
learned there totally
redefined how both my
companies, John Robert’s
Spa and The DiJulius Group,
created our corporate
cultures and helped us build
a strong internal culture with
highly engaged long-term
employees.

HOW TO MAKE AN INSPIRING NEW EMPLOYEE ORIENTATION CLASS

A critical part of a new employees’ career is their orientation into the company.
Psychologists have shown that during periods of orientation, people are particularly
susceptible to adopting new roles, goals, and values. 

Your new employee orientation training should not be about policy, breaks, and where
the bathrooms are, rather it should be an emotionally compelling orientation into the
company’s values, mission, purpose, and storytelling.

ORIENTATION IS CRITICAL

http://thedijuliusgroup.com/
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The story of why the organization was created, what wrong was being made right. The
company’s back story and early days. The struggles, how it overcame them, the rags to
riches stories of today’s rock star employees who started years ago at entry level
positions. Where the company is today and the amazing place it is headed (vision of the
future). Most importantly the vital role new employees can play in helping the company
achieve that and what is in it for them. 

As Howard Schultz once said, “Most people come to work for a company having had
previous work experiences. In many cases, their experience has been bad. As such, they
enter with cynicism, and the burden of proof is on leaders to demonstrate that this is a
different place.”

So how do you make your orientation training fun and exciting, where your new
employees go home bragging to their family and friends about the amazing organization
they just joined? Here are a few of my favorite best practices. 

WHEN WE HIRE SOMEONE, THAT IS WHEN OUR LEADERSHIP TEAM GOES
TO WORK FOR THEM 

Most new employee orientations spend a great deal of time covering all the boring
policies and procedures of what not to do to avoid getting fired. While some of this
information needs to be covered, Nemacolin Woodlands Resort, a 5 Diamond property
in Pennsylvania and a former client of The DiJulius Group, had a very clever way for that
information to be learned instead of sitting in a classroom. 

I have learned many techniques from working with Nemacolin, one of my favorites is the
scavenger hunt they have their new associates experience. It is a competitive scavenger
hunt on this huge resort where each new associate has a list of 50 things they must
discover, find the answers to, and take pictures. During the scavenger hunt, I realized
two things: it is a lot of fun, and the new associates are learning a lot about the history of
Nemacolin. What a great idea! 

Any time I hear a great idea, I replicate it within my organization. Both my organizations’
orientation now includes a scavenger hunt across all our locations. We take a group of
new employees, typically eight to twelve in a group, pair them up, give them a list of
about 30 things to discover or get the answers to, and have them get pictures of every
item on the list. 

SCAVENGER HUNT

http://thedijuliusgroup.com/
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I learned another great lesson from working with The Ritz-Carlton Hotels—they put all
their existing employees through the orientation process again. I immediately brought
this idea back to my companies, and we instituted a re-orientation for all our existing
employees every other year, meaning if you were hired in 2017, you would retake our
orientation training in 2019, 2021, etc.

Mixing experienced employees with new hires has had so many incredible benefits we
didn’t even anticipate. During key points in the orientation, experienced employees
share great testimonials, telling stories of what it was like when they joined the company.
This immediately creates a bond between new and seasoned employees, which results
in new employees having friends at work, and reducing the typical anxiety of being a
new employee.

Most of all it reinvigorates our seasoned staff. Many experienced employees have
expressed great surprise at how much the orientation has improved, and how much of
our legacy they had forgotten about. They are reinspired by our story—where we came
from, what it took to get us here, and where we are headed. 

RE-ORIENTATION

http://thedijuliusgroup.com/
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the Customer Service Action Statement

your never & always

your non-negotiable standards in each part of your customer journey

the Five E’s

FORD

or your Zero Risk service recovery process

NewDay USA, a mortgage company serving veterans, having their teams compete
against each other on the different components of their customer experience training
they had all just received. 

The training was on their customer service vision statement, three pillars, their never &
always non-negotiable standards, and company core values. You can just feel the energy
and excitement they had during those contests.

Your customer experience strategy is worthless without ensuring it is retained and
executed by every existing and new team member. My recent blog talked about 6 Steps
in Launching a Successful Customer Service Initiative that Lasts. The one I want to
focus on today is #3 Certify it. 

Once you have created an outstanding customer experience initiative, for example:

Now it is time to certify their retention of the training you just gave them.

Just because your employees were in attendance for your customer service training, or
watched the presentation online, doesn’t mean they retained everything that was
launched. 

There must be a certification component. It is important to test each employee to make
sure they learned and retained the information that was taught/launched. There are
many ways you can do this. One of my favorites is gratifying it, making it a competition
between teams, departments, or locations. This makes it fun and incredible team-
building activity. Best of all, employees retain the information. 

HOW TO MAKE YOUR CUSTOMER EXPERIENCE TRAINING MORE FUN AND
EFFECTIVE

http://thedijuliusgroup.com/
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https://thedijuliusgroup.com/meet-stranger-leave-friend/
https://thedijuliusgroup.com/your-employees-need-to-do-the-least-winning-in-your-people-business/
https://thedijuliusgroup.com/6-steps-in-launching-a-successful-customer-service-initiative-that-lasts/
https://thedijuliusgroup.com/6-steps-in-launching-a-successful-customer-service-initiative-that-lasts/
https://www.youtube.com/watch?v=pO3UxcQ9uDg


WWW.THEDIJULIUSGROUP.COM 29

For example, some companies will hold the Customer Experience Training Olympics,
which can result in having teams/departments go head-to-head to see who scores the
most, gets the most answers correct, or finishes first with getting the correct answers.
The more hype you have leading up to the competitions, the more exciting it is. 

This also gets employees to prepare better and study more, because they do not want
to be the ones that let their teams down.

Advance Financial, with over 100 locations throughout Tennessee, has one of the best
customer service certification programs of anyone we have ever worked with. Upon
completion of their customer service orientation training, each employee must play
games like Wheel of Fortune, Jeopardy, Word Search, Crossword Puzzle, and Memory
Match. Check it out in the video below.

THE BEST CUSTOMER SERVICE CERTIFICATION PROGRAMS

Whether you are launching a new
customer experience strategy or
need to revisit and reinvigorate
some existing customer service
training, it is vital to add a customer
service certification component. You
do this by applying typical elements
of game playing that will not only
have a dramatic increase in
retention of customer service
training content but also a great, fun,
team-building exercise for your team
that will help your organization
exceed customer expectations and
increase customer loyalty. 

In Closing, Grow your business!

Trust me, I want every business we work with to grow, explode, and bust out at the
seams. I just don’t want them to do it at their peril. When done correctly and prepared
for, growth is everything we hope it to be. As leaders, you cannot succumb to the growth
trap. You can’t compromise your hiring, training, and the customer experience that
disrupted your industry and ignited your business to skyrocket. 

Contact The DiJulius Group to discuss how we can help your organization scale.  

https://www.youtube.com/watch?v=JrTmtmYmGvY
https://thedijuliusgroup.com/
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If you want to make price irrelevant and become the brand your
customers cannot live without, schedule a complimentary call with

one of our advisors today. We love to talk service and would be
happy to make customized recommendations based on your

current needs and resources.
 

At The DiJulius Group. we also strive to deliver the best experience
to our clients. This means we limit the number of clients our teams

work with simultaneously; ensuring you receive the expertise,
attention and resources you deserve. The result of this is, that on

occasion, as a new inquiry you may not be able to schedule a
consulting project in immediate fashion. You may be asked to hold
your project for the best team we have aligned, for your needs, to

become available.

Schedule a Call

https://thedijuliusgroup.com/
https://thedijuliusgroup.com/contact-us/

