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PRODUCT DEFINITION ~3

Do This First Do This Now Do This Next
Organization & Customer

Product Definition

Outcomes

CUSTOMER ROLES & POWER Os

ORGANIZATION AND CUSTOMER OUTCOMES (o]

3. PRIORITY OUTCOMES (n decending order)

9. Discuss and agree an which two (2) of these are the most mporiant (rget products your team should Tocus on. Name

Also Do

g % DVD #1 - Video 3 (Title 3) Chapter 1, DVD #1 - Video 2 Service as a Product (Title 2) DVD #1 - Video 3 (Title 3) Chapter 1,
Z ';_’ Customer Roles Chapter 5, Product Definition Customer Roles

% The Value of Answers Customer Segmentatlfm

o Target Product Selection
3 § Outcome, pages 7, 35-37, 63, 87-90 Chapter 1 - The Service Product Chapter 2 - Differentiating Customers

[a1)]

== Chapter 3 - Define Customers Segmented by
% S| Outcomes, pages 71-78 Chapter 3 - Define Work as a Tangible Product Role, Segment Customers into Relevant
=c Groups

PURPOSE OF THIS TOOL
- Identify and define your work as products (both personal and organizational)
- Determine which product is the most important to work on now
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PRODUCT DEFINITION

INSTRUCTIONS

What are at least four of the most important products you personally create?

A definition of a product is:

Something created by work which can be given to someone else to achieve the desired outcome.

1.

[~

|w

[0

[©

It is:

- Expressed as something that can be made plural with an "s"
- A deliverable

- Packaged in countable units

- Very specific

a.

[

|°

[~

[

Is the product something only you can claim as yours?

For example, a product name of “policy, “plan, or “report” isn’t specific enough to claim ownership.
These are product groups. There are probably others who would also claim those products as
theirs. Be specific. A “customer satisfaction policy,” “cycle time reduction plan” or “departmental
budget report” are examples of specific names of products only you or your immediate work group
might claim as yours.

Can you make the product plural with an “s”?

Products are nouns. If the label you wrote is followed by “. . . ing,” it is an activity (a verb), not a
product. The product is the tangible result of activity. Words like “satisfaction,” “assurance” and
“security” are also not products. They are outcomes (intangible results or conditions) obtained by
using the product.

Is the product a deliverable you can give to someone else?

A “relationship” might seem like a product because we can make it plural with an “s”: relationships.
This is one of a very small number of exceptions to the plural-with-an-s rule. A relationship is not a
deliverable, something we can give to someone else. It is an outcome.

Does the product, as named, occur in countable units?

“Information” can only be considered as a product by the various packaged forms it may take.
Reports, graphs, answers, plans and manuals would be examples of informational products.
Information is the raw material which is delivered to others in some organized or packaged form.

Is the product intended to create a desired outcome or result for a customer?

Satisfaction, security, fun, health, productivity and understanding are outcomes the product might
create. Don't confuse outcomes with the product itself. Executives sometimes think their products
are “leadership” or “vision.” Their true products may consist of mission statements, policies,
strategies, guidelines and assignments which, when used by others, propel the organization in a
desired direction. These kinds of products include what we call source products (policies, strategies
and plans) and will be addressed later. Leadership is either a skill or an outcome, not a product.
Vision is also an outcome; a desired future condition.

Apply this product definition criteria before proceeding.

What is the name of your functional group?
(Examples of functional groups include: engineering, marketing, purchasing, accounting, etc.)
What are at least four of the most important products your functional group creates?

What are at least four of the most important products your functional group creates?

What is the name of your enterprise (or business unit)
A business unit can be a division, product sector, agency or department, depending on the kind and size of
enterprise.

List the specific names of at least four products generally identified with the mission of your

]

enterprise or business unit. Make each product plural with an “s”. Name only products exchanged for
money with people outside the enterprise or business unit. These products must be either (1) purchased or
specifically funded before the product is created or (2) purchased after the product is produced

Select one of the most important products named in 1 through 5. Write in the specific name of the
product on the line below. Do not use “information, “answers,” or the name of a manufactured product

here.
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PRODUCT DEFINITION

What are at least four of the most important products you personally create?

If you can answer “yes” to the following questions about each of the product names listed above, you've mastered the first step in
customer-centered thinking. Correct the product names as necessary before proceeding. See Instructions for more details.

Yes No

.|1s the product something only you can claim as yours?

.|Can you make the product plural with an “s™?

.|Is the product a deliverable you can give to someone else?

.|Does the product, as named, occur in countable units?

O|Qa|lOo|T|D

.|!s the product intended to create a desired outcome or result for a customer?

What is the name of your functional group?

What are at least four of the most important products your functional group creates?

a. d.
b. e.
c. f.

What is the name of your enterprise (or business unit)?

What are at least four products generally identified with the mission of your enterprise or business unit?

a. d.
b. e.
c. f.

What is the most important product named in 1 through 5?

What discoveries (insights, learnings, “ah ha’s”) did you make?

As ateam, list below the specific product each member wrote on line 5 of their own exercise worksheet:

Discuss and agree on which two (2) of these are the most important target products your team should focus on. Name
them below:

1
2
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CUSTOMER ROLES & POWER ¢

e

-’

Do This First Do This Now Do This Next
Voice of the Customer

Product Definition Customer Roles & Power

CUSTOMER ROLES & POWER (o]

7.
RANK

Product Function

PRODUCT DEFINITION

14

1fyou can answer yes” 0 he folowing questions abou @ach of the product names isted above, you'va master
- ciions 1

End-Users

End-Users

Broker for

Producer

Also Do
% DVD #1 - Video 3 (Title 3) Chapter 1, Customer
g 2| DVD#1 - Video 2 (Title 2) Chapter 5, DVD #1 - Video 3 (Title 3) Chapter 1, Roles
A >| Product Definition Customer Roles DVD #2 - Video 4 (Title 4) Chapter 1, Customer
S Expectations
*
o .
© The Value of Answers Customer Segmentatpn Creating Measures
e Target Product Selection
X
8 g Chapter 1 - The Service Product Chapter 2 - Differentiating Customers Chapter 3 - Defining Customer Expectations
m
E E Chapter 3 - Define Work as a Tangible Chapter 3 - Define Customers Chapter 3 - Measure the Degree to Which the
=R= Segmented by Role, Segment Customers , . .
z| Product . Customers' Expectations are Achieved
= Y into Relevant Groups

PURPOSE OF THIS TOOL
- Identify who your customers are and what role they have with this product.
- Determine who currently has the most power and who should have it.
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CUSTOMER ROLES & POWER G3

INSTRUCTIONS

1.

No o~

Name your target product (from Product Definition Tool).

Focus on this one product as you answer questions 2 - 7.

NOTE: Identify the roles people play with this product, using names of positions, titles, or
individuals, not organizational names.

What is the producer's name?

Who are the end-users of this product?

* Refer to NOTE in Step 1.

* Apply the Segmenting Customers guidelines as time and importance allow.

* Insert more lines if needed.

Name the brokers between the producer and end-user customers, if any exist.

Name the fixers for this product.

What is your primary role with this product?

Now go back and rank the current power of all the parties identified in Numbers 2-5.

Power refers to the ability to direct or change the design of the product. 1 = most powerful. Write only
one 1 in this column, only one 2, and so on, even if the same person appears in more than one place.

Give every entry an unique rank. If there are 12 entries the assigned ranks will go from 1-12. A
customer can have more than one role with a product. Power may vary depending on the role.

What discoveries (insights, learning, “ah-ha’s”) did you make?
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CUSTOMER ROLES & POWER

©
1] ©
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= 0
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X 5
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5| x
I
Your primary role with this product: Producer
6. Broker for producer End-User
Broker for user Fixer
8 Discoveries (insights, learning, “ah-ha’s”)
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ROBIN LAWTON G3

Author, Keynote Speaker, Consultant, Workshop Leader

Mr. Robin Lawton is an internationally recognized expert in creating rapid strategic alignment
between enterprise objectives and customer priorities. He has over 25 years experience
directing both strategic and operational improvement initiatives. He has developed and
deployed powerful but easy-to-understand principles, strategies and tools to improve and
measure service, knowledge work and customer satisfaction.

The Missouri Department of Revenue and Lawrence Livermore National Laboratory are
winners of their respective state quality awards (Missouri in 2000, California in 1998) as a
direct result of applying Lawton’s unique principles and tools. These are described in his
best-selling book, Creating a Customer-Centered Culture: Leadership in Quality, Innovation
and Speed (Quality Press) and at www.imtC3.com. Other clients include award-winning
organizations such as Motorola, AT&T, American Honda, Siemens, American Express, Ford
Motor Company, Eastman Kodak, City of Louisville, Raytheon, Naval Air Depot, Pinellas
County Utilities and many others not yet so well known.

Mr. Lawton is an engaging, humorous and provocative speaker. Rob has been featured at
international, national and regional conferences sponsored by such organizations as the
Japan Management Association, Chamber of Commerce, Federal Executive Board,
Association for Manufacturing Excellence (AME), American Marketing Association (AMA) and
American Society for Quality (ASQ). AME, ASQ, International Conference on ISO 9000 and
others have named Mr. Lawton “Outstanding Speaker”. He is listed in the directory of Who's
Who of Business Leaders.

Rob has the unique ability to develop and articulate alternatives to complex organizational
and competitive challenges. He makes the solutions feel like common sense. Rob has a
combination of excellent communication skills, leadership vision and bias for action that
compels others to follow. He is known as a dynamic innovator who inspires others to think
creatively and push the boundaries of what was previously thought impossible.

Mr. Lawton is president of International Management Technologies, Inc. While guiding that
business since 1985, he has periodically served as adjunct faculty at the University of
Minnesota and Metropolitan State University.
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WE CAN HELP YOU

= Align strategic direction with customer priorities
= Uncover and broadly deploy the Voice of the Customer
= Shorten service delivery times by >50% (without automation)
= Create the C3 Balanced Scorecard from strategy to daily work without tears
= Achieve what you never thought possible!

INTERNATIONAL MANAGEMENT TECHNOLOGIES, INC.

3

b

CORE COMPETENCIES

= Key Notes

= Strategic Planning

= Voice of the Customer

= Performance Measurement

= Customer Satisfaction

= Change Management

= Service/Product Design

= Process Time Reduction

= Strategic Project Management

CLIENTS INCLUDE

Lawrence Livermore National Laboratory 3M
Affinity Plus Federal Credit Union AT&T
University of St. Thomas Motorola
Ford Motor Company Microsoft
Eastman Kodak Caterpillar

American Honda General Electric

Mayo Clinic Northwest Airlines
Raytheon Blue Cross and Blue Shield
Honeywell U.S. Department of Defense
Siemens Dartmouth-Hitchcock Medical Center

State and local governments from Alaska to Wyoming
And many more...

LET'S TALK!

Please help us understand your challenges.
CALL: 800-729-1468 or 941-907-0666
EMALIL the President: rob@imtC3.com

VISIT: www.imtC3.com
PR98A, 020408

We didn’t invent customer satisfaction. We just help you increase it.
IMT has helped industry and government agencies achieve

stunning results since 1985. Over 5-to-1 return on investment is not
uncommon. The secret is the C3 system of organizational transformation.

ON-SITE TRAINING INCLUDES

8 Dimensions of Excellence

The 12 Voices of the Customer

Creating the C3 Balanced Scorecard
Innovation versus Stuff that Sucks

Lean Process in Service

Leading High ROI (5-to-1) Projects

Creating a Customer-Centered Culture
Measuring Knowledge Work and Satisfaction
Customer-Centered Six Sigma

TESTIMONIALS

“We reduced cycle time by 80%, saved over $20 million in the
first two years and moved from middle of the pack to #1 of 50
agencies of our kind in the country on satisfaction.” Governor’s
Office

“Our loan closure rate jumped from 300 to 700/week, with an
impact of $8million in new revenue the first month we
implemented these principles” CEO, Credit Union

“I have never experienced a program with a higher return on
investment of time and money. This is also the most clear and
direct method of improvement I have found.” Director, Missouri
Department of Revenue

“IMT provides the management and tactical tools to implement
cultural change, achieving satisfaction internally and externally
to the organization.” Corporate V.P., Motorola

“The C3 approach is the most effective model | have seen in
my 15 years in management.” Director, Lawrence Livermore
National Laboratory

“Excellent program! This ... challenged me to make a mind
shift to apply the customer-centered thinking in my work. The
emphasis on creative, divergent thinking may be the key to our
success in the next ten years.” AVP, American Honda



FREQUENTLY ASKED QUESTIONS 3

Q1: Isn’t my boss my most important customer?

A: Not necessarily. This question carries an implied threat: if my boss isn’'t happy with me, | could be
replaced. Itis always important to satisfy those who we depend on. However, we can depend on the boss
without the boss being a customer. The customer role is always determined by a specific product. If your
boss has asked for a report from you on a certain topic, then the boss is a customer of yours regarding the
report. What type of customer he/she is depends on the purpose for the boss receiving the report.

The options are:

Purpose Role
1. To use it to achieve a desired result. End-User
2. To represent the interests of you, the producer, Broker
to someone else who will use it.
3. To approve it. Inspector
4. To transfer it to someone else who will use it, representing their interests. Broker
5. To modify or correct it for the benefit of an end-user. Fixer
Q2: How can | figure out who my customers really are?
A: Use these steps: Example
1. Name the specific product. A training manual

on creativity
2. Name the end-users of this product: the people who will personally use Course

the product to achieve some desired outcome. Participants
3. Name the brokers for this product. Instructor
4. Name the fixers of this product. Course participants,
Instructor,

Participant's boss

Steps 2-4 will identify your customers for a specific product as well as
the primary role they play with that product.

Q3: Is “client” the same as “customer”?

A: The terms are usually synonymous. Just as customers can be differentiated by their roles with a product
(end-users, brokers and fixers), so can clients. Each industry or profession uses “client” uniquely. In human
services and health care, client can mean the same as patient. It can reveal power roles. In business services
like accounting, consulting and advertising, client can refer to the organizational entity being served. Some
people speak of clients as those organizations and individuals with whom they have an on-going relationship
while customers are viewed as those with whom they have a limited number of transactions. | see no practical
difference between client and customer. Just be sure to know who the end-users for your products are.
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FREQUENTLY ASKED QUESTIONS G3

Q4: Can a person or group have more than one role with a product?

A: Certainly. Small business managers are traditionally known to “wear many hats.” Most of us do this too,
under differing circumstances. View the hats as roles. Such a person can be a producer, broker and
fixer. Even though this role mix is common, there is usually one role that consumes the most time or has
the main priority. Remember that roles are always defined in relation to a specific product.

Q5: Is it better to focus on performance or perception attributes of a product?
A: Ask your end-user customers.

Q6: Why is it important to focus on a product’s “functional” attributes first, rather than content or
"features" attributes?

A: The functional attributes represent the Voice-of-the-Customer: the customer’s statements of desires for
the product. When we begin thinking of the product at this level, we assure the broadest inclusion of
customer wants. It encourages divergent thinking. If we skip this and go directly to features, we're likely
to reinforce our natural convergent thinking and miss breakthrough potentials. It is much easier for both
producers and customers to come up with ideas for new features than to rethink alternatives to an
existing product. If we really want to think outside the box, we need to understand the customers' desired
outcomes before even considering questions about the current product(s).

Q7: Is knowledge a product?

A: No, it is either an outcome or a resource. Knowledge may be an outcome the customer obtains by using
products like courses, reports, articles, etc. Knowledge can also be the resource or raw material used to
create a product. Unless knowledge is packaged into discrete units, it is not a product.

Q8: How do you get customers to tell you what they want?

A: The short answer: ask them. Interviews, focus groups, direct observations and surveys are four common
methods. | strongly recommend interviews, focus groups, and direct observations of end-user customers
instead of surveys for several important reasons. Of most importance is that interviews, focus groups
and observations can provide rich qualitative information about any gaps between customer expectations
and experiences which cannot be collected in the highly structured survey approach. No matter what
approach is used, the wrong questions asked the wrong way of the wrong people will yield information of
dubious value at best and harmful information (for the producer who acts on it) at worst. If you could ask
a customer only four questions, the following are what | recommend, in the order shown. Assume you
are interested in designing or improving a manual.

1. If you could change one thing about this manual, what would it be?
2. A satisfying manual is one which results in ____

3. A satisfying manual does notresultin

4. A satisfying manual is one whichis

Question 1 allows customers to identify priority dissatisfiers. Questions 2 and 3 will identify expectations
about outcomes. Question 4 will reveal expectations about product functions.
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FREQUENTLY ASKED QUESTIONS 3

Q9: You put almost exclusive emphasis on satisfying end-users. Aren't the other customers
important, too?

A: All customers are important and our goal must be to satisfy them all. However, | have observed
that producers of both internally and externally consumed products consistently favor the interests of
brokers over end-users and fixers. This situation is less a matter of making a conscious decision
than a matter of default. There are several reasons this occurs:

* Producers may be confused about who the end-users of a product are. Differentiation of
customers into the end-user, broker and fixer roles can solve this problem.

* Producers may not have direct contact with the end-users.

» Customers can have competing interests. Producers may choose to satisfy certain
expectations over others, based on the power of the customer. A customer's relative power
flows from four common characteristics:

» position (level of person in an organization’s structure)

» purse strings (those who are perceived to have the money get preferential treatment)
+ proximity (those who are closest to, or have the most contact with, the producer)

» personality (those with most personal persuasiveness)

These characteristics are often those of brokers, not end-users. The emphasis on satisfying end-
users is intended to counteract possible short-term thinking on the part of producers and encourage
them to do those things which will enhance their leadership position. End-users always win in the
long run.

Q10: What are the most frequent “vital lies” you hear?
A: 1. Satisfaction will occur if dissatisfaction declines.

. We are on the leading edge in our industry.

. Growth in customer demand or market share means customers are satisfied.
. We know what business we are in.

. We know who our customers are.

. The most important customers have priority.

. Customers don't know what they want.

. We know what our customers want.

. What customers say they expect is actually what they want.

o © o No ok~ NS

—

. Our performance measures confirm our excellence.
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KEY WORDS WORDS TO AVOID

Answer A complete, accurate knowledge product that
satisfies the end user’s question on the first attempt.

Broker An agent for the end-user and/or the producer

End-user This customer will personally use the product
to achieve a desired outcome.

Expectations Expectations are based on the
customers’ past experience with products. Wants are
desires focused on optimums (vs. minimums) and hopes
(vs. past experiences) regarding a product or outcome.
An experience may be personal or vicarious.

Fixer Any customer who will have to make repairs,
corrections, modifications or adjustments to the product.

Outcome A result achieved or sought.

Performance Expectations Unambiguous, objective
and directly measurable attributes of a product, process
or organization.

Perception Expectations Subjective criteria such as
easy-to-use, timely, often, cheap, quick, understandable,
concise and complete.

Product Something created by work which can be
given to someone else to achieve a desired outcome.
Itis: = A deliverable
= Anoun
= Packaged in countable units
= Expressed as something which can be made plural

with an “s

Producer This is the person or group that creates a product
for a customer.

Vital Lie A limiting assumption. An excuse for not changing.
It can prevent the pursuit of the possible.

Ten most common vital lies include:

1. Satisfaction will occur if dissatisfaction declines.

2. We are on the leading edge in our industry.

3. Growth in customer demand or market share means
customers are satisfied.

4. We know what business we are in.

5. We know who our customers are.

6. The most important customers have priority.

7. Customers don’t know what they want.

8. We know what customers want.

9.

1

What customers say they expect is actually what they want.

0. Our performance measures confirm our excellence.

Copyright © 2008 International Management Technologies, Inc. www.imtC3.com. All rights reserved.

Customer Common synonyms include client,
stakeholder, partner, taxpayer, patient and guest. The
confusion can be compounded by organizing customers
according to location (internal or external). The term is
often used without reference to a specific product. As a
practical matter, a person can only be a customer in
terms of a product. Replace customer with end user,
broker, or fixer.

Output This is often confused with a deliverable (see
product) or a result (see outcome).

Service It is virtually impossible for members of an
organization to agree on what this means. Service is
most frequently used as a verb to describe reactive
activity (e.g. help, support, assist, fix). But it can also be
used as a noun (e.g. legal services) or as an adjective
(e.g. service center). What cannot be defined is difficult
to manage, measure and improve.

Supplier This can refer to a person or group that gives
a product to someone else. Replace supplier with
broker or producer, depending on the relationship with
a given product.

ABOUT IMT

International Management Technologies, Inc. is a
management consulting firm specializing in
customer-centered cultural change, customer
satisfaction, performance measurement, innovation and
service quality. Our mission is to enable clients like you
to achieve and sustain leadership in satisfying
customers. IMT was founded in 1985.

REFERENCE

Lawton, Robin L., Creating a Customer-Centered Culture:
Leadership in Quality, Innovation and Speed Quality Press,
1993

Miller, Ken, The Change Agent’s Guide to Radical
Improvement, Milwaukee: Quality Press, 2002

Articles available on-line at www.imtc3.com

e “Creating Total Customer Satisfaction, A Service Quality
Strategy that Will Work for You”

e “Using Measures to Connect Strategy With Customers”
“Balance Your Balanced Scorecard”
e “Are Your Surveys Only Suitable For Wrapping Fish?”
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A BRIEF SELF-ASSESSMENT

Name Title

Organization Date

Email Phone

ASSESSMENT QUESTIONS Totally | Partially | Hardly | Noor

Don’t
(Answer with a check in one of the columns at right) ®) 3 (1) Know

1. Does your enterprise have a current strategic plan?

2. Does the plan articulate outcomes (results) the enterprise seeks
to achieve?

3. Does the plan define outcomes customers want to achieve by
working with the enterprise?

. Have all managers and supervisors seen the strategic plan?

5. Have all line employees seen the strategic plan?

6. Are business unit and/or department plans written to enable execution
of the strategic plan at that level?

STRATEGIC DIRECTION
SN

7. Do personnel reviews address contribution to strategic plan outcomes?

8. Does the enterprise have written policies covering critical priorities?

9. Is “good service” viewed as one of the enterprise’s top priorities?

10. Using only one word, define what “service” means to you:

Would everyone on the management team give the same definition?

11. Is there a written customer satisfaction policy?

12. Is there consensus on who “the customer” is?

13. Is there a mechanism or method for determining who “the customer”
is at the department, functional or work group level?

14. Is there a defined and practiced method for uncovering
customer priorities?

CUSTOMERS & SATISFACTION

15. Is “success” defined and measured in terms of the degree to which:
a) The enterprise achieves its self-defined desired outcomes?

b) Customers’ desired outcomes (ultimate results) are achieved?

c) Customers’ undesired outcomes are avoided or reduced?

d) Services or products they receive have the most desired
characteristics?
e) The customers’ experience acquiring your service or products is
satisfying?
16. Do employees agree on the top 3 priority products/ services
produced by:
a) The enterprise?

EXCELLENCE

b) Each department or functional group within the organization?

17. Please TOTAL the points in each checked column for questions 1-16 Totally | Partially | Hardly | TOTAL
(Total possible = 105)

18. Which 3 questions above do you most wish you could have said “Yes-Totally” to?

19. Which of the items in Question #15 have been the principal focus of your enterprise improvement or
innovation efforts in the past 5 years? a) b) c) d) e)

OPPORTUNITY
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ID & OBJECTIVES

Date
Mr/Ms/Mrs. Title
Enterprise Division
E-Mail Address: Business Phone:

What are your objectives?

'|'|
=

Partial No

=}
(0]

Which of the following does your organization have in place?

e  Prioritized customer desired outcomes in the strategic plan
¢ Formal customer satisfaction initiative

¢  Numerical non-financial performance improvement goals

¢ Return-on-investment measures for strategic initiatives

COMMENTS

Our objective is your total satisfaction. Please tell us what you think and feel about this event.

(|
(|
(|

Strongly Agree Neutral Strongly Disagree

My objectives (above) were achieved 5 4 3 2 1
The session objective was achieved 5 4 3 2 1
Subject was relevant 5 4 3 2 1
Presenter demonstrated expertise 5 4 3 2 1
Questions were answered satisfactorily 5 4 3 2 1
Program value was worth the cost 5 4 3 2 1
Overall, | was satisfied with the session 5 4 3 2 1
Others should hear this, especially: Upper managers Peers Others
Facilities were satisfactory 5 4 3 2 1
Pace was appropriate Too Fast Fine Too Slow
Amount of time provided for topic Too Much Fine Too Little

How would you describe to others what you liked most?

Suggestions?

What action(s) do you now want to take?

May we share your comments in our marketing material? L[] Yes [] No
Your signature

WHICH OF THESE TOPICS WOULD YOU LIKE TO KNOW MORE ABOUT?

How to get this measure to others Other
Strategic planning, alignment with customer priorities

Performance measurement/Balanced scorecards
Uncovering customer expectations/Surveys
Cultural change/Deploying projects

Facilitator Certification Training

Video-based training

Process cycle time reduction

(N

022708 CSU
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