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available when performance meets or exceeds 
expectations, and for the available compensation 
�A�N�D���F�R�I�N�G�E���B�E�N�E�l�T�S�	��

The second set of factors controls the output 
�O�F���W�O�R�K���P�R�O�C�E�S�S�E�S�����4�H�E�S�E���F�A�C�T�O�R�S���A�R�E���T�H�E���N�U�M�B�E�R����
�S�E�Q�U�E�N�C�E�����A�N�D���D�I�F�l�C�U�L�T�Y���O�F���S�T�E�P�S���T�O���P�E�R�F�O�R�M���A���T�A�S�K����
how well the job performance of internal suppliers 
�M�E�E�T�S���T�H�E���R�E�Q�U�I�R�E�M�E�N�T�S���O�F���T�H�E�I�R���I�N�T�E�R�N�A�L���C�U�S�T�O�M�E�R�S����
and how closely the speci�cations for the output 
�O�F�� �A�� �W�O�R�K�� �P�R�O�C�E�S�S�� �M�E�E�T�� �T�H�E�� �R�E�Q�U�I�R�E�M�E�N�T�S�� �O�F�� �T�H�E��
internal and external users of that output.  

The third set of factors controls the job 
performance of every employee. These include 
a performance appraisal process that holds 
every employee accountable for meeting the 
expectations of their internal and/or external 
customers, compensation practices that recognize 
employees whose job performance consistently 
meets the requirements of their internal and external 
customers, and a mission statement that explicitly 
dedicates a company to satisfying its customers.

�#�U�S�T�O�M�E�R�� �L�O�Y�A�L�T�Y�� �I�S�� �U�N�D�E�R�
�M�A�N�A�G�E�D�� �W�H�E�N��
�A�� �M�A�N�A�G�E�M�E�N�T�� �T�E�A�M�� �L�A�C�K�S�� �I�N�F�O�R�M�A�T�I�O�N�� �A�B�O�U�T��
�W�E�A�K�N�E�S�S�E�S�� �I�N�� �I�T�S�� �M�A�N�A�G�E�M�E�N�T�� �P�R�A�C�T�I�C�E�S�� �T�H�A�T��
�I�N�A�D�V�E�R�T�E�N�T�L�Y�� �R�E�S�U�L�T�� �I�N�� �E�M�P�L�O�Y�E�E�S�� �W�O�R�K�I�N�G�� �I�N�� �W�A�Y�S��
�T�H�A�T�� �U�P�S�E�T�� �C�U�S�T�O�M�E�R�S�� �O�R�� �M�A�K�E�� �I�T�� �D�I�F�l�C�U�L�T�� �F�O�R�� �O�T�H�E�R��
employees to serve customers.  

Follow these seven steps to determine 
if any opportunities exist to strengthen 
your company’s management practices 
that impact customer loyalty.  

1 Select a position in your company that has 
signi�cant impact on customer loyalty.

2 Answer these questions as they apply to the 
employees in the position you selected in 

�3�T�E�P�� ������ ���.�O�T�E���� �3�P�A�C�E�� �L�I�M�I�T�A�T�I�O�N�� �P�R�E�V�E�N�T�S�� �I�N�C�L�U�D�I�N�G��
all the diagnostic questions for each of the thirteen 
�F�A�C�T�O�R�S���T�H�A�T���C�O�N�T�R�O�L���C�U�S�T�O�M�E�R���L�O�Y�A�L�T�Y���	��

�s�� �$�O�� �T�H�E�S�E�� �E�M�P�L�O�Y�E�E�S�� �K�N�O�W�� �I�N�� �S�P�E�C�I�l�C�� �D�E�T�A�I�L��
those features your core products and/or services 
must have in order for prospects and customers to 
buy from you instead of a competitor?

�s�����$�O���T�H�E�S�E���E�M�P�L�O�Y�E�E�S���K�N�O�W���T�H�E���S�T�A�N�D�A�R�D�S���T�H�E�I�R��
�W�O�R�K�� �U�N�I�T�� �M�U�S�T�� �A�C�H�I�E�V�E�� �I�N�� �O�R�D�E�R�� �T�O�� �C�O�N�S�I�S�T�E�N�T�L�Y��
meet the requirements of prospects, external 
customers, and internal customers?

�s�� �$�O�� �T�H�E�S�E�� �E�M�P�L�O�Y�E�E�S�� �K�N�O�W�� �I�N�� �S�P�E�C�I�l�C�� �D�E�T�A�I�L��
how prospects and customers expect to be treated 
by these employees?

�s�� �$�O���T�H�E�S�E���E�M�P�L�O�Y�E�E�S���H�A�V�E���C�U�R�R�E�N�T���I�N�F�O�R�M�A�T�I�O�N��
about how closely your core products and/or 
services meet customer expectations and how 
�W�E�L�L�� �T�H�E�I�R�� �W�O�R�K�� �U�N�I�T���S�� �P�E�R�F�O�R�M�A�N�C�E�� �M�E�E�T�S�� �T�H�E��
requirements of its internal customers?

�s�� �7�H�E�N�� �T�H�E�� �J�O�B�� �P�E�R�F�O�R�M�A�N�C�E�� �O�F�� �T�H�E�S�E��
employees consistently meets the requirements 
of their external and internal customers, are these 
employees regularly given non-�nancial recognition 
�S�U�C�H���A�S���A�P�P�R�E�C�I�A�T�I�O�N�����P�R�A�I�S�E�����A�N�D���T�H�A�N�K�S��

�s�� �7�H�E�N�� �T�H�E�S�E�� �E�M�P�L�O�Y�E�E�S�� �C�O�N�S�I�S�T�E�N�T�L�Y�� �A�N�N�O�Y�� �O�R��
upset their external or internal customers, do their 
managers deal effectively with this poor performance?

�s�����$�O���T�H�E���C�U�R�R�E�N�T���P�R�O�C�E�D�U�R�E�S���F�O�R���S�E�L�E�C�T�I�N�G���P�E�O�P�L�E��
for this position show whether candidates have 
�A�L�L�� �T�H�E�� �S�K�I�L�L�S�� �A�N�D�� �K�N�O�W�L�E�D�G�E�� �N�E�E�D�E�D�� �T�O�� �M�E�E�T�� �T�H�E��
requirements of the external and internal customers 
of this position?

�s�� �$�O�� �T�H�E�S�E�� �E�M�P�L�O�Y�E�E�S�� �A�L�W�A�Y�S�� �H�A�V�E�� �T�H�E��
�E�Q�U�I�P�M�E�N�T���� �M�A�T�E�R�I�A�L�S���� �S�U�P�P�L�I�E�S���� �W�O�R�K�S�P�A�C�E����
procedures, and tools in the quantity and quality 
needed to consistently meet the requirements of 
their external and internal customers?

�s�� �!�R�E�� �T�H�E�� �W�O�R�K�� �P�R�O�C�E�D�U�R�E�S�� �U�S�E�D�� �B�Y�� �T�H�E�S�E��
employees regularly reviewed to determine if 
their outcomes would improve by eliminating 
unnecessary steps, combining steps, changing 
the sequence of steps, simplifying the steps, or 
eliminating boring repetition?

�s�� �$�O�E�S�� �T�H�E�� �P�E�R�F�O�R�M�A�N�C�E�� �A�P�P�R�A�I�S�A�L���R�E�V�I�E�W��
process clearly and explicitly hold these employees 
accountable for how well their individual job 
performance meets the requirements of their 
external and/or internal customers?

3 Answer the questions in Step 2 as they apply 
to the position that manages the position you 

selected in Step 1.

4 �&�O�R�� �E�A�C�H�� �@�.�O���� �A�N�S�W�E�R�� �I�N�� �3�T�E�P�S�� ���� �A�N�D�� ������
identify how the current situation could hurt 

�Y�O�U�R���C�O�M�P�A�N�Y���S���E�F�F�O�R�T�S���T�O���A�T�T�R�A�C�T���l�R�S�T���T�I�M�E���B�U�Y�E�R�S����
convert �rst time buyers into customers, retain 
existing customers, and increase the value of 
purchases by existing customers.

5 �2�E�V�I�E�W���Y�O�U�R���A�N�S�W�E�R�S���T�O���3�T�E�P���������)�F���T�H�E���N�E�G�A�T�I�V�E��
consequences identi�ed in Step 4 are 

�U�N�A�C�C�E�P�T�A�B�L�E�����R�E�V�I�S�E���Y�O�U�R���C�O�M�P�A�N�Y���S���M�A�N�A�G�E�M�E�N�T��
practices as indicated by your answers to the 
questions in Steps 2 and 3. 

6 �#�O�M�P�L�E�T�E�� �3�T�E�P�S�� ���� �n�� ���� �F�O�R�� �A�L�L�� �P�O�S�I�T�I�O�N�S�� �I�N��
your company that significantly impact 

customer loyalty. 

7 �#�O�N�T�I�N�U�A�L�L�Y�� �l�N�E�
�T�U�N�E�� �Y�O�U�R�� �C�O�M�P�A�N�Y���S��
management practices that control customer 

loyalty by repeating Steps 1 – 6 annually.

Applying process improvement methodology to 
�M�A�N�A�G�E�M�E�N�T���P�R�A�C�T�I�C�E�S���W�I�L�L���U�N�C�O�V�E�R���W�E�A�K�N�E�S�S�E�S��
�T�H�A�T���T�H�R�E�A�T�E�N���Y�O�U�R���C�O�M�P�A�N�Y���S���S�U�C�C�E�S�S���A�T�T�R�A�C�T�I�N�G��
�rst time buyers, creating loyal customers, 
and enhancing internal communication and 
�T�E�A�M�W�O�R�K�
�
�W�E�A�K�N�E�S�S�E�S�� �T�H�A�T�� �P�R�E�V�I�O�U�S�L�Y�� �M�I�G�H�T��
�H�A�V�E���B�E�E�N���U�N�K�N�O�W�N������

�"�Y�� �E�L�I�M�I�N�A�T�I�N�G�� �T�H�E�S�E�� �W�E�A�K�N�E�S�S�E�S���� �Y�O�U���L�L�� �B�E��
�B�E�T�T�E�R�� �A�B�L�E�� �T�O�� �M�E�E�T�� �A�N�D�� �E�X�C�E�E�D�� �Y�O�U�R�� �M�A�R�K�E�T���S��
expectations. The critical results will be 
accelerated growth in customer base and sales. 
Other bene�ts of applying process improvement 
to management practices include fewer �res 
created by upset customers, strengthened 
competitive position, and fewer resources spent 
acquiring new customers to replace those who 
have switched to another supplier. 
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