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Mulberry Consulting Practitioners call - 10 November 2009

How do Starbucks and Canada Post renew and energise their staff to deliver
an optimal customer experience - especially in tough times?

Featuring Jennifer Ames-Karreman, Head of Organisational Culture, from Starbucks and Kathy
Haley, VP Brand, Marketing, and Customer Experience Canada Post Corporation

On 10 November 2009 Mulberry Consulting held one of its monthly Practitioner Calls. The call was
attended by a great many practitioners from around the world from the financial services,
publishing, telecommunications, and IT services sectors.

David Hicks CEO of Mulberry Consulting introduced Jennifer Ames-Karreman from Starbucks and
Kathy Haley from Canada Post. During the call David led a discussion session with Jennifer and
Kathy and invited the audience to email questions (due to the large numbers listening in) which were
then included at the appropriate times - the main themes were as follows:

In the light of the current climate, is the delivery of an “on brand’ experience still on the
executive agenda of each organisation?

For Canada Post the answer was that it is being developed but, of course, could always go
further. Kathy described the journey that the executive team took to move Canada Post
from an organisation where the executive board did not agree on the primary focus of the
organisation to one where, during a period of major cost focus and restructuring, the first
item on the executive agenda was “‘Expanding and integrating the customer experience to
better compete for business in an increasingly complex and sophisticated marketplace”.
Getting the senior team aligned at the start of the process was seen as critical to getting the
organisation this far.

While the customer experience is very much on the agenda at Starbucks there have been
creative tensions within the organisation particularly between the operations and product
areas. This has been driven largely by the emergence of serious competition within the last
10 years or so which, in turn, has led to an increased focus on the customer as other areas of
competitive advantage (product and the stores physical environment) are copied by
competitors. 10 years ago Starbucks probably took customers a little for granted during its
rapid growth phase, that is certainly not the case today with a range of activities taking place
to claim their place in the marketplace. The key is seen as inspiring commitment in the
employee base leading to relationships being forged with the customer base - “a
commitment model is a sustainable model a compliant model is not.”

Both speakers agreed that what really made the difference to embrace the customer agenda
was, first
e the measurement and subsequent communication of customer numbers (retention,
acquisition and cross-sell) and the ability to isolate what was attributed to the
recession and what could be controlled, then
e the capture of the voice of the customer and its correlation with the financials to
demonstrate what's working well or not. As an illustration the executive team at
Starbucks was provided with copies of customer letters and quotes directly relating to
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the data being presented, which produced a much deeper understanding of the
behavioural impacts on the customer.

How to ensure the customer agenda is commonly appreciated, shared and understood by all
parts of the organisation.

The experience of Canada Post was that building the customer measurement system into the
corporate scorecards and then into the bonus structure is a big help. The other key activity
was changing the conversation within Canada Post to align the brand and the customer
experience thus giving staff the tools to understand the critical role they play in delivering
that customer experience.

In Starbucks, as with Canada Post, the metrics and operating systems drive compliance
toward the customer agenda. In addition the level of partner (Starbucks employees)
engagement is measured and tracked as it has been shown that levels of partner
engagement directly translate to the customer experience. Making the customer more
human by identifying customer segments and communicating widely their key “need states”
is seen as key in articulating their requirements, especially in areas of the organisation that
do not have direct interaction with customers. This illustrates customers as real people rather
than merely transactions.

Do employees / partners understand in practical terms what is required of them to deliver the
desired customer experience?

Canada Post has created a customer experience blueprint to act as a strategic plan which has
been aligned to operations on the ground and aims to be a signpost for the organisation.
This blueprint is a comprehensive document gathering:
e The available customer research, summarising the customer experience picture today
and how critical the experience is.
e Theideal state with a map of the customer journey and a definition of what the
brand needs to stand for.
e A 3 year plan with investment recommendations on how to get there.
The next challenge is to gain buy in from stakeholders (including unions) and embed this
plan into the operation (with the translation of the brand into individual roles and the
identification of the training required to support this).

In Starbucks it is the subject of a major programme building on prior work already completed
to drive forward areas that will be important once the economic climate improves. During
this somewhat overwhelming time for partners the focus has been on keeping the most
important customers and consolidating the business. In support of that recent activity there
is ongoing work to further defining those customers and articulating their needs and
requirements to support partners in delivering the experience.

Is the delivery of the internal promise (to employees and partners) measured as well as
delivery of the customer promise?

A comirehensive emiloiee survei index exists in Canada Post and is veri visible within the
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