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hereismoreto customer service—and satis-

faction—than merely fixing the customer’s

equipment. Field technicians also must be

empowered to fix the customer. However,

without the proper training, technicians may
fall back on what they know best: equipment repair.

There are many training resources available that focus on the “how to's” of
equipment repair, and many services organi zations have benefited from the use of
these traditional training resources. However, if your field technicians are not
receiving training on how to provide customer service along with technical sup-
port, then your organization may be ill prepared to win the enduring confidence
and loyalty of your customers.

Providing customer support requires morethan just technical training. Every
day, your field technicians deal with customers that vary by type, size, installed
base, equipment usage, personality, and everything else that differentiates one
customer from another. However, one thing remains constant: their systems and
equipment are important, if not vital, to their day-to-day business operations, and
they depend on your field technicians for the continuous availability, operation,
and usage of their systems and equipment. Therefore, your field technicians re-
quire much more than just technical training. They also require afull measure of
customer service training.

Training isan essential component of successful customer relationship man-
agement (CRM), and communicationsisacritical element of training. Customer
relationship management is only worth the effort that an organization puts into
it—nothing more, nothing less. But some organizations still do not recognize the
importance of including customer service training in their CRM initiatives—or
even if they do, they may not know how to make it work at the individual techni-
cian, individual customer level.

Mark Challenger, founder and president of the e-learning software company
MindBuilder Group, believes that teaching technicians to understand customers
and to effectively communicate and build rel ationshipswith their customers should
be a critical component of their overall training. His company teaches techni-
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cians to utilize a “Listen, Observe,
Think, Speak” (or LOTS) approach.
(SeeFigure 1)

According to Challenger, “Every
time a technician walks through a
customer’s door, he should be think-
ing LOTS, because its guidelines will
foster loyalty and understanding. It
works well in virtually every service
environment, regardless of the type of
equipment being supported.”

Listen

A good technician may get al of the
information he needs directly from the
machine, but by listening to the cus-
tomer effectively, he can convince the
customer that they are working to-
gether not only to fix the equipment,
but to meet a production deadline,
avoid the need for an overtime shift,
or support the executive office. Listen-
ing is aways the right place to start,

Figure |

but it is only the point of entry to the
customer relationship. There are other
important things that must follow.

Observe

Observing begins at the same time as
listening. Wordsare not only words. The
manner in which they are conveyed
communicates a more complete story.
Therefore, the field technician must
observe how the customer acts, thetone
in which the customer speaks, and the
overall situation with the equipment it-
self. Through careful observation, the
technician can determine urgency, com-
placency, panic, or whatever emotional
content drives the customer’s expecta-
tionsand desires—avital component to
responding to the situation at hand ef-
fectively and to building lasting cus-
tomer respect and loyalty.

Think

Throughout our lives, we have been
told to think before we speak. Thisis
never moreimportant than when afield
technician is dealing with a customer,
especially acustomer whoisfaced with
an expensive and important piece of
equipment that isn’t working. Thefirst
words spoken by atechnician upon ar-
riving at the site will set the tone for
the entire service call, so it is vitaly
important to choose them carefully.
Choosing the right words can be ac-
complished only if the technician first
has listened to and observed the cus-
tomer and environment.

Speak
If the previous three areas have been
handled properly, this next step should
bethe easiest. Technicians should keep
in mind that they are the experts. They
are the ones on whom the customer is
depending to assess the situation, re-
pair the equipment, and get

The LOTS Approach Can Be Used to Foster Good
Customer-Technician Communications
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them back to some sem-
blance of normalcy. Still,
the technician’s words are
what the customer will re-
member long after the tech-
nician hasleft the site, which
iswhy it is so important for
them to wait to do the think-
ing until after they have lis-
tened and observed. Your
technicians should under-
stand that nearly everything
they say will befrozeninthe
customer’s mind.

The basic rudiments of
customer service are not al-
ways obvious, especialy in
delicate situations where the
customer is becoming in-
creasingly unhappy, whichis
why field techniciansrequire
customer service training.
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They may know how to fix equip-
ment, but can they make an unhappy
customer happy again? Do they know
how to transform a*bad” service call
into a “good” one? These customer
skills can be learned only through for-
mal instruction not included in any
technical training manuals.

If You Train Them, They
Will Sell (i.e., Cross-Sell
and Upsell Services)
Many people believethat selling physi-
cal products such as computers, print-
ers, or segment-specific equipment is
easy. Companies can include photo-
graphs and hardware specs for their
productsin brochures and catalogs and
on their Web sites, and demos often
can be conducted right at the
customer’s site.

But in redlity, selling products is
actually quite difficult, and for techni-
cians who never had to sell

anything in the past, selling  Figure 2

have new staff members who re-
quire “fresh” training for an al-
ready installed business system.
These are both classic cases where
existing accounts already may be
clamoring for enhanced coverage, ex-
tended service agreements, or vari-
ous other types of professional ser-
vices that your company may offer
(e.g., user training, train-the-trainers
assistance, custom documentation).
If your field technicians are
trained properly in cross-selling and
upselling, they will know which ac-
counts are ripe for being approached
with extended maintenance agree-
ments, professional services, and so
on. And if your technicians have been
keeping up to date with your com-
pany’s portfolio of offerings, they
also will be prepared to speak directly
with those accounts about what will
make for a more effective service
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package over time. What your field
technicians must contribute to the
company’s overall services sales ef-
fort is a good understanding of what
their customers need and the ability
to match these needs with the appro-
priate types of products and services
offered by your company. When
trained properly, your technicians
will be able to tap this untapped
source of revenue.

Create a Checklist

Selecting the most effective training
tools and resources requires a check-
list. When looking for the most effec-
tive type of customer servicetraining
program to supplement the technical

your company’s products is
certainly no slam dunk. And
yet, technicians have an on-
going relationship with the
customer, so if they can be
taught to “sell” service
agreements, equipment up-
grades, and professional ser-
vices on already installed
equipment, they can become
a vital source of new rev-
enue (see Figure 2).

For example, some cus-
tomers may understand that
warranty serviceon aspecific
piece of equipment lasts for
only one year, but they may
not recognize that post-war-
ranty support is billed on a
time-and-materials basis,
which could end up being
quite expensive. Others may

Each of Your Field Technicians Should Be Both Enabled—

and Empowered—to Cross-Sell and Upsell Services
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training that your field technicians
have received already, e-learning (or
distance learning) can be one excel-
lent option.

“Today, e-learning comes in a
wide variety of shapes, sizes, and fla-
vors—so depending on what you need,
there are many aternatives for you to
consider,” says Challenger. “The first
question that you will need to ask your-
self iswhether or not you can use one
of the plentiful off-the-shelf courses
that are readily available on the mar-
ket. If you can, that's great, because it
likely will save you time, money, and
alot of headache. However, beforeyou
jump headlong into what isasupposed
time- or cost-saving alternative, first do
some homework as to what the pro-
gram offers vs. what your technicians
really need to learn.”

Consider thefollowing guidelines
for selecting the most effective—and
cost-effective—e-learning solutions
(see Figure 3):

Figure 3

1. Narrow your choices to e-learn-
ing courses that are based on a sound
pedagogical design that incorporates
multiple tools in order to ensure that
students are involved directly in the
learning process. Limit choicesto edu-
cational programs and software that
can transfer knowledge effectively
and will allow administrators to as-
sess and manage groups, individuals,
and programs.

2. Whether your organization covers
the globe, the nation, the city, or only
the equipment installed in your own
facility, you should only be looking at
learning systems that deliver content
inamanner that will inspire your tech-
nicians, providing them with the tools
they need to achieve their goalsin the
most effective—and cost-effective—
way possible.

3. Ifyouaresimply looking for tech-
nology-oriented training (e.g., support-
ing computer networks, or software
training for programs), then off-the-

shelf programs may be your best al-
ternative. There are hundreds of pro-
grams on the market, and there is no
need to pay a premium price for a
commodity service, nor isthere aneed
to reinvent the wheel.
4. While some of the available e-
learning programs are very good, the
quality can be widely divergent from
one vendor to another, so it is im-
portant that you thoroughly investi-
gate the alternatives. For example,
take an online demo course to pro-
vide you with some “real-time” com-
parative information.
5. Beware of e-learning programs
that require software downloads. The
rule of thumb is that if you are re-
quired to download something, then
your field technicians will be required
to download it too. Assess the vary-
ing types of Internet connections that
your technicians will be using to ac-
cess the programs, and then make
your decision accordingly.

6. Assess whether the

groups.

segment.
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10 Key Things to Look for When Selecting a Customer Service
Training Program in Support of Your Organization’s Field Technicians

» Narrow your choicesto e-learning courses that allow you to manage

*  Only choose learning systems that deliver content that inspires technicians.
e Limit your use of off-the-shelf programs to technol ogy-oriented training.

e Take the online demo before purchasing the program; evaluate alternatives.
e Beware of e-learning programs that require software downloads.
» Assessthe ease of navigating the program; make sure it is self-evident.
e Carefully evaluate the course graphics for clarity and relevance.

e Look for courses that incorporate an instructor’s voiceover.

e Make sure you have the ability to track the student’s performance.

e Look not only for content, but also for applicability to your services

selected program is easy to
navigate. Navigation should
be both easy and self-evi-
dent; if your technicians re-
quire a learning curve on
how to use the course, you
may lose some of them be-
fore they even get started.

7. Carefully evaluate
course graphics, as graphic
design historically has been
a major problem for many
off-the-shelf courses. What
your technicians see on-
screeniscritically important,
because they will not have a
classroom instructor to revert
their attention if their inter-
est strays. Graphics should
add instructive value to the
course, and your eyes should

88 AFSM International www.afsmi.org



not gloss over when you look at them.
8. Look for courses that include an
instructor’s voiceover, as both the au-
dio quality and the instructor’s pre-
sentation of the course material will
be of extreme importance to student
comprehension. Courses without an
audio component tend to belittle more
than poor imitations of books, and
they are usually more expensive. If
the online course you are evaluating
does not have an audio component,
you should look for an alternative that
does.

9. Make sure you have the ability to
track the technician’s course perfor-
mance, as not all off-the-shelf
courseware allows managers to do so.
Many of the programs on the market
today were not designed with the ca-
pability of conducting student assess-
ments. Not everyone likes taking ex-
ams, but a course that does not offer a
student assessment is a waste of time
both for the student and for the orga-
nization.

10. When evaluating learning plat-
forms, look not only for content, but
also for applicability to the specific
segments of the marketplace that you
support. Check to seeif thereisaway
for students to take notes or to con-
tact instructors from the courseware
vendor. Evaluate the ease with which
you can build a technician discussion
group or include additional extra-cur-
ricular resources.

Whether you are developing
coursesin-house or using the services
of an outside e-learning provider, it
is important that the courses are
based on sound pedagogical prin-
ciples and that they work specifically
in your segment of the marketplace.
The bottom line for evaluating the
value of any course is knowledge
transfer. If your technicians do not

acquire and retain usable, real-world
knowledge from these courses, then
you have wasted their time and your
money.

Technical Training and
Customer Service Training
Go Hand in Hand

Customer service is not a game, nor
is the technical training for your field
technicians. Both are serious matters,
and they go hand in hand. Ultimately,
you cannot be a successful services
organization if your field technicians
do not have a fair mastery in both
areas. Therefore, whatever curricu-
lum you choose, it must address all
facets of customer service and sup-
port that your technicians will need
to know in order to establish and
maintain real relationships with their
customers.

Your field technicians already
have extensive training on how to fix
various types of systems and equip-
ment, and they probably take reme-
dial courses from time to time, or
whenever the company introduces a
new product line. Customer service
is no different. They will need to take
follow-up courses in this area. That
is the nature of the business, and they
are directly immersed in it day after
day, right at the front lines.

By providing your customers
with a full measure of technical sup-
port and customer service, you can
improve their overal levels of satis-
faction and loyalty. It is a win-win
situation for everybody involved. The
best-in-class services organizations al -
ready have accomplished this, and
with the proper technical support and
customer service training, your field
technicians can learn as well.

There redlly is nothing difficult
about building customer loyalty—if

you receive the proper training. In
fact, if you do it right, it can be ar-
gued that training your technicians
to fix the customer is really much
easier than training them to fix the
equipment.

November/December 2005 Sbusiness 89



January 23-26, 2006 - The Ritz Carlton Amelia Island - Amelia Island, FL
www.interlogwinter.com

The content presented at InterLog
Winter is extremely insightful -
if you are an aftermarket executive,
this is an event you can't miss!

Ed Fahy,

Director and Chief Operating Officer,
Northrop Grumman
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