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Change is the only
constant...

Relentless and rapid disruption is
here to stay.

Technological advances mean that
machine learning and Al improve our
circumstances by replacing many of
the processes and tasks previously done
by humans. The COVID-19 crisis has only
accelerated this move towards digital
transformation and has already brought
about a new normal. The phrase ‘new
normal’ is being overused right now.
Would it not be better to have a ‘new
hope’ with a focus on people tackling
significant issues together to change
society for the better.

‘If necessity is the mother

of invention, urgency is the
uncle of change. Without it,
progress slows and then stops
and then reverses’

Nell Scovell
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The pandemic has accelerated

the pace of business change and
how customers are served. It has
forced new approaches that might
otherwise have taken decades to
adopt. Many experts say that this
acceleration of change is only the
start. By the time the pandemic crisis
is muted, some may argue that digital
transformation will be concluded for
many organisations - or at least be well
on its way. James Hutton stated in the
18th century, things don't tfransform
they evolve, and there is ‘no vestige
of a beginning, no prospect of an
end’. High performing organisations
will cease trying to change. They

will evolve and emerge from the
immediate crisis we face.

‘After Coronavirus, the world
will never be the same. But
maybe, it can be better’
Vanessa Bates Ramirez
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Facing-up to the
major challenges

Post COVID-19, the short term focus for
many organisations is on shoring-up
finances, cash flow, profits, protecting
customers (and employees) through the
coming months. Many are facing major
challenges as they continue to transition
to a digital economy and are reflecting
on business lessons learnt from the crisis
and wider global issues such as climate
change, customer demand for more
ethical approaches and practices.

Customers’
expectations are
changing

They're already demanding that you
deliver and understand their needs in
new ways. The crisis has undoubtedly
resulted in a greater shift to online. The
economic climate is putting pressure on
price and demand for value. Consumers
are making rapid adjustments to their
spending habits as discretionary spend

is reigned-in. Leaders are adapting to
new demands. Front-line employees now
need to develop the mindsets and skills
to serve customers across their lifecycle in
a way that feels effortless, personalised,
empathetic, ethical and human.

Despite lockdown conditions, pressure
on customer time has intensified. Many
have had to juggle work with childcare,
home schooling and other demands.
The shift to digital has brought greater-
empowerment and, as a result, customers
expect value from their interactions with
organisations. Customer-facing teams
need to strike a balance between great
service and offering frue value - in an
ethical and trustworthy way.

Customers are becoming harder to
retain. With shorter tenure comes a drop
in lifetime value and less forgiveness for
the mistakes companies make. On the
flip-side, research proves customers are
more than willing to pay a premium for
brands that deliver. Great brands are
differentiating themselves using ‘good’
technology and the human touch -
demonstrated by empathy, kindness, ease
and care.

‘Customers are increasingly
empowered and are
demanding more emotionally
engaging experiences that are
consistent across channels and
still have (or regain) a ‘human
touch’ that meets their specific
needs as an individual’
Forrester
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There is no doubt technology will play a
huge part in making customers lives easier.
Their expectations around effortless service
will remain. Customers want a seamless
experience, regardless of whether they
interact with organisations over voice,
digital or social channels, so organisations
must tap into technologies that offer
immediate, efficient communication
routes. They should also deliver contextual
content - proactive, preventative,
personalised experiences - and react to
the voice of the customer.

Unfortunately, many companies see
human customer service as a cost

centre, not an opportunity. They invest

in automation technologies and adopt
strategies that eliminate humans from the
service loop largely unaware that they are
damaging customer experience. Those
that do will pay the price in the long term.



According to Forrester — customer-
facing chatbots and virtual agents
are among companies’ top three
priorities for technology investment.
But customers, on the whole, don't like
them. Hiding human representatives
behind mazes and barriers is immensely
frustrating for customers and causes
friction, which results in higher
abandonment, decreased advocacy
and lower loyalty.

‘Two-thirds of customers say
that there is not enough help
available on organisations’
websites or apps, and 77%
want a phone number on
every web page or app’
Nichola Millard BT

It is not rocket science. However,
CEOs get caught in the tangibility
bias trap and think that - by investing
in technology - it will solve all their
customer and revenue problems. The
thing is... It won't! Simply going digital

is not enough, it is, at best, only part of
the solution.
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Simply ‘going digital’
isn’t going to be
enough

Companies must think beyond short
term survival. There is a need to act

and implement changes that mean
they can thrive in the long term. We are
becoming accustomed to ‘change’
and, while its pace is debatable - its
existence is not. Right now, the tsunami
of change feels overwhelming. Whilst
trying to keep up, there is much to
navigate - business continuity, scrambling
to keep afloat, pivoting what you do,
diversifying, adapting to the new normall
and upgrading technology to meet the
challenge.

“Businesses will need to

select technology based on
designing interactions that are
customer entered: adaptable,
emotionally resonant and
intelligently integrated

info customers’ lifecycle.
Companies need to change the
way they operate, the way they
lead their people, and the way
they develop the capability
required to work alongside
machines and allow them to
harness the potential of the
digital tools provided to them’
Forrester
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Going digital is vital;
however, doing it in

isolation will not cut it.



Augmenting the human

‘Emotional intelligence is more
important than ever’
Harvard

Technology is doing amazing things,
from saving people’s lives to space
exploration. The thing is, however
advanced these machines are, they
won't replicate the human to human
experience we all want and need, or
evoke the emotional response vital in
creating brilliant customer experiences.

A study by McKinsey estimates that close
to half of all jobs may be automated in
the next decade.

Recent events will accelerate the pace
of this change. Already we are seeing

Al and automation being deployed

to process high-volume, repetitive
administrative tasks within many sectors.
It's delivering enhanced customer
experience and freeing up employees to
focus on more challenging, stimulating
and rewarding work. However, to
achieve this ‘future vision of work’ (and
a potentially wonderful harmony), it's
clear there is a requirement to provide
people with the new skills, mindsets and
behaviours they need to thrive and work
successfully alongside machines.

Machines will augment our efforts, but
there will also be a place for what humans
contribute to the modern workplace.
Al-fuelled knowledge management
platforms, ‘in-the-moment’ learning
technologies and performance support
systems will inevitably make it easier to
serve more demanding customers. AR
tools will enable call centre agents to walk
customers through complex problems

or enhance their shopping experience,
despite being hundreds of miles apart. Al
will transform how organisations receive
and interpret data. This will enable
programmes that reflect customer views,
opinions and preferences - but only if used
in the right way and not for some kind

of ‘measurebating’ activity! Focusing on
data alone is a tfrap that could be hard to
get out of. Yes, Al-fuelled data crunching
can provide leaders with essential ‘data’.
But, data is just information until it is turned
into knowledge. Companies need to look
at the whole picture and absorb both
small and big data to achieve customer
service personalisation.

Chatbots and other technologies will
enable service centres to automate huge
amounts of calls. Some vendors estimate
60% of contacts could be automated.
Forrester suggests that Generation-Z spend
an average of 4 hours a day on chat

apps.



To reach these customers, companies
will require conversational interfaces
that give customers great personalised
experiences. They will need technology
to help them understand customers’
preferences, needs, and personalities -
and deliver conversational interactions
that align with their brand. However,
chatbots are not a launch-and-forget
project. Organisations must monitor
and nurture their growth so that day-by-
day, they can serve customers better.
Chatbots will need a ‘human coach’ to
help them add a touch of humanity to
their responses.

‘The role of team-leaders
will evolve, from training
and coaching front-line;
to training and coaching
the bot. New roles such as
‘bot supervisors’ and ‘bot
wranglers’ are emerging
along with behind the
scenes ‘conversation flow
designers’

Forrester

Chatbots can certainly learn, but
employees will need the skills and

knowledge to frain these chatbofts to
feel more human.

The starting place will be to know what
good looks like in terms of conversational
intelligence when dealing with simple
customer issues. Where they can't
compete with real human contact are

the more complex customer contacts,
those that require greater critical thinking,
empathy and understanding. Technology
vendors agree that machines are at least
ten years away from dealing with more
emotive customer interactions - and that
timeline is just an estimate. Developers

will be scratching their heads for years to
come in the vain attempt to build Al that
can deal with customer sarcasm, nuanced
behaviour, passive-aggressive tone, anger,
frustration — or a simple cry for customer
justicel

‘Humans are inscrutable.
Infinitely unpredictable. This is
what makes them dangerous.’
Daniel H. Wilson
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Machines operate in binary — in black
and white. In this context, they excel.
Changing an address online, in theory,
could be made very easy or providing a
customer with their data usage amount
three times a day are simple tasks. But it is
the ‘grey’ areas, where machines struggle
for example, when a customer wants to
unleash their frustrations about the poor
service they have experienced.




‘Customer service can be a messy business because you are dealing
with human emotions. There’s a grey area. As customer frustration and
anger goes up, a human being should be able to gauge that, sincerely
apologising and offering some kind of appropriate service recovery.
Robots cannot consider feelings - genvuinely as a person can. Today
millions of companies settle for terrible IVR experiences, keeping their
customers at bay - never realising how many customers they lose
overnight because of these hard of hearing robots’

This is where the human can sfill excel by
displaying care, empathy and problem-
solving abilities.

Another issue is we don't seem to trust
machines. We may trust Amazon to
deliver us our new novel - or toy for

our child’s birthday - but think about
the latter. Would we let it choose our
child’s birthday toy or book our summer
holiday? It can make recommendations
for sure, but we would not trust it to

do these things. We'll trust it to follow

a specific instruction or fransaction
request, but less so (or not at all)

when it comes to making decisions or
judgements on our behalf.

Trust is low in humans right now, but

we seem to trust a human over an
algorithm. Just think about the times
you are asked to provide personal data
to a chatbot or virtual assistant. Your
brain whirls around... ‘Could my data
be hacked, and used for fraudulent
activities? Will someone rip me off2’ You

respond with caution and defensiveness.

Imagine being refused health insurance,
and the company blames its risk

assessment algorithm when you ask why.

Or if you apply for a mortgage and are
declined, but the bank can’'t tell you
exactly why.

Or, more seriously, if the police start
arresting people on suspicion of planning
a crime solely based on a predictive
model informed by a data-crunching
supercomputer. Minority Report stuff!

If you were looking to invest your life
savings, would you trust a machine to
make the calculations on your behalfe
Technically, Al would make a less biased
decision than some pin-striped banker, but
we seem to trust the banker over Al even
in this situation. Think about that sentence
for a moment!

‘Only 25% of consumers would
trust a decision made by an Al
system over that of a person
regarding their qualification for
a bank loan’

Kartik Hosanagar, a professor at Wharton,
suggests that the ‘better-than-average
effect’ is one reason we don’'t frust
machines. For example, we know that
autonomous cars are safer than human
drivers in general, but we think that we are
better drivers than others.



In a study where participants were
asked to choose amongst predictions by

themselves, other people, and algorithms,

researchers found that humans don't trust
algorithms - particularly over someone
else. We also seem to be more forgiving
of our own mistakes than those of the
algorithm. And we are less likely to let
machines make decisions for us when the
stakes are high.

Trust is the glue that holds human
relationships together. Where there is low
tfrust, it is unlikely humans will buy from

(or build deep advocacy) with brands.
Trust in machines will grow over time,

for sure. Think about how planes now fly
using autopilot, how online banking has
tfransformed customer experience or how
Alexa has become part of the furniture. It
will be a slow burn, though - one that will
take fime.

‘In our fellow humans, we
prefer an (arguably) irrational
commitment to certain rules no
matter what the consequences,
and we prefer those whose
moral decisions are guided

by social emotions like guilt
and empathy. Being a stickler
for the rules says something
deep about your psychology.
Even if machines were able to
mimic human moral judgments
perfectly, we would know that
the computer did not arrive

at its judgments for the same
reasons we would. Regardless
of what decisions a robot
would make, the way robots
make decisions - by making
calculations - is something
people find untrustworthy in the
context of morality’
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In the 1970s, Japanese researcher
Professor Masahiro Mori proposed his
‘uncanny valley' theory. Mori envisioned
a time when robots would become so
sophisticated that they would look almost
exactly like humans. But that ‘almost’ was
a problem. If a robot resembles us, he
suggested, we are inclined to consider its
presence in the same way as we would
that of a human being. But when the
machine reveals its robot nature to us,
we will feel discomfort. Enter what Mori
dubbed ‘the uncanny valley’. The robot
will then be regarded as something of a
zombie.

The uncanny valley graph conceptualised
by Mori, showing the point where we

start considering the other as a ‘monster’
or ‘zombie’. Mori’'s theory cannot be
systematically verified. But the feelings

we experience when we meet an
autonomous machine are certainly finged
with both incomprehension and curiosity.

Mori proposed that ‘we feel greater affinity
for artificial humans as they become

more realistic, but when they are almost
perfectly human, slight differences

creep us out, and our affinity for them
drops’. This is important when it comes

to Al and customer experience. We are
years away from technology that makes
an Al indistinguishable from a human.
Therefore, if we twig that we are talking

to a machine, it could negatively alter

the experience. When implementing
chatbots, the other consideration is to let
the customer know it is a ‘robot’. Slack has
purposefully done this with their ‘Slackbot’,
so they don’t freak people out. When
we're given the choice of trusting another
person’s conclusions or our guesses - or
accepting facts based on algorithmically
analysed data - most of us tend to trust the
human more. Maybe in 2060, we will reach
a stage that machines can truly replicate
the human, but that presents a whole raft
of other moral and societal problems that
we won't discuss here!
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Some stats for you: X

65% of respondents don't frust that
companies have their best interests

at heart, raising significant questions
about how much trust they have in the
technology businesses use to interact
with them.

Many believe that Al is unable to make
unbiased decisions:

53% of respondents said it's possible
for Al to show bias in the way it makes
decisions.

People still prefer the human touch:

70% of respondents still prefer to
speak to a human than an Al system or
a chatbot when dealing with customer
service and 69% of respondents agree
they would be more inclined to tell the
tfruth to a human than to an Al system’

Pega
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Without a doubt, technology will play

a part in fransforming the way that
organisations engage and serve both
customers and workers. The infroduction
of new technologies has already begun
to alter the way that businesses operate
dramatically. For example, Cambridge
Water has teamed up with Amazon
Alexa to reach out to their customers

like never before. They have launched a
new service, which will enable customers
to talk to them from the comfort of their
own home via their Alexa virtual assistant.
According to their research, 25% of

their customers have a voice-activated
assistant in their homes. Cambridge Water
has created a new capability for Alexa
to enable customers to communicate
with them directly. Using a variety of key
questions, customers can find out about
an array of water-related subjects. They
range from problems with a water supply
and details of account balances to
submitting meter readings and asking for
advice during emergencies.
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Internet of Things (IoT) and other machines
have made our life easier. The influx of
smart meters into our homes have kept

us updated with facts, figures and costs —
and no doubt, in some way, are nudging
our behaviours, keeping us safe from
overspending and being more conscious
about our environmental impact. Fridges
that reorder items when we run out of

milk or video doorbells to talk to the
delivery driver who may otherwise throw
that new party dress over the fence will

all enrich people’s lives. Recent events
may see a swing from online to the high
street. Either because people crave social
interaction or because they see the value
in supporting local businesses. Time will tell.

The flip-side of intelligent voice assistants
such as Alexa, Siri, and Cortana could
potentially fuel a further increase in voice
contact. If your customers hit an ‘I'm

sorry | don't understand’ dead end, the
research shows they are likely to make a
call. Interestingly, voice remains universally
the number-one contact channel across
the 12 countries involved in a BT survey.
After all, 77% of customers surveyed
phoned a contact centre last year. 58%
would rather phone an organisation than
use any other channel. Despite popular
belief that millennials don’t use the phone,
they came out as the biggest age group
using the channel, closely followed by

the over-65s. Voice has become the
primary escalation channel when digital
fails — which is why on-hold messages
telling us ‘that you can do this online’ are
incredibly frustrating. The phone’s other
big advantage is that it is well equipped to
tackle emotiveness and complexity. 59%
say that when they ring, they have a more
complex issue.

Al may help some of these customers, but
it is unlikely to solve complex problems,
negotiate or have a conversation that
feels human, and the data reflects that.

Our research showed that one company
in retail had been promised by a vendor
that their new chatbot would decrease
contacts by 20% - it ended up increasing
call volume! At best, the solution was a
fancy way to replace the company’s FAQ
page on their website.

Think about the annoying automated
interactions you have right now, whether
that be chatbots or bottomless IVR options,
that seem always to route you to the
wrong person. The irony is that technology-
based companies seem to have the

worst IVR (rant overl). This does not feel
effortless. It is infuriating and highly likely to
decrease loyalty to the brand. Add on top
the 43 days of your life that you spend on
hold waiting to get answers - it seems that
companies have yet to get this right too.

They seem to fall info the trap that
technology is the answer to everything

- reducing costs, improving customer
experience and solving world peace. The
technology becomes a detractor for the
customer who just wants to speak with a
human being. It is also important that this
human is not a ‘computer says no’ human
version of the IVR. They need fo care, take
ownership and deal with your issues with
the right skill and intent.

Google Duplex is a new project from
Google that is currently live in the US and
is rolling out over EMEA. It allows certain
users to make a restaurant reservation by
phone.
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However, instead of the user speaking
directly to the restaurant employee,
Google Duplex, with the help of Google
Assistant, speaks for the user. It does this
with an Al-based but human-sounding
voice. It's also being used to speed up
paying for movie tickets online. Examples
like this are starting to surface in many
forward-thinking companies, who
recognise when technology can act as an
enabler.

‘An area for future growth

is around personalised and
proactive experiences,
supported by Al and big data.
As customers share more about
themselves, companies can use
that data to be more proactive
than reactive to customer
needs — a ‘meconomy’. Eight
out of ten customers expect
organisations to use Al to offer
personalised and proactive
customer experiences (a rise
from 68% in 2017). If this is done
appropriately, it allows contact
cenires to manage demand,
rather than have demand
manage them’

BT Research
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The BT research states that
appropriateness is all about understanding
what messages people want to see, what
channels they want to see them on, and
what time they are most likely to want to
see them. This is all based on customers’
willingness to share data. Imagine if a
friend keeps tapping you on the shoulder
to tell you things you don't want to know.
You would rapidly take steps to stop them.
The digital equivalent is the withdrawal of
consent to use personal data.

In a world of the loT and ‘smart’
everything, the ‘meconomy’ is a key factor
for companies to consider.

You can see this in sales and in the
‘add-on’ world like Amazon. It would

be an interesting study to see how our
forgiveness levels held up over time

when facing inappropriate or irrelevant
recommendations. In today’s world, with
GDPR in particular, how many of us have
used the opportunity presented to reduce
the volume of mails we initially consented
to? In reality, they are just a barrage of
sale offerings/new products — rather than
an on-going connection and relationship.
A great example is SONOS, who send
updates on how to get the best from what
customers have. Could Al be used to form
a different kind of loyalty?

Working in harmony

Losing to Deep Blue didn't make Garry
Kasparov despair. Instead, he started to
embrace the idea of ‘Centaur Chess.’ By
teaming human and machine, chess is
played at a higher level than before. Ken
Goldberg, a Berkeley Professor, also used
the example of top Go players competing
alongside Deepmind’s Alphago
programme to advocate for the robot-
human alliance. Instead of thinking of the
human-machine relationship as a zero-sum
game, we should shift our mindset and
think about ways to work with machines in
harmony.




Should organisations be
reconsidering where their
tech spend is focused?

If delivering great customer service is
high on your strategic agenda, and your
exec team didn’t investigate technology
that companies with best for service
reputations were using, you'd probably
consider them negligent. Picture this, if
you will, a very advanced Al that evolves
and develops over time, allowing it

to learn continually, think, empathise,
contextualise, flex, adapt and improve
itself. It would be the answer to a better
customer experience and all that it brings.

Sadly the search for the most cutting
edge solution means many senior feams
overlook the answer right under their nose.
What really makes a difference is a skilful
human conversation. Better understanding
of neuroscience, psychology and
behavioural science along with improved
data capture means the secret behind
closing the customer experience gap is

all about having smarter, better, effortless
and more human conversations.

As social animals, we humans will always
crave interaction and connection with
other humans. Combining Mindset
Intelligence (MQ) and Conversational
Intelligence (CQ) with digital solutions that
mean processes are done more effectively
or safely is the untapped secret that will
differentiate brands now and in the future.

Weighing up what gives
humans the edge over
machines

‘The most exciting
breakthroughs of the 21st
century will not occur
because of technology but
because of an expanding
concept of what it means to
be human'’

John Naisbitt
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‘The number one driver of
loyalty is the emotional
connection a brand creates
with the customer. Emotions
drive perceptions, and
human interactions are more
emotionally resonant than
digital interactions. That's why
helping employees create
more positive emotions in their
interactions with customers

is so important to customer
experience outcomes’

Emotions are complex. They are states

of feeling that result in physical and
psychological changes. Classically, there
are six basic emotional states - anger,
happiness, surprise, disgust, sadness,

and fear (Ekman). These evolved to

help us survive, and they underpin our
values and drive our behaviour. In the
physical world, we grow up learning to
perceive, understand, and express these
emotions - from body language and
facial expressions to our tone of voice
and actions. We use this understanding
to help us form connections and maintain
relationships (Mayer). The human condition
hasn't changed, but the world it exists
within has. The contexts in which humans
interact with one another are increasingly
augmented through technology, with
new digital devices and applications that
enhance, connect, and extend human
emotions.

‘Consumers don’t think how
they feel. They don’t say what
they think, and they don’t do
what they say’

Emotion plays an important role in

human communication. It is critically
involved in virtually all forms of nonverbal
communication and empathy. Emotion

is not only complex and huanced

- it also interacts with many of our

decision processes. Emotion has proven
challenging to understand scientifically
(although there has been progress), so it is
difficult to build into an automated system.

Think back on some of your most
memorable experiences with
organisations. It is doubtful that you will
recall waiting for decades navigating an
IVR, or shouting at a chatbot that does
not understand you... Or saying thank you
to your smart meter! Chances are, the
ones you remember most clearly have

a strong emotional component. Some
may be tied to life events and milestones,
such as celebrations with loved ones - or
travel. Others may stand out because of
the emotions they generated. How about
that time your supermarket reacted to the
COVID-19 crisis in a way that felt human
and caring¢ You're likely to remember the
time a service person went the extra mile
to resolve a concern or save you fime.
You're just as likely fo remember the time
a company disappointed you by failing to
meet expectations.

Why aren’t consumers fruthful about

their purchasing thoughts and feelings?e

A big reason is that they are driven by
unconscious urges, the biggest of which

is emotion. Emotion is what really drives
purchasing behaviours, and also, decision
making in general. However, a deeper
understanding demands a greater
awareness of the underlying neuroscience.
Studies completed by neuroscientists
have found that people whose brains

are damaged in the area that generates
emotions are incapable of making
decisions. This idea is of great importance
because it helps us realise that human
beings are not as logical as we might
imagine. They are, in fact, rather irrational
and hard to predict.



Understanding this has significant
implications for companies that want
to create great customer experiences
through predictable, logical algorithms
behind Al.

Harvard Business School professor Gerald
Zaltman said that 95% of our purchase
decision-making takes place in the
subconscious mind. This contrasts with
traditional customer research that only
engages with a customer’s conscious
and logical processes and consequently
doesn’t give us a picture of the real
customer experience and buying process.

Feelings drive humans. So, if you want

the consumer to remember your product
or brand, they must be engaged and
impassioned by your business’s intferaction.
The research shows that we base our
service experience on emotion. With that
being the case and knowing machines
struggle to replicate it, there needs to

be an urgency to develop the skills that
create an emotional, human connection.

What fruly makes us human is empathy
and even top-level Al cannot empathise.
In other words, machines cannoft fruly
understand nor connect with people on
an emotional level.

Companies who want to stay relevant will
need to focus on skills and capabilities
that artificial intelligence has tfrouble
replicating. As machine learning continues
to grow, we all need to develop new skills
to differentiate ourselves. But which ones?2

‘Our ability to manage and utilise
emotion and to take into account
the effects of context are key
ingredients of critical thinking,
creative problem solving,
effective communication,
adaptive learning, and good
judgment. It has proven very
difficult fo programme machines
to emulate such human
knowledge and skills, and it is not
clear when (or whether) today'’s
fledgeling efforts to do so will
bear fruit. Skills like influence,
persuasion, social understanding,
critical and divergent thinking,
and empathy are going to
become differentiators as
artificial intelligence, and
machine learning take over our
other tasks’

HBR
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These are the things that will
give humans the edge over
machines.




The skills for the here and
now, and the future

Rather than focusing on what isn’t working
and trying to fix it, companies need to

find examples of where things are working
and try to understand why — what makes
them different2 Our approach is all about
studying the positive deviants or bright
spots to see what these people are doing
differently. Investigate what's working and
replicate it - but make sure none of those
practices are ‘exceptional’ somehow.

Positive deviance? This is an approach to
behavioural and social change based on
the observation that, in any community,
there are people whose uncommon,

yet successful, behaviours or strategies
enable them to find better solutions to a
problem than their peers - despite facing
similar challenges and having no special
resources or knowledge. These individuals
are referred to as positive deviants. They're
humanity's secret weapon.

Somewhere someone in your business is
thriving against all odds and performing
above their peers. In sales, it's your sellers
who are balancing service with sales
results. In customer experience, it's your
agents who are consistently smashing NPS.
Then there is the manager everyone talks
about - the person who has an engaged
team who frequently excels. They're the
outliers — the tiny percentage of over-
achievers who consistently out-deliver
everyone else. Find them and observe
them to understand what they're doing
differently. Once you have identified
what's differentiating them, it's time

to bottle it and replicate it across your
business.

At Elev-8 Performance, we use
Conversation Analytics to gain an insight
into what behaviours drive the best
outcomes. We establish the specific top-
performing mindsets and skills that drive a
great performance in your workplace. So,
let's discuss some of these mindsets and
skills in more detail.

Mindset Intelligence

How people show up to
conversations

Conversational Intelligence

The art of great conversations
that feels collaborative




‘Watch your thoughts, they
become your words; waitch
your words, they become

your actions; watch your
actions, they become your
habits; watch your habits, they
become your character; waich
your character, it becomes your
destiny’

Laozi

N

Irrespective of where you work or what
you do, regardless of skill and capability,
it's inarguable that mindset makes all the
difference.

If we want to change how our mindset
tracks, we need to get a better
understanding of our own way of thinking
so we can start to recognise the triggers,
habitual behaviours and responses that
govern our everyday life.

In the next five to ten years, stable
employment might become less common
and therefore, how people respond

to a less predictable career trajectory
becomes more important.

Mindset is a choice. Mindset intelligence
(MQ) can be developed.

‘In the instant of our first breath.
We are infused with the single
greatest force in the universe

- the power (of thought) to
translate the possibilities of our
minds into the reality of our
world... an awesome power
and our knowledge that we are
never more than a thought away
from our greatest love, deepest
healing, and most profound
miracles’

Jack Pransky

N

First and foremost, what is
mindset?

Put simply, it is a way of thinking. It is a
mental attitude that determines how

we interpret and respond to situations.

It is a collection of beliefs that shapes

our thoughts, habits and behaviour. Our
thoughts govern how we think, what we
feel, what we do and how we respond to
the world around us.

The interesting thing is that most of us
choose to ‘spend’ a large proportion of
our thinking focused on negative thoughts.



Research estimates vary between 50%
and 60%. Even more interesting is that we
repeat the same thoughts day after day.
About 90% of the thoughts we have in one
day are the same as we had yesterday.
Imagine, now, you were given £1,000 and
told to spend it. Would you spend it on
things you hated and made you unhappy
or in a way that lifted your spiritsg Isn't it
interesting that we don’'t do this with our
‘mind time’, i.e. the thing that influences
how we feel far more than anything we
buy?e

Thinking about our thinking is critical. How
do | think? What mindset am | adopting?
When faced with an event, what do |
typically think? What happens nexte What
do | feel in response to these thoughts?
What do | do in reaction to these thoughts
and feelings?

We twist our thinking

As human beings, we are susceptible

to ‘distorted thinking’. Our unconscious
beliefs, biases, habits and patfterns can
evoke inadequate responses and impact

how we show up to conversations and
events. We over generalise things. We

see a single negative event - such as a
romantic rejection or a career rebuttal - as
a never-ending defeat pattern by using
words such as ‘always’ or ‘never’. We hear
people say things like ‘I can never find a
space in the car park’ or ‘my boss always
picks on me'. How true is thate How much
of it is distorted thinking on our parte

We deploy our mental filters and
catastrophise. We pick out a single,
negative detail and dwell on it, adding

it to our ‘hurt locker'. Our perception of
reality becomes darkened, like the drop
of ink that discolours a cup of water.

We receive a positive comment about
something at work, but when someone
says something mildly critical, we then
obsess about their reaction for days,

hold onto it and ignore all the positive
feedback. Building mental monsters, which
in turn impacts behaviour and - for some -
their wellbeing (as cortisol levels rise in our
body).




We put labels on ourselves. For example,
instead of saying ‘| messed up,’ we attach
a negative label to ourselves: ‘I'm not
good at this.” Back to the ‘fixed mindset’.
We may also label others. When someone
does something that rubs us up the

wrong way, we say to ourselves, ‘they are
hopeless.’ Then we feel that the problem
is with that person’s ‘character’ instead of
their thinking or behaviour. We see them
as bad, and it feeds our confirmation
bias. We feel hostile and hopeless about
improving things. We leave very little
room for constructive dialogue, which
impacts relationships, collaboration and
performance.

Negative scripts become a self-fulfilling
prophecy and if left unchecked, shape our
lives. The thing is, we can be the authors of
our own stories.

How we think about any situation directly
influences how we behave.

Essentially, our mindset creates a lens
through which we look at the world.

This lens is specific to us and changes in
different situations depending on the ‘stuff’
we bring at the time.

A person being made redundant may see
it as the end of their life - because of what
happened to their father, they assume
they will never work again and will have
to sell everything to stay alive. This mindset
will influence their behaviour when they
show up for interviews and impact on the
impression they make.

A different person could see it as an
opportunity to move into a new role that
they love and truly excel in. Naturally, this
would drive a different behaviour and a
different result.

Our mindset in any given moment is an
amalgam of the ‘blueprint’ we have
created throughout our lives (much of it in
childhood) and through our current mental
activity and physical state. Our blueprint

is our map of how the world works. It is
made up of our experiences, values and
beliefs. These were handed down to us by
our parents and have been reshaped by
us throughout our lives. If we grew up with
the idea that women are more competent
than men, this would shape our behaviour
in situations where we have to choose
between a man or a woman for a job. We
may have a high personal value around
politeness and hence judge people to

be good or bad based upon this value.
What is interesting (and often tricky) about
our blueprint is that most of this goes on
without us even knowing.

Since our mind is processing new
information all the time, that information
can affect our mindset. Our mindset is
rooted in our experiences from which we
form our thoughts, which establishes beliefs
and aftitudes. Those thoughts, beliefs and
attitudes lead to certain actions, and
with those actions, we have experiences.
Those experiences give our mind new
information to process. Our thought
process may affect our beliefs and,
therefore, how we respond to situations.
The cycle continues with each of your
further actions or experiences.

Very few of us have ever taken the time
to clarify our blueprint and make some
conscious choices about how we would
like it to be. It ‘justis’ and, as such, leads us
to the belief that we see the world ‘as it is’.
We don't. We just see it as we see it.

Every one of us has an individual blueprint
or map of the world and how it works.
Our view of the world is just our view - we
mistakenly see that as ‘reality’ and then
get confused or upset when people see
things differently.



Switch off the autopilot

We can change our thinking, change our
communication, change the scripts we
run in our heads, and we can change the
mindset which drives our behaviour (the
things we do). That's all you have control
over anyway!

Unfortunately, most of us run on autopilot
and sleepwalk through each day. Once
our thoughts and emotions become
habitual, they form a neural network that
keeps that mindset habitually in place -
keeping us, literally, on automatic. When
we master a habit, like riding a bicycle or
using a new software we don't have to
think about it much anymore. The neural
network is in place, like a groove on a
record - the more habitual our thoughts,
the stronger the neural network and

the stronger our mindset - regardless of
whether our thoughts are positive OR
negative.

These neural networks holding our mindset
together have unique characteristics. One
characteristic is that they grow larger and
stronger, the more repetitive our thoughts
and emotions. For example, if you are in
the habit of believing you are a victim at
work, you are likely to feel resentful and
critical, that you are trapped, and there

is nothing you can do. You're likely to
complain to your friends about it, using it
as justification why you can’t change. It
becomes your ‘story’ that you repeat to
yourself over and over. You believe it. The
more you habitually do this, the stronger
and larger the neural network becomes,
and the weaker the mindset that you can
do anything about it.

To break out of habitual patterns, we need
to seek feedback from others, reappraise
our beliefs and our behaviour to enable

us to respond differently to the events life
throws at us.
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Understanding our common emotional
triggers can give us a blueprint for

how we typically respond to certain
circumstances. What's also important to
understand is our response. We are the
only ones who can take responsibility for
our actions. As Stephen Covey would
say ‘you cannot behave your way out
of a situation you have behaved your
way into’. Changing our mindset will
help shape the outcome of what we
Welal®

Pause for thought.

Consider a tfime when you've achieved
something important and a time when
you haven't:

e How has your response impacted
what you achieved?

* How were you truly feeling?

*  What did this make you think?2

* And how did you behave as a result,
and what impact did this have on
the outcome?

*  What might you learn from or
change?¢

The stories we tell ourselves and the
language we use is unbelievably
powerful. It creates an emotional
reaction in us and those around us.
The words we choose, the scripts we
run in our heads, and the stories we tell
directly impact our mindset and our
feelings.

We are the authors of our own story!
Stop for a moment and think - what do
you want your story to be? Think about
what you really want to achieve right
now<e What's important to you, and
what does success look like?

By starting to think
differently, you begin to
behave differently and
achieve differently.

So how does mindset
impact our workplace?

Consumers are always changing.
Technology is continually evolving.

The demands of the market are ever-
changing. This sort of uncertainty makes us
feel unsafe, leading us to cling to what we
already know and entrench ourselves into
a fixed mindset.

From a customer perspective, what they
want is to have conversations that feel
human, easy and memorable. Over the
last twenty years, we have worked with
thousands of people in a vast range of
organisations, and this experience has
tfaught us that there are core elements
that make the conversation feel human
and easy. With the right mindset, it's much
easier to handle almost every situation and
become more agile and effective in our
responses. Al and machines will find it hard
to replicate this innate human ability.




Adaptability

When things go wrong with automation currently, the ‘machine’ is unable to notice - let-
alone adapt spontaneously because it doesn’'t have the flexibility and problem-solving
skills. People, on the other hand, have been adapting since they wandered beyond the
savannah.

Automation does what we tell it to. Al does what it's trained to do. Neither of them is
capable of doing things outside of their scope. They follow algorithms - instructions. If that
algorithm doesn’t work, they don’t have an alternative path.

5 Curiosity

Openness to see things from a different perspective. Creativity, innovation and problem-
solving are fuelled by curiosity. What if we could see, do and hear thise Why does that
happen? What makes this goode Automation, meanwhile, doesn’'t seek answers past
what's known.

Being curious is a state of mind and a very powerful way of remaining open to new
information. Instead of jumping to conclusions, it's about staying open to the fact that
there could be a different interpretation than your own. Being curious allows us to see a
sifuation in a new way. Sometimes we make assumptions and judgements against people
and what they have done - and then write the person or relationship off. If we can be
curious, we can see the world in a new, more accurate way, with a greater basis in
reality.

When dealing with high numbers of customers, it is human nature to look for patterns and
to categorise types of customers and issues. Whilst this can be helpful in some ways, it

can mean we fixate on the similarities and fail to uncover and adapt to each customer’s
unigque differences and needs. It can lead us to make assumptions in the early stages of
customer interactions and fail to test those assumptions through idle dependencies on the
probability that we are right. Customers feel less human, less valued, and more processed

‘by type'.

Top-performing service people are genuinely interested in finding out more about how
things are going for their customers - what kind of problems are people running intfo?
Where are the gaps and opportunities? What needs to be done bettere Typically, they
don’'t need to be taught how to ask questions because it's a natural strength. They learn
to test out their assumptions without contributing to others becoming defensive. They
assume the best-case scenarios about people until they know they have all the right
information and facts.



Accountability

Being accountable means looking objectively at a situation and making some deliberate
choices about how you will handle it. It requires a dash of empathy and genuine care to
help customers or others.

How do you automate thate

Being accountable doesn’t necessarily mean we get the output that we want, or that
we're able to solve things - but it does mean we are actively choosing how we respond.
Our actions and the language we use are the ways we can demonstrate accountability.

An accountable mindset enables us to avoid falling into the disempowering patterns of
blaming others or making excuses when supporting customers with a problem. By staying
accountable, service people empower themselves to find and implement solutions to
deal with problems, and - in the process - demonstrate to the customer that they care
about finding solutions.

Accountable service people accept responsibility for dealing with a customer’s

issue, regardless of its origins. If it's a problem caused by another team member or
department, they avoid blaming that team in conversation with the customer. They take
responsibility for feeding-back what has happened to the other team after the customer
interaction has ended. With the customer, they take complete ownership for finding and
implementing the right solution.

Accountability Steps

Where do you stand?¢
Make it happen A

Find solutions

Accountable
Behaviours

Acknowledge reality

Victim

Blame others

Excuses (I can't)

| don't know



‘Organisations exist to serve.
PERIOD.

LEADERS LIVE TO SERVE. PERIOD.
SERVICE is a beautiful word.
SERVICE is a character,
community, commitment (and
profit.)

SERVICE is not ‘Wow’.

SERVICE is not ‘raving fans’.
SERVICE is not ‘a great
experience’.

SERVICE is ‘just’ that — SERVICE.’
Tom Peters

N\

We've landed a front-row seat to the rise
of Al, IoT, machine learning, robots etc.
Automation abilities grow around us, and
machines take on more and more of

our daily tasks. But amidst the disruption
and change, there are some skills that
automation hasn't fouched. Indeed, some
things are (and always will be) unique to
humans.

Customers are people first, customers
second, and while it's natural for
companies to be fascinated with the
latest virtual assistants or data mining
tools, human nature demands human
connection and relationships. People still
need to be there to give that little bit of
human touch that can’t be automated.

Great organisations remember that they
are in the business of people. People buy
products. People use products. Algorithms
don't.

The human mind is an empathetic,
problem-solving agent. Without any
training or corporate policies, people

will try desperately to connect with
people to help solve their problem:s.
Companies get this valuable gift and then,
inexplicably, suppress it by putting in rules
and processes. Unfortunately, these often
strangle the humanity out of conversations
and shackle the serving person’s ability to
do the right thing for their customer.

‘We see our customers as
invited guests to a party,

and we are the hosts. It's

our job every day to make
every important aspect of the
customer experience a little
bit better.’

Jeff Bezos

N\

When you ask people what they want
from a service experience, their reply is:

‘A personal fouch, someone who treats
me like an individual, someone who listens
and understands me, keeps their promises,
cares about me, does not process me,
does the right thing etc. 'All of these are
the traits of a human conversation.



Customers are not looking for people
to be their best friend - what they yearn
for is someone to treat them like a
human being and noft just a number.
The delightful side of humanity holds
with it empathy, understanding, and
forgiveness - and when present in our
communication - it ties us together as

a common group. Communication
shouldn’t be complicated. It should just
be genuine and simple, with the humility
and understanding that we're all multi-
dimensional humans.

We all appreciate someone taking the
time to listen properly. We all respond to
honesty, directness, genuine empathy,
kindness, and a sense of energy and
confidence. These are the qualities that
elevate a service or sales experience into
a human conversation. They turn faceless
service staff into individuals who can
genuinely make us feel different about our
problem, their organisation - and even our
\WiglellXele|VA

You cannot script or
automate genuine
empathy

Neuroscientists have proven that our
brains can recognise authenticity and

its absence. People must have the right
mindset and intent, and when empathy
is false or artificial, it can serve to infuriate
and escalates situations.

For some reason, in service conversations,
the sense that we're two living, breathing

human beings can quickly evaporate.
Have you experienced a situation where
the person serving you treats you like a
number and approaches your ‘personal’
situation like a taske | am sure we all

have. It does not feel great to be on the
receiving end of fransactional service

and just being processed. All the research
suggests that it is how you make customers
feel that counts.

‘When 1,620 consumers were
tested under laboratory
conditions, 63% said they felt
their heart rate increase when
they thought about receiving
great customer service. For 53%
of those tested, receiving great
service friggered the same
cerebral reactions as feeling
loved.’

American Express Service Study

Y4

When it comes to customer service, it's not
about what consumers think. Great service
is about feelings. If it is about feelings,
making customer conversations feel more
human has to be the way forward. So how
would a human conversation feel, in the
context of a sales or customer experience
interaction, and what would the person
serving be doing. Here is what we found in
our research -




People love to talk about themselves. By
some estimates, 40% of everyday speech
consists of people telling others what they
think and feel. A Harvard neuroscientist, Dr
Tamir, found talking about oneself triggers
the same reward centres in the brain as
food and money. Dr Tamir found disclosure
is extra rewarding, and people were

even willing to forgo money to talk about
themselves. If that’s the case, listening to
customers is vital.

Machines can hear, but they cannot truly
listen emphatically. Hearing is easy. We've
been doing it for hundreds of millions of
years. It's our lifeline, our warning system,
our way to escape danger. However,
hearing is not listening. Listening, really
listening, is hard.

Listening is a skill that we're in danger

of losing in a world of digital distraction
(The Plateau Effect) and information
overload. The Plateau Effect describes a
study that authors Bob Sullivan and Hugh
Thompson conducted with Carnegie
Mellon University into the nature of

‘digital distractions’. In general, listeners
are terrible at comprehension - but the
authors found that the mere possibility
that our phone might ring can diminish our
cognition skills by up to 20%. As humans
become more augmented by machines,
the Plateau Effect is something people will
have to navigate.

One of Bob Sullivan and Hugh Thompson'’s
studies showed that, while listening is the
core of most of our communication, the
average adult listens nearly twice as much
as he or she talks. Test takers were asked to
sit through a ten-minute oral presentation
and, later, to describe its content. Half of
the adults couldn’t do it even moments
after the talk, and forty-eight hours later,
75% of listeners couldn’t recall the subject
maftter.

Here's the problem - the human brain can
digest as many as 400 words per minute of
information. The average speaker talks at
around 125 words per minute. That means
three-quarters of your brain could very well
be doing something else while someone is
speaking to you.

Many of us aspire to be a great speaker,
or at least to be better at it, or less
intimidated by it. How often though do
you hear someone say, ‘I'd love to be a
great listener’'2 Not that often! The good
news is that we can train ourselves to be
better listeners just as with any other skill.
We won't always get it right, but every day
presents opportunities for us to improve.

‘Being listened to is so close to
being loved that most people
cannot tell the difference’

There is so much about being human
that is associated with being listened

to. Empathy, connection, acceptance

- some of the biggest things that we
want - all start with listening. To speak is to
transmit, but to fruly listen is fo connect!
Listening to someone feeds most of our
human of needs, and that's an incredible
skill to possess. Listening shows that you
care. To truly listen to someone, refrain
from judgement and create a safe space
for sharing is one of the best gifts you can
give another person.

In empathic listening, you listen with your
ears, but you also listen with your mind and
heart. You listen for feeling, for meaning.
You listen for behaviour. Empathic

listening is so powerful because it gives
you accurate data to work with. Instead
of assuming thoughts, feelings, motives
and interpretation, you're dealing with the
reality inside another person’s head and
heart. It builds trust and true rapport.



When you listen with empathy to another
person, you give that person airtime, a
chance to express themselves and feel
heard.

‘You're listening to understand.
You're focused on receiving the
deep communication of another
human soul’

S Covey

If listening is a demonstration of empathy,
and machines cannot display empathy,

this is one of the fundamental skills we must
develop.

Acknowledgement

‘If a robot tells you, ‘Il am sorry
for your trouble, | can imagine
you must be very upset’ - that
doesn’t make you feel better,
does it? No, of course not,
because the robot is not being
genuine. It's a robot. There is
no soul’

Blake Morgan

N

We all know what it feels like to be ignored
- it's not great. It happens more than we
care to think. When you stop and listen to
conversations,

you start to notice the lack of
acknowledgement and the impact it

has on the person talking. It happens

a lot at home. | know my kids are not
being listened to when they start to
repeat themselves. It is because | have
not acknowledged them properly. Elev-8
Performance has heard 1,000s of customer
conversations over the years, and sadly,
acknowledgement is one of the elements
absent from many conversations. The
research we have done shows it can

also be the make or break moment for
customer exchanges!

Looking at 20 customer experience
diagnostics we conducted across distinct
FTSE250 companies, acknowledging the
customer effectively during customer
conversations had a 70% positive
correlation to scoring CSAT 5 (Customer
Satisfaction scores). So, when the customer
is acknowledged appropriately, with the
right spirit, intent, right words and energy,
it can have a massive impact on how the
customer feels. This directly correlates with
how they score their interaction with your
business.

If you are empathetically listening, you
acknowledge what you hear, even if you
don’'t agree with it, before expressing
your experience or point of view. To get
more attention in tense situations, pay
aftention first. Listen and give a brief
replay of what you have heard (especially
feelings) before expressing your own
needs or position. This kind of listening
separates acknowledging from approving
or agreeing. Acknowledging another
person’s thoughts and feelings does not
mean that you approve of or agree with
that person or that you will do whatever
someone asks.



What top-performers do

Own it

A leading cause of customer frustration is being passed from department to department.
Another is having to call back to chase for an update or clarify what has been said. To
counteract this, we need to own it. To truly own a customer’s situation, you need to care
enough to really want to do everything you can for them. It means being a champion
for the customer, taking ownership of issue resolution, making sure you complete your
actions accurately - or that you flag anything that could potentially cause a further issue.
Even when we can't fix it ourselves, it's important to show customers that we are taking
ownership through to the end.

What it is:

e Using positive, effortless and accountable language that gives the customer
confidence that they are talking to the right person who is going to help them

* Interacting with the customer in a way that gives them confidence that you will make
sure things happen

e  Making sure that you do your job correctly by taking responsibility for the whole
customer journey

e Looking out for ways to help the customer with any future issues, educating them, or
heading off any future problems by giving them additional information



¢z>) Appropriate Acknowledgement

If a customer has contacted an organisation with an issue, they want reassurance that
everything will be okay and recognition of the impact the issue has caused. The service
person’s role is o acknowledge that they've truly heard what they've been told and to
respond in an appropriate way. Positive language, genuine empathy and fransparency
play a key part in the conversation.

What it is:

* Putting the customer at ease so they feel confident in what you are telling them

* Building confidence through language that acknowledges the impact of the
problem but swiftly moves on to how you're going to sort things out

* Reassuring the customer with specific, time-bound statements about when the
problem will be fixed

* Using carefully selected, positive statements that tell the customer what can and
can't be done - and why

Tailor the information

During customer conversations, there are often opportunities to offer advice or

make recommendations, and sometimes quite detailed explanations are needed.

To enhance customer experience, we need to consider how the customer likes to
receive information. Do they want lots of data? Do they want to understand how it will
impact them?e Do they just want a high-level overview? Or, do they wish to understand
what action you will take and when? Being skilled in tailoring the information is about
changing and adapting what you say to meet the customer’s needs.

What it is:

* A jargon-free explanation that explains the situation to the customer in a way that
they understand

* An explanation where the information is tailored to the needs of the specific
customer

* An explanation where we match our style to that of the customer

* A display of competence by explaining information in a way that the customer fully
understands

* Recognising that the customer does not understand and changing how you deliver
that information, rather than repeating it in the same way



°>¢ ) Explain what you will do
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When customers feel fully informed and understand what role you are playing in helping
them, they naturally feel reassured and satisfied. Letting the customer know what you are
doing for them (or what you can do for them) is a simple step that is often overlooked. To
ensure a customer is fully informed, you need to signpost what you are going to do, when
you will do it, and, more importantly, why you are doing it.

What it is:

e A precise explanation of the steps that will be taken to fix the issue

* Signposting each step of the conversation in advance

* Keeping the customer informed so that they know exactly what's happening every
step of the way, preventing any confusion later on

e Ensuring the customer understands why you are doing what you are doing

* Proactively thinking about information the customer may want to know and offering it
before being asked

Educate and underiake needs
analysis

We understand what the customer wants and use our insight and product knowledge to
add more information to challenge their thinking. We link this to a thorough evaluation of
their needs before we can offer products and solutions. The purpose of this is to ensure we
flush out all of their requirements, so our potential solution meets their specific needs.

What it is:

* Asking curious questions to build a picture of all of the customers’ needs

* Using a mixture of question types to explore the customer’s immediate and future
needs fully

* Using the information you've gained in the conversation to educate the customer on
potential options

* Being prepared to inform and educate the customer on alternative products and
services that might suit their needs better than their preferred choice

* Adding value with your insight and educating the customer




A new kind of leadership
and management is
required

The days of a ‘command and control’
leadership style being appropriate are
long gone, as is the ‘heroic’ model of
one leader at the top of the organisation,
who knows what to do and makes the
decisions.

Business needs a new leadership and
management style. Our expectations of
leaders and managers are changing.
We are more cynical and less frusting of
leaders than we have been in the past.
We are less likely to be impressed by
formal power or authority. Instead, we
are influenced by personal attributes of
authenticity, being human, or doing what
they said they would. We now expect a
different leadership and management
style — we want to be; listened to,
understood, involved and heard! At the
same time, we feel vulnerable in this
changing landscape, so we still look to
leaders to provide us with clarity, safety
and security.

Good leaders connect with their teams on
a human level. They make decisions, plan,
coach, nudge, stretch people, create
meaning, inspire, care for and motivate
their team. None of these abilities are easy
to automate.

Human groups are highly unlikely to find
connection, belonging, psychological
safety, trust, empathy, care, respect or
motivation from a robot.

‘The key for humans who want
to succeed in the future will be
observing this ‘separation of
powers’ and collaborating with
computers while specialising in
what we do best’

Google CEO Eric Schmidt
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Technology will undoubtedly enhance
leaders’ ability to perform. The ability to
crunch data will be made easier, trends
and themes will be at people’s fingertips,
and Al will spot upstream problems that
no one had even thought of. But it takes
human skills like critical thinking to interpret
all of this insight and make it meaningful.
Leaders need to embrace the right
technology and use it as an enabler to
create a climate where people love to
show up to work.




Human behaviour is complex, and
motivating behaviour change is a tough
gig. Robots will struggle to step into great
leaders’ shoes. In an article with Time,
Jana Eggers, CEO of artificial intelligence
company Nara Logics explains that
‘computers have no concept of the
meaning the way a human does. Even

if the computer can determine an
emotion, it does not understand what
experiencing an emotion means.’

Great leaders and managers can sense,
empathise and react to human emotion.
Humans win that battle, for now anyway.
The human touch still matters.

While it is likely that technology will evolve
to be more human-like, we will still need
leaders who can be creative, establish
trust, empathy, and communicate with
clarity. Human leaders will always have
the edge over machines when it comes
to motivating a workforce. It begs the
question - do we want a machine that
could replicate these traitse Science
fiction movies suggest probably not.
When technology is let loose without
much management from a human, it
usually doesn’t end well.

In Sapiens: A Brief History of Humankind,
author Yuval Noah Harari shares
fascinating information about how homo
sapiens came to be. He explains that
humans (homo sapiens) rose to the top
of the food chain because of mastery of
two skills that no other animal possessed:
fire and communication.

Great leaders and managers will
embrace technology as an enabler, but
not as the sole solution. When it comes
to communicating and motivating
people, leaders will play a massive role in
creating a climate for success.

They are the ones that can light fires in
people, not under them.

Performance improvement happens
quickly and sustainably when you drive it
bottom-to-top and side-to-side.

We are not suggesting that you do

not drive performance improvement
from the top-down as well. However,

just adopting a top-down approach is
tough. The graveyard of failed cultural-
change initiatives grows bigger each
day. The problem with culture is that
humans are complicated. Establishing a
coherent, consistent ethos across a large
organisation is tricky!

So, what should companies do? Instead
of focusing on ‘mass culture’, leaders
should focus on improving the ‘climate’ of
small teams. For clarity, we are not saying
corporate culture is not a thing - or that

it is not important. It's just very tough to
change. Focusing on team climate is far
easier and can reap greater rewards.

This is probably a good fime to distinguish
between organisational culture and team
climate. In his book ‘The Joy of Work’,
Bruce Daisley describes it as:

‘Corporate culture is a topic
filled with feel-good, fluffy ideas
and a lot of empty promises.
Everyone strives for it, but it's
rare to deliver well on it. There
are identifiable factors that
affect culture; the true source is
as complex and varied as the
organisation itself’

Think about how many outstanding
company cultures you can reel off in your
heads right now.



While Simon Sinek says in his book ‘Start
with the Why':

‘Your company doesn’t have a
culture. It is a culture.’

This may seem an unnecessary
distinction, but many truths are hidden in
this sentence. Culture is ever-changing -
evolving minute by minute. Your culture
is the outcome of decisions made by
your organisation, and it is the input

for the next decisions made by your
organisation. Sinek’s quote suggests
cultures cannot be transferred, installed,
or added. They can only evolve from
the culture you already have. The
starting conditions have already been
set. Also, let’s not forget the benefits of
a strong corporate culture. According
to J Heskett, culture *...can account for
20-30% of the differential in corporate
performance when compared with
‘culturally unremarkable’ competitors.’

At Elev-8, we liken culture to personality.
As Edward T. Hall's Cultural Iceberg
Model demonstrates - it is how people
experience the organisation. Underneath
the personality, there are a lof of
complex things happening that show
on the surface and people experience.
Buckingham & Goodall suggest there is
a big problem with the idea of overall
company culture: ‘It doesn’'t actually
help us understand what to do more of,
less of, or differently. It won't tell you, or
your leaders, what to do to make things
better.’

If culture is the personality, then the
climate at team-level is the current
mood. It is how your people experience
the culture in the here and now - their
feelings, perceptions, mindset, and
choices in-the-moment. Colleagues and
customer experience the output of the
team climate. If people work in a team
climate where leaders micromanage, do
not develop their people, do not

care about their people or where deficit-
focused feedback is habitual, don’t expect
your people to show up and perform on a
day-to-day basis.

‘A local team culture matters
much more than company
culture does; simply because
the overall company culture

is often way too abstract, and
too vague. Local team culture,
however, is real. It's tangible.
It's our day-to-day work. Both
in the work we do and in the
interactions with our direct
colleagues, our teammates, with
whom we do most of our work’

Building on the foundation of culture, it is
a team climate that drives engagement,
commitment, and effort. It is shaped

by what leadership and management
say and do and is influenced by their
communication, meaning-making, levels
of appreciation, challenge, support and
role-modelling. Team climate guides
discretionary behaviour, and it picks up
where the employee intranet leaves

off. Climate tells us how to respond to a
challenging service issue and customers in
general. It tells us whether to risk telling our
bosses about our new ideas, and whether
to surface or bury problems. Employees
make hundreds of decisions on their own
every day, and feam climate is their
compass for this. The team climate tells us
what to do when the boss is not around.

Great organisations recognise this. They
identify the differentiators that make high
performing teams work, and they bottle
and replicate them. Simple - and it costs
very little to do - but the ROI, Return on
People (ROP) or Return on Energy (ROE) is
enormous.



Team climate is
everything

Changing team climate changes
performance and team health.

Performance and team climate are
inextricably linked. The local climate
sustains employee enthusiasm, passion,
the desire to do their best work and get
results. Let’s face it - the workplace should
not be something that people dread
every day. People should look forward
to going to work. They should have a
hard tfime leaving because they enjoy
the challenges, their colleagues, and
the atmosphere. While work objectives
or tasks may be challenging, the climate
shouldn’t add to the stress of the work.
On the contrary, the climate should be
designed to alleviate work-related stress
and increase employee happiness.

A group of UK researchers have provided
the first scientifically controlled evidence
of the link between happiness and
productivity. The study found that ‘*happy
people’ are about 12% more productive
than ‘unhappy people.’

A business that facilitates employee
happiness, through creating the right
climate, means lower turnover and better
company performance.

Employees are loyal, customers are
happier, and companies perform better.

It's a win-win.

Are you sold yet?

All the research and our experience
indicate that leaders have the most
significant impact on employee
engagement, and therefore the service
customers receive. The harsh reality is
that 75% of people voluntarily leaving an
organisation, don't quit their jobs - they
quit their managers!

Research from Accenture finds that 80% of
the variation in engagement is attributable
to leadership. Professor Beverly Alimo-
Metcalfe’s research reports that the
attitudes and behaviours of leaders were
‘formidable blocks’ to engagement. We
know that engaged employees lead to
happy customers and that, in turn, leads to
better profit.

How important are employees to an
organisation2 They might be the most
important thing!



Estimates show that 80% of a business’
market-value is now accounted for by
‘off-balance sheet’ assets. What this
means is that most of a business’ value
lies in its human capital — or, in plain
English, its people.

In an excellent team climate, leaders
focus on people - not just the profit and
the numbers. Leaders need to stop
seeing people as only a number on a
spreadsheet. They are assets. Assets that
are undoubtedly more valuable than
most that you're tracking right now!

Great leaders understand the
importance of performing in the short-
term and long-term. They genuinely
care about the people they serve.

They know that, by coaching people

on ‘how’ to improve, they will drive the
performance needed sustainably. Their
people are recognised for the great work
they do; they have a sense of purpose,
empowerment and feel valued. The
customer is at the heart of everything.
Divergent thinking is encouraged, and
the status quo challenged. People have
the autonomy to step outside of the
boundaries and make the right decision
for the customer. The result is a fruly
human customer experience (and a
great place to work).

Does that sound like a place you would
like to work? It may sound like nirvana,
but it is possible - and costs very little to
achieve.

If you are a leader who manages a
team, you can make a difference from
today. You can create a ‘micro-climate’
in your area. This is within your control and
influence. It is fantastic to see the ripple
effect across a business, by just a few
leaders changing the way they think and
operate. New social norms are created,
and social proof fuels change. As
leaders, we are in a privileged position.
We have people’s lives and happiness in
our hands every day. How we act and
lead impacts the people we work with,
and broader society.

It is fime to make a conscious choice
around what kind of leader you want

to be?2 One that will ‘wait and hope'’

that this climate will show up?2 Or one
who will make it happen? Elev-8 studies
organisations for a living. It is easy for us

to look from the outside in and know the
steps required to create the right climate.
When you're in the thick of it though, it's a
different story.

The good news is that it is much easier

to change the team climate than it is to
change the companywide culture. If you
can fundamentally change and maintain
the climate, ultimately the culture will
follow.

Research by Marcus Buckingham and
Ashley Goodall (in their book, ‘Nine Lies
About Work, A Freethinking Leader’s Guide
to the Real World') offers answers. They say
people do not care what company they
work for, but they do care which team
they're in. Their research shows that the
experiences we have at work, with our
closest team-members, have much more
impact on engagement than experiences
we have with remote colleagues.

‘When people choose not to
work somewhere, ‘somewhere’
isn’'t a company. It's a team. If
we put you in a good team at
a bad company, you’'ll tend

to hang around. But if we put
you in a bad team at a good
company, you won't be there
for long.’



If you set the climate at a team level, you
can send ripples across an organisation.
People want to be part of a tribe, where
they feel safe - where they belong

and feel valued. Companies continue

to waste £millions on culture change
programmes; changing their vision and
values every three years etc. There are
some much simpler things you can do.
Focusing at a local level and changing
the team climate will directly impact the
results, performance, and health of your
people. The latter is essential. It is all very
well having great team performance, but
if your people ‘burn out’, then it will be
unsustained - and people will leave. It is,
therefore, critical to focus on performance
and ‘health’.

Team Performance vs Team
Health?

You need both.

Leaders need to start managing ‘health’
as rigorously as they do their KPIs. Health is

not just about building resilience in people;

the fact they have to be resilient in the
first place says the climate is harsh going.
Think about sportspeople? They train hard
to perform at the top of their game once
or twice a week. In businesses, we expect
people to be at the top of their game

all the time. People cannot sustain peak
performance indefinitely.

Team health is more than just employee
engagement. It's the tfeam’s ability to
align around the ‘WHY’ (its purpose).

Then how they execute against that
purpose effectively, how they perform
consistently, renew themselves through
creative thinking and constructive
challenge. It is about nourishing the
wellbeing of every individual in the team,
making them feel safe, empowered, with
an innate sense of belonging and where
they are encouraged to be the best they
can be. It is about shifting and reframing
mindsets and developing the capability
of individuals in the team. Healthy

teams operate with minimal politics and
confusion. Toxicity is absent, and stress

is reduced. Healthy teams, we know,
dramatically outperform their peers in the
long term.

Leaders who create healthy teams
engender behavioural cohesiveness.

‘Many companies are made up
of ‘working groups’ rather than
real teams. Working groups are
like golf teams in that people play
to the best of their solo abilities
and combine their scores. Real
teams resemble football squads,
playing in harmony to win or
lose together. Teamwork is not

a virtue. It is a choice - and a
strategic one’

Lencioni




If health is to be nurtured and improved
quickly, it needs to be monitored
regularly. Annual engagement surveys
have their place, but they create a data
lag by being retrospective. It is leaders
(at alocal level) who have their fingers
on the pulse day-to-day. They are the
better barometer of the current climate.
They are the ones that have access

to fast feedback loops. They have the
information that enables corrective
action, and they are the ones who can
inspire people to perform healthily.

With the right team climate, people will
fly and do extraordinary things for your
business and your customers.

How do you create the
right climate?

A big part of it is leadership, and we are
not talking CEQOs. This is about leaders
closest to the front-line teams. After all,
these are the individuals who are leading
the people who are closest to your
customers. And without customers, you
have no business. Remember, people do
not leave an organisation - they leave
their boss. Research backs this up time
and again. Leaders are the ones that

set the climate, enhance it, and get
people to perform. Let us put to bed the
manager vs leader debate at this point!
You manage things or tasks. You lead
people. When we talk about ‘leaders’,
we are referring to anyone responsible
for a team, at any level of the business
and in any function. It is leadership, not
management, that inspires people to
bring their best selves to work.

Our expectations of leaders are
changing. We are more cynical and
less trusting of leaders than we have
been in the past. We are less likely to
be impressed by positional power or
authority. Instead, we are influenced by
personal attributes of authenticity. By
being human or by simply doing what
they said they would. We now expect
a different style of leadership and
management.

We want to be listened to, to be
understood, to be involved, to be
heard. And yet, at the same time,

we feel personally vulnerable in this
changing landscape, so we still look

to leaders to provide us with meaning,
hope and safety. Good leaders
connect with their teams on a human
level. They make decisions, plan, coach,
nudge, stretch people, create meaning,
inspire, care for, and motivate the team.

Professors Edward Deci and Richard
Ryan worked to identify the six main
reasons why people work. From their
findings, the six main reasons people
work were: Play, purpose, personal
potential, emotional pressure, economic
pressure, and inertia.

The first three seemed to be positively
motivating; the final three detfract from
our motivation. They found that the
best companies used the first three

to motivate people, but this directly
translated to their customers feeling
more satisfied. It's almost like workers
who seemed more alive, made
customers respond more positively to
them.

Leaders play a huge
role in creating a playful
climate, cultivating
purpose and developing
peoples’ potential.

Leaders need to develop their craft. It
is leadership skills and not just technical
skills that you'll need in this constantly
changing landscape. Most of us who
have leadership roles in organisations
have never received much in the way
of formal development. The adage is
that sportspeople spend 99% of their
time practising and 1% of their time
performing. For leaders, it is the other
way around. We know that the role of
leadership in creating a high performing
organisation is unquestionably the most
crifical element.



Research shows there is a direct
correlation between the quality of your
leadership and the results you produce
through your team. Consider what you
could achieve if you actively develop
your leaders, rather than stick with
what you have? If you equipped them
with skills, behaviours and beliefs that
were directly linked to creating high
performance. A conscious choice to
develop mastery of your leadership team
can make an enormous difference.

When organisations decide to build
their leadership (and when each leader
makes a conscious choice to become
the best they can be), then the ROI will
be self-evident. After all - you get the
team you deservel

To achieve a high-performing
team climate, you must have
the right recipe or formula. From
our experience, supported

by behavioural science, we
know that creating the right
team climate (coupled with
developing the ‘right’ mindsets
and capabilities) results in high
performance.

‘Elevating Business
Performance’


https://www.elev-8.co.uk/download-elevating-business-performance-ebook

How Elev-8
Performance
can help

‘Until we lose our humanity, robots will
never completely replace us’
B Morgan

NV

Everything we do is about improving
performance, preparing people with the mindsets
and skills for the here and now, and the future.
Technology will enhance and augment human
abilities, but there is an opportunity to work in
harmony with machines. There are certain human
traits and behaviours that machines will struggle
to replicate for a long time yet. This is where Elev-
8 Performance can help your organisation, so it is
future-fit and ready to ride the wave of change
that it is to come.

We help clarify our clients’ business objectives and
design bespoke learning approaches to develop
their people. Within a change programme, we
are likely to integrate consulting, development,
coaching and digital learning. This unique
blended approach ensures that results are
sustainable.

Elev-8 Performance is a dynamic and inspirational
performance improvement company. We

offer a unique combination of tried and tested
methodologies and creativity, delivering results at
a behavioural and a cultural level.

Elev-8 Performance are passionate about people.
For our clients, this means helping them improve
their staff’'s sales and service (or other metrics)
performance. For their employees, it means
helping them to reach their full potential.

Our focus is always on getting results. Whichever
way a business measures performance, that is
how we expect our work to be evaluated.




Making learning stick

We believe that success comes through
having a truly embedded approach to
learning, and our Performance Formula,
coupled with the right technology, ensures we
deliver results.

‘At its simplest level, it is human behaviour
that drives results. If you need to improve
results, you need to change what people are
doing’.

As a starting point, we take the business
objectives, apply consulting techniques to
improve processes and prepare the optimum
environment for people to perform in. Then,
we identify and close any skill gaps with a
bespoke, practical approach. By combining
operational experience with advanced
learning and development techniques, our
consultants inspire as trainers and mentors.

Our passion for what we do and the
partnerships we've developed with our clients
have led to many success stories.

Elev-8 Performance training delivers the
results businesses need to see: ROI, customer
excellence and skilled, committed people.
And it does it in a way that lasts.

Our training provision includes:

* Training across all service and sales touch
points - including contact centres, field
sales, retail and account management
teams

* Management and leadership development
- including senior and middle managers,
team leaders and field teams

* Induction design —to increase
engagement, decrease time to
competence and improve performance

* Performance Coaching — helping
organisations create a coaching culture,
developing the ‘craft’ of coaching and
improving your bottom line

* Learning Consultancy - develop your
learning professionals in the mindsets,
behaviours and operating processes that
enable any business partners to be a
credible consultant
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Want to elevate your performance?

Make your next conversation count

If you want a standard training course that delves into boring theory,
complex psychobabble and death by PowerPoint, Elev-8 Performance
isn't the partner for you. If you want to work in partnership with a
team who will deliver fantastic learning backed by real RO, Elev-8
Performance are ready to go.

Drop us a note
hello@elev-8.co.uk

Visit our website
www.elev-8.co.uk

For more insight and thought-leadership
updates, follow us on...




