Disney Magic
In Optometric Practice

Module 1
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Disney Approach to Service Excellence


Presenter
Presentation Notes
Those of you who have visited a Disney theme park would probably agree that it is an incredible experience. Apart from the entertainment, it is a world class service experience. Disney is regarded by customer service experts as among a handful of service leaders in the world. Disney delivers its magic consistently, 365 days a year to hundreds of thousands of guests. Very few leave disappointed. Most enjoy an experience they will remember for a lifetime.



Disney has developed a system to deliver exceptional service and now teaches its principles to other businesses through its Disney Institute. Recently, I attended a seminar at the Institute and saw how Disney applies its principles as it runs its theme parks. 



You might ask: what does running an amusement park have to do with optometry? It turns out that Disney service principles can be applied to other businesses like ours and can transform how our customers, or patients, evaluate their visit to our office. 



Over the next several weeks, we will review the system behind Disney’s magic and use it to re-design how we serve our patients during their visits.
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Presenter
Presentation Notes
Before we talk more about Disney, let’s reflect for a moment about our own everyday experience in retail stores, restaurants or doctor’s offices. I think you’ll agree that most of these experiences are acceptable, but nothing particularly memorable happens. Think about your own experiences. Why do you think most service is just mediocre? What doesn’t happen? What goes wrong?



(have staff volunteer ideas)


What makes most service providers
mediocre?

* More concerned with the convenience, efficiency
and profit of the business than with customer
satisfaction

 Take customers for granted
e Untrained, unmotivated frontline service workers
 Impersonal engagement with customers

e Slow, disorganized, inefficient, inconsistent,
unreliable

fnpesT

" Ry o s Disney Approach to Service Excellence


Presenter
Presentation Notes
You named a number of good reasons why service is usually mediocre. Here’s a list some service experts put together answering the question. You’ll recognize your own experiences here. 



The truth is most businesses never give a lot of thought to what it would take to deliver really outstanding service. They do not focus single-mindedly on what the customer wants. They are sometimes more worried about profits or keeping the staff happy than about what will please the customer. They accept that “good enough is good enough” and never really try to rise above the pack and be exceptional. They accept mediocrity.



But who wants to be just average? Wouldn’t it be a lot more fun if our patients really enjoyed the time they spent with us and looked forward to their next visit? Don’t you think that if we focused on that as a goal we could make that happen?


S
What makes some optometric practices
mediocre?

o Staff and doctor don’t see exceptional service as
necessary

e Office processes and policies serve the practice, not
the patient

* Processes are not defined - - service is inconsistent
e Qutdated equipment and décor
e Service is mechanical, robotic
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Presenter
Presentation Notes
There are many parallels explaining mediocre service in optometric practices.



Many times, creating an exceptional experience for patients is never really considered as processes and policies are developed. Patients don’t complain, so the assumption is that everything is okay. Processes get designed more for the convenience of the doctor and staff than to really please patients. Or the physical environment doesn’t get much attention and isn’t maintained as well as it should be. Or, people in the office go through the daily routine without much thought about the individual human being in front of them, and treat people like a case file to be processed.



Are we guilty of any of these?
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Presenter
Presentation Notes
During the rest of our meeting today we’re going to learn some of the most important ideas and principles Disney uses as it designs its service process at its theme parks.

So just what is it that separates Disney from 99% of service companies? Those of you who have visited a Disney park, what do you think makes it special?



(have staff volunteer ideas)


What makes Disney service magical?

e Attention to detail

e Everything works - - the process flows smoothly

e Every impression is positive, uplifting, fun

o Staff is aggressively friendly

o Staff anticipates guest needs

e Everything is spotless, in perfect working order
 Experience is entertaining, imaginative, novel, unexpected
e Stress is banished

o 7 i
r{ Management "
w2 DISNEY Approach to Service Excellence


Presenter
Presentation Notes
Here’s a list of some of the things that distinguish Disney from other service companies. This first one - - attention to detail - - is really a big one. Disney isn’t great just because it tells its people to be friendly and help people. It pays attention to small things which can add up to big things. Disney asks its guests what really pleases them, then designs every aspect of its park experience to deliver a great time. That’s a major thing that separates Disney from the rest - - the customer is always at the center of their planning. They want to know what the customer wants and go beyond what’s expected, not just provide the minimum.



If you think about it, a Disney theme park is about as close as you can get to a perfectly controlled world with little aggravation, discontent or disorder. 



What would it be like to create an experience for our patients that would come as close as possible to a perfect visit to a doctor’s office? We’re going to spend time talking about that over the next few weeks.


Disney Magic does not occur by accident or by only
hiring nice people

Every detail is meticulously planned to deliver the best
possible guest experience
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Presenter
Presentation Notes
So we learn that Disney magic is not accidental. It doesn’t happen because they hire only super-nice people. They are successful because they plan every little detail to deliver the best possible guest experience. 



For us to deliver a very high standard of service to our patients - - every time, visit after visit - - we need to dig into the details and examine what we do and how each small thing could be done better. We have to consider what’s really important to patients when they visit, then be sure it happens all the time.


Our Practice Goal
Consistently deliver the best possible patient experience

Our Strategy
Develop detailed service standards for each point of interaction
with our patients
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Presenter
Presentation Notes
That’s what we are going to do over the next several weeks. We’re going to make it our practice goal to consistently deliver the best possible experience for our patients. Beyond pleasing our patients, when we accomplish this goal we’re going to find this will be a more fun place to work. We’ll be performing at a higher level of excellence and patients will respond positively. It is a great feeling to see people enjoy what we do.



To make this happen, we’re going to develop detailed standards for each small interaction or “moment of truth” we have with our patients. We’re going to work together to come up with the best possible way to handle each small detail of our service from the moment patients walk up to the front door to the moment they leave with their new glasses or contact lenses. We’ll talk about what we do now and what would make it better. We’re going to write down what we agree would be the best approach to each interaction with patients, and make it our standard operating procedure.


Disney terminology

Customer/Patient

Company
Job

Employee

Job interview

Uniform

Facility/Office

Anything a customer sees
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Guest

Host
Performance
Cast member
Audition
Costume
Setting

On-stage


Presenter
Presentation Notes
Disney talks about its service process in a unique way, using terms that help its people to better understand their true relationship with its guests and what people’s roles are in creating a memorable experience for customers. 



It refers to its customers as “guests” to emphasize that they are special and must be treated with respect and courtesy. It views the company as a “host” whose role is to cater to guests. Disney views the guest experience as a “performance” the company stages - - an engaging, entertaining, lively show. It calls its employees “cast members” as a constant reminder that frontline employees are the principal actors in its show. Disney describes the physical facility that a guest sees as its “setting”. Anything the guest sees is “on-stage” and carefully designed to add to the show, just as the props in a Broadway play do.


How should we think about our patients?

 People needing to have their eyes examined to buy a
pair of glasses or contact lenses?

OR

e Welcome, honored guests to our home who want a
lasting relationship with us to improve their lives?

Business.
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Presenter
Presentation Notes
Disney knows that the way it defines its mission has a big impact on how its guests are treated by the cast.



Let’s ask ourselves how we think about our patients. Do we see them as a parade of people with bad eyesight looking to satisfy a functional need to correct their vision? 



Or would our behavior change if we thought of our patients as welcomed, honored guests to our home, who want to build a lifelong relationship with us, to feel secure and to have their lives improved? Isn’t that what we’re really all about?



If we made people feel that way, wouldn’t we feel even better about what we do?


How should we view our jobs?

 Workers with functional tasks of testing vision and
dispensing products?

OR

 Performers with roles to play to demonstrate our
competence, caring and a desire to help improve
vision and quality of life?
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Presenter
Presentation Notes
When people ask you what you do for a living, what’s your answer? Most people explain their functional role. They’re a cashier and they tally-up a customers purchases; they’re a carpenter who builds houses, they’re an optometrist who examines people’s eyes.



What happens when we look at our work differently? What if we viewed our jobs as roles to play to make people trust us, to show we care, to improve people’s vision so that their quality of life improves? This would go beyond our functional role and really make people appreciate what we do.


Great service is a memorable
performance - - like theater

 Each cast member has an assigned role

* All spoken words, gestures, actions support roles
e “Costumes” compatible with roles

e Staging and props support message

e Cast members never be seen out-of-character while
“on-stage”
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Presenter
Presentation Notes
A unique insight incorporated into the planning of Disney theme parks is that the park is a live movie or show that is being acted-out in front of guests. If you think about it, every time you witness great service, you’re seeing a skilled performance. Whether it’s a professional waiter, or a really helpful retail salesperson or a hair stylist you really like, each of these service providers has learned to play their assigned role to perfection. They fully understand their role and there is no wasted motion in their actions. Everything they do adds value. They understand perfectly what you, the customer, is looking for. They look their part. When they are in front of you, they never let their hair down or talk about their personal problems - - their total focus is on you. Through careful observation, they have learned that there is a best way to fulfill their role and they repeat their performance again and again. They know which actions of theirs are noticed by customers and make a favorable impression, so they are sure to do these things every time.



Over the next few weeks we’ll define what each of our roles is and what will be the techniques we use to give the best possible performance.
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Presenter
Presentation Notes
After a visit to a medical office, a restaurant or a retail store, we leave with an overall impression of the service we received. Let’s think about that a minute. How are our overall impressions formed? What gets added into our overall impression? Any thoughts?



(have staff volunteer ideas)


How are customer impressions of service

quality formed?

What service providers say and do
— Are they friendly?
— Do they treat us with respect?
— Do they seem to care?
— Do they want to help?

How the physical environment looks
— Is it well maintained and up-to-date? Hospital clean?
— Is it appropriately decorated?
— Isit interesting, appealing?
How efficiently service is provided
— Is the functional result consistently delivered?
— Is the process free of interruption, delays, mistakes, rework, poor hand-offs?
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Presenter
Presentation Notes
A lot of things add up to our overall impression of a service experience. We see, hear, feel, smell and sometimes taste thousands of different things that go into our assessment.  The impressions you form can be grouped into three categories:

    - What the service providers say and do - - the human element in the   �      interaction

    - What the physical environment looks like

    - The efficiency of the service process - - does it work smoothly


Elements of service

CAST: o Staff responsible for delivering the service - -
words, gestures, actions, appearance

SETTING: e Physical environment or “stage” on which
guests experience the service - - sights,
sounds, smells, tactile sensations

PROCESS: « Systems and methods that support service
delivery - - technology, sequence of
Management activity,
' rocedures
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Presenter
Presentation Notes
Disney analyses its service delivery using these same three dimensions - - cast, setting and process. Each has a big impact on a guest’s impression of the service and it pays a lot of attention to each. Disney teaches its cast the concrete behaviors in each moment of interaction that are most likely to please guests. There is a right way and wrong way to answer questions or provide help. Leaving nothing to chance. Disney teaches its staff what will make the most favorable impression.



Every Disney cast member shares a responsibility to maintain the setting. The company has maintenance workers to keep the parks clean, but understands that the appearance of its facility can change every instant as guests use it. So they instruct each cast member to take ownership of any mess or litter they spot and eliminate it.



Disney also spends a lot of time and money to deliver its show efficiently - - to eliminate the delays and inconveniences people might encounter.


Disney cast member behavioral

guidelines
1. Make eye contact and smile

2. Greet and welcome every guest
3. Seek out guest contact

— Assertive effort to offer assistance

4. Provide immediate service recovery
— Take charge of problems

5. Display appropriate body language at all times

— Attentiveness, good posture

6. Preserve the magical guest experience

— Focus on positives, not rules; remain in character while on-stage

7. Thank each and every guest
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Presenter
Presentation Notes
Here is a list of behavioral guidelines that Disney provides its cast members. It evaluates its people using these standards. Not a bad list for any service provider.



As we put our service process together we’ll want to refer to this list.


Service excellence is achieved by
orchestrating each detail of...

CAST
SETTING
PROCESS
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Presenter
Presentation Notes
As it designs its show for customers, Disney pays attention to every small detail of cast, setting and process, knowing that if anything is out of place or does not support the desired impression it will detract. Disney knows that “everything speaks” - - even the smallest details get noticed and either add to or subtract from a guest’s experience. When we begin to examine our own service process next time, we’ll look at what we do in these three categories.


Service theme

Defines the main emotional benefit to be delivered to
guests - - the main purpose of the office visit
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Presenter
Presentation Notes
Have you heard the expression: “Perception is the only reality.” The truth is patients evaluate our service through their own subjective perceptual filters and the objective reality of what occurs may not really matter. Disney understands this.



To Disney, the most important thing is how the guest emotionally evaluates the experience – the feelings that are created.  The objective facts of what occurs from the company’s perspective are not what really matters. The show at Disney is designed around a single over-riding theme. Think of a service theme as the principal emotional reaction or feeling that is to be created for a guest during their visit. Disney’s service theme is “happiness”. Everything is designed to instill that feeling in guests. 



In our next meeting we will discuss what our service theme will be.


Service standards

 Operational priorities that assure consistent service
delivery
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Presenter
Presentation Notes
Disney also operates with a set of service standards - - a rank ordered list of operational priorities. These standards guide decisions about service delivery, both as it is being designed and as it is executed in daily operations. The standards translate the service theme into action, and they provide criteria for measurement of service delivery.


Disney service standards

1. SAFETY: * Non-negotiable to guarantee physical well being of
guests and staff

2. COURTESY: » Each guest to be treated like a VIP
» Assertive friendliness
» Personal touches

3. SHOW: « Seamless, unexpected, entertaining, engaging action

» Setting and role performances aligned to
create desired impression

4. EFFICIENCY: « Smooth operation, effective use of time and
space
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Presenter
Presentation Notes
Here are Disney’s service standards. The rank order of these standards is important. When priorities compete in particular situations, the standards can be used to decide what action to take. 



The first priority service standard at Disney is guest safety. Everything is secondary to that. 



The next priority is courtesy. Cast members are taught from their first day on the job that this is their central responsibility - - making guests feel welcome and being helpful. A cast member’s job performance evaluation is based on achieving this standard. Notice that courtesy is ranked ahead of efficiency. That’s deliberate. Disney knows that if it sacrifices the human touch to save money or keep people moving efficiently, the guest experience will be degraded. 



The final standard - - efficiency - - is by no means unimportant to Disney even though it ranks fourth. The company has mastered the science of moving large numbers of people through its parks with a minimum of frustration by investing in technology and carefully designing systems.



In our next meeting, we will discuss what our service standards should be.


Preparation for next meeting

* What are the most important things we do for
patients?

 Which actions of ours are really appreciated by
patients?
 Which actions are taken for granted by patients?

e What emotions would we like patients to feel after
their office visit?

Business.
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Presenter
Presentation Notes
During our meeting today, we have talked about what goes into creating a great service experience and the service principles that Disney applies at its theme parks. 



During our next meeting, we will talk about how we can apply the Disney approach in our practice. A big part of our discussion will be about choosing our service theme and service standards. To do that, we need to think about what our patients really want to happen during their visit. What would cause them to say that this was the best visit I ever had to a doctor’s office?



Think about these questions in preparation for our next meeting.
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