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The cal ibrat ion laboratory is increasingly viewed as a busin€ss operat ion. In-house labs are cal led on to
jusl i ly lheir  €xpenses relai ive to lhe cost of  a commercial  lab, Commercial  laborator ies are under pressure
lo lower cosi  and improve service. Oulsourcing. lhs process ol  acquir ing a s€rvic€ i rom oulside lhe
organizal ion lhal  was lormerly provided by in-house staf l ,  is al l  the rage. Whether you work in a commercial
lab or in a dedicated in-house faci l i ly your organizat ion wi l l  be looked at mors and more lrom a business
poinl  ol  v i€w. One ol  the l i rs l  i tems that have to be addressed is lhe role lhal  Markei ing and Cuslomer
Service play in the operat ion. This a ic le explor6s the €ss€nt ial ,  and ol lsn overlooked, role that Mark€t ing
and Cuslomer Service play for any lab. In addit ion we l l  provide some l ips on useJul direcl ions that your lab
mighl consider.

The Role of Marketing

Mosl people think ma.ketingis concerned exclusivelv
rvith advertising and pa.kaging products. This is actually
a narroh seSment of harketinS work that becomes
especially crucial in the marketing of consumer goods and
brdnd. .  The promrnen(c o l .  oniumcr ddvf f tn inS in nur
everyday $'orld leaves us with the impression that
marketing is ad vertising and vice vc.sa. Ihe truth is that
markehng is aboui the management of the relationship
bct(en an organization and the clients, or markcts, its
sen'es. It is concemed with the decision lobe in or out of
a marketrto serve on€ s€t of clients but not another It ie
concemed with how the organizatjon will participate in
the markets it chooses to sen.. The goal of the marketer
is toestablish as large as possible a base of toyal customers.
This is a much broader role than simply advcriisinS.
Market ing p lavs a. r i t ica l  ro le in  the surv iva l  and
development ofanv organization. This role begins with
the development of the marketing shategv, a statement
ofwhich "target marketJ'the fim will foos on and how
it willatLract (and keepl) customers.

The ma.keting strat€gy is at th. core ofthe marketing
tunction. ll represents thedecision ofthe organizationas
to which "marketJ' it will participate in. Often as not
this "marketing" decision is not mad. in a marketing
department. whena lnbpuKhases a piece ofequipment
to extend their capability thev are making a de-facto
decision about the market they willseNe. Purchasing a
gageblock comparator is a commitment to be in the gage
blo.k market. Uniorrunately, this decjsion may not take

into account the extent of .ompeiition in the new area or
shether there is sufficient volurne to justify purchase of
the equipment. An important question thal needs to b.
answered is hoF new clients will be mad€ aware of the
capability; how ii ('ill be promoted. Will they be new
clients or arc they cuaently clients of ours already? Lastly,
and of ten cr i t ica l  to  commercia l  labs:  what  is  our
compct i t ivcddtdntage in th is  mar lc l l  l \  hcn lh . {  i . 'u .s
a.e addressed in a well thought out marketing strategv
then appropriate mark.tin8 prcgrams .an b. cEated to
lake the capability to market.

Marketing Programs

Marketing prugrarns are where the rubb€r meets the
road in marketing. These aR the actions organizations
lake to attract and keep clients. The most common and
the most expensive type of proSram is "face-to'face
sel l ing"  or  outs ide sales as i t  is  of ten cal led.  Many
organizations bypass markehng altogether nnd simply
hire salespeople with instructions to find new cu stomers.
Usually this produces nixcd rcsults, .sp.cially {hcn
salespersons are l€ft to their own devices with little
supporl and direction.

Marketing programs are rich in variety. The marketer
has manv toots that can b€used, especially in concert, to
prcmote servjces and make thern a vailabl€ for sale. Table
1 shows justa fes'ofthe tools that a calibration l.b might
consider Using th€se tools wiscly iequnes an integrated
apprcach: they must work togetherina marketing svstem.
The tools must complement cach other and deliver a
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consistent message to clients and emPloyees alike.
Differ€nl tools are used fo. differ€nl orslomeE at different

The Marketer's Toolbox

Outside Sales Semina6
Inside Sales Direct Mail
Advertising Telemarketing
Intemet progtams E mail ma.keting
ASency prcgrams ExNtive contact
Newsletters Discounts
Networking Publicity
Trad€Shows Loyaltyprograms

Tabl6 1

An easy place to begin in developing programs is to
consider  the customer at  d i f ferent  s tages in  thei r
evolution. A simple nodel of client behavior €onsiders
Prospects, Trial Buyers and Customers. Ptospects have
never tded the *ryi.e and may not even be aware of it.
Tn;aJ ,r/ydr,$ are €onsidering or have just made their first
pur.ha*. Clst@.re hav. us.d the pryi.. repeatedly.
W]ral tools wil you use to entice Prospects to bsome Trial
Buyers? How wi l l  you convert  Tr ia l  Buyers in to
CustomeE? Consider the sixte€n tools in Table 1 and the
role they might play itr these different stages. An
advertisemenl in a trade journal might be aimed at
prospects to mke lhem aware of the serice. Even better
though is if the adve.tisement is designed to turn them
into Trial Buye6. lt is left to the reader to consider what
enti.ement might b€ offered in the ad to do this

Before we move on to consider ihe rcle that Customer
SeNice ptays, we can geta bird's eye view of the role of
Marketing in the Calibration tiboratory in Figue 1. The
role of marketing is to manaSe and dire.l the overatl
relationship with clients. The goal of the marketer is to
establish a latge and Srowing bas€ of loyal customers. A
sound mrketinS srrate8y foms the basic thinking that
allows for the cieation of marketing prograrns. Matketing
programs must work toSether to attract and retain
ostomeB. They must present a consistent image of the

lab. Use differenl programs for different types of

The Role of Cu6tomer Serviae

Marketing will work toattractand reLain customersas
a whole, but it is th€ job of Customer S€rice to keP
customeE "one customer at a time." If we think of
markering as the es(alator that takes ostomels ftom t'eing
P.ospecls 1o being Loyal Customers, it is the job of
Customer S€rvice to keep them from falling off on the
wayl Who's in the Customer Service Department? In a
calibration lab it is everyone.

The €alibration laboratory is not lile a factory It doesn't
produce a pcluct. It is more like a r€stau.ant; it provides
a seNice. And the calibration lab has manv of thc same
issu6 that a restaluant has. lime is crilical, and so is
teamwork. The hallmark of a fire restaurant is a team of
people working togethe' seamtessly 1o provide an
excellent dining experien.e. The eme is tru€ ofa quality
calibration lab. Everyone in the lab, from shipping to
netrologists to service representatives must work
together with one goal in mind: clstome. satisfaction. To
most customerc this means Setting the service they elPect
when they expect it: Cetting the equipmcnt back on time
with th€ .ight documenlation, being kept informed if
theE are delays, or repairs are needed. The caUbration
lab must also stri.tly adhere to the quality and te.hnical
standads established for the laboratory while providin8
this high level of customer scrice. Balancing these needs

It may seem unusuat, bul one ofthe things that many
.alibration labs la.k is measurementl Measur€ment ol
service ca1ls, mearurement of turMround time and
measurement of astomer sahsfachon. Measufement is
key to a successtul .ustomer senice operation. A good
place to start is with rcutine ostoner satisfaction sun eys
that will provide meaningtul data about clienls' levcls of
,ah\ facr ion.  lh i \  i r formdt ion td le '  on more meanrnS
when the same study is  repeated over  t ime.
Measurcments can b€ comparcd to pr€vious resuxs, areas
for improvemenl .an be identified and goals can be

Improving customer serv icc involves process
engineering and teamwork. ExPectalions for levels of
customer service (e.g. the way and speed with which
telephone enquiri.s arc handled) need to be clearly
establishcd. These policies and standards need 1o be
documented and communicated to all ernployes. When
everyone knows the ground rules and the goals then
teamwork can happen. Teamwork needs to be fostered.
It is possible to believe that "its not my job" to such an
extent that nothing Sets donel Teamwork involves
pitchingin to help others oul when your work is done. It
is everyone working together to achieve a comhon

lla*|g srrot.gy

Figu.e 1. An overui€w ot malketing.
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market .onditions, opportunities
lnndscape need to be undersrood.
all.

and the .ompetilive
One size doesn't fit

F;f

Figure 2. Mark€ting and cuslomof s€tuice.

PurPoss satisfi ed customers. ManaSementcanencouraSe
this attitude through .ecognizing and rewarding it.
Leading by example helps too.

The host important inSredient is attitude towards
clients. With both an in-house facility and a comnercial
lab, the n ttiLude must be thatclients come tust. It is very
easy to putoffrcturningcalls bNausc therc arc imponant
technicalissues to b€dealt with. It is easy to sav no to a
.li.nt rvith a rcal nced or urSent request becausc it will
create ertra work in the ]ab.Don't give in to thisattitude.
The organizalion thal pla.es a top priority on customer
service will prevail in the long run.

In Figure 2 we can see how an effectiee Ma.keling
tunction car work in (oncert with customer srvice to
.reale an unbcatablc system for Setting and kecpinS
etisfied clients. It begins witha sbong marketing system
d.siSncd to work continuously 1o attract and k@p clients.
It is backed up with ostomer service that is foased on
uti.fying cu\lomer need.. one dl d rimc. This rcquirc'
measurement  of  customei  sat is fact ion indices and
important perfoman.e mefics. Customer sewice must
worktogether as a team and accept mutua 1 responsibility
for customer satisfaction. Evcry onc in thc
organization must lnderstand that satisfied clients ar€
the reason that thc o*anization exists.

Tips on Gett ing There

Theabove rnay sem sinplc cnough but in practice it
is much more difficult. Marketing p.ogtams €an be ill
conceived.  The st rategy .an be sound but  the
implementation poor Cuslomer seruice issues may not
be appar€nt. Any initiative has to beundertaken takin8
inb account the culture, history and resources of the
organization. LookinS outsidc th. orSanization, local

That said, th€ payback from investmenls in these areas
issubstanhal. Oneorganization in.reased rscnues400%
over a lweyear period. Your goals may be more modet.
Sub, tdntra l  rmprovemenl \  in  c l ient  \a t i r fa . t ion dre
possibl. in most laboratories, in many .ases without
increases in ope.atinS cosl.

What follows arc some tips we've leamed that every
calibrahon lab should consider:

1 Don't skip the marketing strategy- There is a mlural
tend€nry to focus on concrete action, to come uP with a
ma rketing program without any .lear st ategic direction.
Often the objNtive is to "getnewclients" or "bringnoE
workintothelab." This is a mistak.. PrcSramsconceived
in a vaoun are frequently a waste of money Worsc still,
they dis.ouraSe tu.ther effo.ts. They also tend to b€
"stand alone", the subject ofthe next tip.

2.  Develop a systemat ic  market ing approach.
Mark.ting prograrns work best when they work as part
of a system. There is no use in gencratinS leacls il you
dotr'i have the resour€es to follow up with them. Don t
just pla.e an ad. Ask lhc prcspst to take some .omp€Iing
acr ion rhar  wi l l  ra \e lhem lo the ne\ t  s lep in  your
markeling system. Once they've tried your seNice,take
systematic action to keep them as ostomers. Naturally,
don't forget to follow up at every calibralion intewai.

3. Choose your groundi don't try to beallthings to all
clienls. Unfortunately this problem is nol limit.d to
calibration laboralories. In the quest for growth it is
possible to siretch into areas that are a F)of fit with the
o€anization's st en8ths and / or with markct condihons.
Ch@se the niche you want to o€cupy, both in tems of
the product market-seSments you serve and (equally
important) in terms of the imaSe you will have in clients'

4. Use the lntemet wisely but don't rely on it solety.
The power of customer interaction is in th. markeiing
mix, the varieties of media yor use to af{ect customcr
behaviour Use the phone and dire.t mail in a tully
integrated manner with an effective Inlernet program.
Use e mail. Use the Web wiselyi your web pnge rnust b€
muchmore than a brochurE.

5.  Measure your  markel ing.  ae sure to ask new
oslomcrs where they heard about you. Keep ongoing
\talrslrc\ In thi\ reSarJ. The Bultr might 'urprise you

6. Communicatc and reward existing clients- Don't
lavish resources on new clients white taking existing
clients for granted. At the risk of being trite, "A bird in
the hand is worth two in the bush." Don't forgct this
simple trulh. Communicate frequently with elisting
clients and not tust at recall time. Use every opportunity
to say, "weappreciateyourbusiness." Christmas is a good
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7. Suruey regutarly, but ask the dght questioN. Client
surveys are prone to abus€ and misinterpretation.
Su.veys are often directed to individuals who have
nothing to do with receiving the service/ e.B./ the
Purchasing Department. The questioN on the survey
ne€d to reflect asp€cts of the service that ar€ actionable
by lhe labontory Ratings need to be scaled and measured
identicaly over time $ that meanin8ful comparisos can
be inade on a periodic basis. Vague questions cr€ate vague
responses that succd only in measuring overall ctient
attitude, iI anything. Don't carry out the survey with in-

E. Kep the whole team inJormed. Everyone in the
organization must b€ involved in the development and
implemenlat ion of  markel ing and cuslomer serv ice
initiatives. S€ek the input of everyone in the o.gaMabon.
Actively solicit their ideas and sug8estioN. Kep your
whole tearn informed on your plans and progress. A
su.cessful calibration lab is a teah effort.

The iob of rorketinS is to .h()l* whi.h rorkets the
lab wil serve and th€n approa.h them with a system
designed to develop loyal customers. Much of the work
of rurketing is dev€loping and enhancing this mrketin8
system. A marketing system is a series of proSrams that
work together It i,5 a continuous prccess of trial and
refinement. There is no se in bringing ostomeB in the
front door only to have them walk out the back door. An
effective customer se.vice proSram, that involves all
employ6, is neGery to eN@ that mrketing work is
not in vain. Cetting th6e two aEas right will create a
first class laboratory
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