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ENHANCING THE 
VOC PROCESS

FIRST, BUILDING THE FOUNDATION.

The Voice of the Customer (VOC) 
process is strategically critical be-
cause it reduces preventable prob-
lems and improves products and 

their delivery. Every dollar invested in a 
well-designed VOC program typically re-
turns 10–20 times the ROI of the same 
dollar invested in direct customer service.

This is Part 1 of a two-part article. Part 
1 focuses on the structural foundations 
of a high-impact VOC program. Part 2 
examines execution: reporting, action 
planning, accountability, tracking, and 
practical low-cost enhancements.

BACKGROUND, OBJECTIVES, 
AND METHOD
In 2019, Contact Center Pipeline part-
nered with Customer Care Measure-
ment & Consulting (CCMC) to survey its 
reader base on performance across key 
VOC activities.

BY JOHN GOODMAN, CUSTOMER CARE MEASUREMENT & CONSULTING (CCMC), WITH THOMAS HOLLMANN, ARIZONA STATE UNIVERSITY CENTER FOR SERVICES LEADERSHIP, BILL PRICE, INTENDRA, AND DAVID BEINHACKER, CCMC.

ILLUSTRATION PROVIDED BY ADOBE STOCK

These activities included unified man-
agement, data collection planning and 
execution, analysis, and reporting, and 
then taking action, communicating pri-
orities, and measuring outcomes.

VOC success was defined as a signif-
icant year-over-year (YoY) increase in 
customer satisfaction and a high per-
centage of VOC-identified issues re-
solved in a timely manner.

In 2026, we, also with Contact Center 
Pipeline, prepared the 2026 VOC Impact 
study, which broadened the sample to in-
clude companies known to be innovators.

VOICE OF THE CUSTOMER PART 1

https://www.contactcenterpipeline.com/subscriptions/group-subscriptions
https://www.linkedin.com/posts/johngoodman3_emphasize-investment-instrategic-voc-analysis-activity-7326712673746796544-2KR4/
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While the total sample was small-

er than in 2019, CCMC identified eight 
companies with strong VOC impact, ev-
idenced by sustained YoY satisfaction 
gains and a high rate of issues fixed 
through VOC.

The commonalities across these com-
panies are shared below, along with 
specific examples from three organi-
zations — Michelin, Nestlé Purina, and 
Travelzoo — which operate high-per-
forming VOC processes and agreed to 
be identified by name.

THE BASICS ARE THE SAME—
BUT COMPLEXITY IS GREATER
The 2026 results reinforce the findings 
of the 2019 study. Critically, with the 
advent of new technologies, they also 
suggest a restructuring of the factors 
that support the design and implemen-
tation of the technical architecture of 
VOC applications.

These applications now automate 
large portions of VOC collection, anal-
ysis, reporting, and implementation 
monitoring. However, they do not deliv-
er meaningful results and insights with-
out careful management and monitor-
ing by both savvy quality and product 
management leaders; these tools are 
NOT fire-and-forget.

Mindless deployment risks repeating 
what has already happened with blan-
ket post-interaction surveying of every 
customer touchpoint: wasted resourc-
es, customer alienation, and inaction-
able output.

Figure 1 shows the six basic factors 
that map to the VOC data journey from 
collection to reporting, impact, and 
evaluation.

The six factors include one governance 
factor — single executive ownership — 
and five process factors that span the 
journey from data collection planning to 
reporting and impact measurement. 

Here, in this first article, we will focus 
on the first three: governance, unified 
data collection, and AI-enabled analysis, 
with the others covered in Part 2. 

THREE DESIGN CHOICES THAT 
BUILD VOC CAPABILITY
As noted earlier, eight respondent com-
panies indicated strong YoY increases in 
satisfaction. Their reporting forms the 
basis for the following updated dimen-
sions of a best-in-class VOC process.

1. 	One Executive in Charge of 
VOC Is Critical

There is still no single ideal functional 
home for the VOC executive. However, 
one executive must be clearly in charge 
and accountable. 

Because VOC inherently surfaces 
“bad news” and then points to the 
function best positioned to address the 
issue, accountability for performance, 
accompanied by explicit executive sup-
port, is essential.

PART 1

Diluted leadership in this area leads 
to handwringing and very little impact. 
Conversely, a strong leader can portray 
customer dissatisfiers as trapped rev-
enue and profit that can be captured 
rather than surrendered. 

The VOC executive should prepare 
management for bad news and re-
frame it as escaping profit that can 
be recaptured. See “Researchers: Bad 
news is inevitable, so set expectations,” 
Quirk’s Media.

The key to success seems to be less 
the executive’s home function than the 
executive’s reach across other functions 
to gain access to broader data sources 
and analytical input.

Further, this executive should be re-
sponsible for reporting on how well all 
critical functions — Product Manage-
ment, IT, Quality, and Marketing — work 
together to identify and resolve the 
most important points of pain and the 
strategies that cause them.

2. 	A Unified Data Collection 
Plan Has Grown in Complexity

This complexity is driven in several 
ways, including the use of AI and the 
capture of instances and causes of esca-
lation. At the same time, two enduring 
challenges still run across the customer 
journey: consistent coding of issues and 
reliable customer identification.

SIX FACTORS IMPACTING THE VOC PROCESS

FI
GU

RE
 1

MINDLESS DEPLOYMENT RISKS 
REPEATING WHAT HAS  
ALREADY HAPPENED WITH 
BLANKET POST-INTERACTION 
SURVEYING OF EVERY  
CUSTOMER TOUCHPOINT... 

https://www.contactcenterpipeline.com/Article/special-report-factors-leading-to-an-impactful-voice-of-the-customer-process#:~:text=Explicit%20inclusion%20of%20the%20Quality,reported%20level%20of%20VoC%20success.
https://www.quirks.com/articles/researchers-bad-news-is-inevitable-set-expectations
https://www.quirks.com/articles/researchers-bad-news-is-inevitable-set-expectations
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Innovations and best practices in this 
area include:

A. 	Consistent classification 
schemes across all functions

Different modes of naming issues im-
pede the ability to integrate data. Sev-
eral companies use AI to collect data 
from multiple sources and rationalize it 
into common pools with consistent de-
scriptions of customer issues, whether 
from consumers (via complaints or so-
cial posts), dealers, or warranty data.

B. 	AI for coding and sentiment
AI can be used for coding and sentiment 
analysis of voice, chat, email, and social 
posts. Michelin scans social media sourc-
es for comments and issues, as well as 
review sites and social media influenc-
ers, regardless of location. Meanwhile, 
Nestlé/ Purina monitors and responds 
to all its own social properties.

“We found that stories and descrip-
tions posted by influencers in one ge-
ography can have significant impact on 
consumer expectations in completely 
different geos where the marketplace is 
very different,” says Joe Mazure, Direc-
tor of Consumer Care for North America, 
Michelin.

“Each geography cannot assume it is 
operating separately, at least in the so-
cial media world.”

C. 	AI to identify sources of 
new customers

AI is increasingly able to ascertain the 
source of new customers, including the 
ability to identify and track customers 
acquired via positive word-of-mouth/
mouse (WOM/M).

With the advent of social media, and 
the ratings/reviews on this channel as 
primary methods of shopping and cus-
tomer education, the ability to assess 
these impacts at the individual customer 
level as well as at the market segment 
level, is critical. 

AI can review disparate data sources 
about each customer to tease out cor-
relations for small segments that would 
be impossible to find using traditional 
research methods. 

In many markets, including all three of 
the leaders mentioned here, WOM/M im-
pacts can actually be larger than the direct 
impact of problems on customer loyalty.

D. Customer and employee 
advisory boards

Establishing customer and employee 
advisory boards results in both groups 
proactively noticing opportunities and 
contributing more actively because they 
know their comments will have impact.

Michelin and Travelzoo have quarter-
ly employee input sessions, while Nestlé 
Purina maintains an open channel for 
contact center employees, beyond sim-
ply telling their supervisors.

E. 	Feedback on the impact of 
feedback 

Showing what was done with feedback 
dramatically increases future feedback 
and builds trust that contact center em-
ployees can convey to consumers.

CCMC’s 2025 National Rage Study 
found that the desire to be heard is al-
most as important as having the prob-
lem resolved. If CSRs assure the con-
sumer that their input will be heard, this 
significantly enhances satisfaction with 
the contact.

F. 	Tracking and proactively 
offering escalation

Leading companies track complaint es-
calations and sometimes use AI to iden-
tify situations in which proactive esca-
lation should be offered.

SHOWING WHAT WAS DONE 
WITH FEEDBACK  
DRAMATICALLY INCREASES  
FUTURE FEEDBACK AND 
BUILDS TRUST...

Lisa Oswald, Global Head of Member 
Services, Travelzoo, reports, “Our front-
line reps code reasons for escalations 
to identify what was missing that led 
to the appeal, such as a confusing deal 
page, lack of information, loss of value, 
or a broken process.

“Further, we view 100% of negative 
surveys as escalations and review all, 
as they provide information on why the 
root-cause issue was not resolved when 
first encountered.”

3. 	Analysis and Data Integration 
Have Become Supercharged

Analysis and data integration have be-
come supercharged by AI and by the ad-
dition of part-time analysts from other 
functional departments.

The expected actionability of the out-
put has also increased. VOC users now 
say, “Don’t just tell me there is a prob-
lem. Identify the cost, the root cause, 
and suggest mitigating actions.”

A. 	Cross-functional  
participation in analysis 

All of the leading companies include 
representatives from Product Manage-
ment and Marketing in the analysis pro-
cess, and most also include Quality and 
Performance Improvement personnel.

At Travelzoo, there is a liaison with 
IT who is resident in the Member Ser-
vices Department and understands the 
complete IT product-development envi-
ronment. This person helps ensure that 
customer-identified problems are fixed, 
the analysis is valid, and the recommen-
dations are realistic.

B. 	AI-enabled integration of 
diverse data 

AI is being used to integrate available 
data into a single, unified picture of 
market reality. Integrated data include:

https://customercaremc.com/2025-national-customer-rage-study/
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REVENUE ANALYSIS INCREAS-
INGLY INCLUDES THE NEGATIVE 
EFFECT OF LOST CUSTOMERS 
AND THE POSITIVE EFFECT OF 
NEW CUSTOMERS ACQUIRED...

VOICE OF THE CUSTOMER 
•	 Communications and text analysis

•	 Surveys

•	 Postings by consumers, communities, 
review sites, and influencers

•	 Operational data, such as website 
interactions and production and sup-
ply chain changes that affect product 
and service availability and charac-
teristics.

•	 Website search records (both success-
ful and unsuccessful)

•	 Transaction failures

These last three categories of operation-
al parameters are called the “Voice of the 
Data” by Bill Price, CEO of Intendra and 
author of The Best Service Is No Service.

C. 	Use of multipliers 
Companies use multipliers—the ratio of 
complaints to problems found in the mar-
ketplace, usually 1:8 to 1:15 - to extrapo-
late complaint data to the market level. 

These ratios surprisingly apply to busi-
ness-to-business (B2B) environments as 
well; business clients behave like con-
sumers and often don’t complain.

This analysis allows complaint data to 
be combined with survey, warranty, and 
internal quality-inspection data. 

Further, the loyalty and WOM/M 
damage associated with complaints and 
unarticulated problems can be layered 
onto those other sources to estimate 
the overall revenue and WOM/M losses 
of each issue or point of pain.

Nestlé Purina has introduced this anal-
ysis to quality and product managers to 
strengthen the impact of VOC analysis.

Terri DeMent, Director of Consumer 
Service, Nestlé Purina, reports, “Quality, 
Product Management, and Finance have 
all been receptive to using the com-
plaint multiplier concept (e.g., for each 
complaint received, there are eight oth-
er cases in the marketplace).

“This helps to make stronger busi-
ness cases because it demonstrates that 
more consumers are actually encounter-
ing the issue than only those who have 
complained to us.”

D.	AI on free text to find  
hidden associations

AI is being applied to free text to identi-
fy previously unknown associations and 
market segments. Examples include:

•	 Identifying which customer onboard-
ing method is most successful at 
setting expectations for technology 
products, thereby preventing subse-
quent problems and churn.

•	 Linking higher turnover in rentals 
among single female apartment dwell-
ers to a prior history of complaints 
about poor parking-lot lighting.

Both connections would have been dif-
ficult to identify without AI analysis 
across a wide range of data.

E. 	Inclusion of WOM/M  
impacts in revenue analysis 

Revenue analysis increasingly includes 
the negative effect of lost customers 
and the positive effect of new customers 
acquired via delight stories.

In some environments, customers ac-
quired through positive WOM/M are as-
signed a higher value because they tend 
to be less price-sensitive.

Robust positive WOM/M also drives 
customer acquisition at much lower cost 
than traditional tools such as advertis-

ing and promotions. The most success-
ful companies acquire as many as 70% 
of their new customers via WOM/M at 
extremely low cost. Further, as noted 
above, such customers are less price 
sensitive.

F. 	Translating impact into 
revenue

Output now includes the number of 
customers affected by each issue; in 
most cases, that number is converted 
into revenue implications using an ex-
tended customer value.

Many companies are moving away 
from traditional customer lifetime value 
(CLV) because Finance is often skeptical of 
very long-term estimates. Many now use 
a maximum of three years of revenue.

G.	Revenue-based prioritization 
In most leading companies, including 
Travelzoo, Michelin, and Nestlé Purina, 
the CX analysis group identifies priority 
issues based on business impacts and/or 
the number of customers affected. 

Sometimes employee input and im-
pacts are also included, as 30% of cus-
tomer points of pain (POP) are also em-
ployee POP.

WHAT COMES NEXT IN PART 2
Part 1 has focused on the structural 
choices that make VOC credible and an-
alytically useful: executive ownership, 
unified data collection, and stronger 
analysis. Part 2 turns to execution: how 
leading companies report VOC insight, 
assign accountability, track results, and 
avoid the blind spots that weaken ROI.

John Goodman is Vice Chairman of Customer 
Care Measurement and Consulting (CCMC). He has 
assisted 45 of the Fortune 100 companies. Harper 
Collins published the second edition of his book, CX 
3.0 featuring updates on AI and other technologies 
as well as research in April 2024. 

https://medium.com/grow-for-growing-companies/no-news-is-not-good-news-beware-of-customers-who-don-t-complain-f15c58d3b56c
https://medium.com/grow-for-growing-companies/no-news-is-not-good-news-beware-of-customers-who-don-t-complain-f15c58d3b56c
https://customercaremc.com/
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