
Every business wants to accelerate 
profi table growth. Growth generates cash 
to reinvest in the business and opens-up 
new career opportunities for staff . It fuels 
superior returns for investors and motivates 
acquirers to pay the highest possible EBITDA 
multiples. Growth also supports the local 
economy by creating jobs for new employees. 
Unfortunately, traditional approaches to 
achieve growth targets frequently fall short. 
While customers are critical to delivering 
growth, companies oft en have an incomplete 
or biased understanding of their customers’ 
needs. Th is customer information gap 
oft en leads to failures in strategy and 
execution. Voice of the Customer research 
helps bridge this gap by providing the 
customer insights necessary to identify and 
implement successful growth strategies. 

For most companies, the traditional 
approach to revenue growth is driven 
by a recurring gap between actual and 
expected sales. In turn, this triggers a series 
of dramatic actions. Sales territories are re-
shuffl  ed. Th e compensation of the sales force 
is redesigned to emphasize new sales. Chronic 
underperformers are fi red. New products 
are quickly introduced and companies with 
deep pockets are likely to “double-down” by 
pursuing acquisitions to enter new markets. 

While these steps sometimes work, they 
oft en fail to generate expected results. 
Th is is because few business-to-business 
companies seeking to grow sales address the 
root cause by collecting unbiased feedback 
from customers. Making matters worse, few 

executive teams have day-to-day contact 
with customers and many VPs of Sales & 
Marketing are vigilant about protecting 
the sales team’s customer relationships. So, 
without access and good information, leaders 
reorganize the team and throw money at 
the problem – hoping something sticks. 

Customers are the key to identifying 
and implementing successful growth 
strategies. While this seems obvious, many 
leaders assume that their client facing team 
“understands” customers’ issues and needs. 
While this is occasionally true (particularly 
when leaders have close relationships 
with major customers), more oft en than 
not the client facing team has incomplete 
data and biased perceptions. A few of the 
reasons for customer “blind spots” are:

• Sales reps have limited access 
to key business leaders and 
strategic decision makers

• Sales reps are uncomfortable 
discussing customers’ strategic issues 

• Th e compensation of the sales 
force drives current period sales 
versus future period growth 

• Cultural aversion to sharing bad 
news and organization fi lters

• Customers are reluctant to reveal 
information about future plans 

Based on Fahrenheit Consulting experience, 
current and potential customers are 
an amazing source of insights about 
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new sales growth opportunities. Customers can give you 
insights on several issues, including but not limited to:

• Growth plans that could have a signifi cant 
impact on your business

• Th e potential size (volume & sales value) of 
needs your business can potentially supply 

• Competitors that customers will consider 
to meet this new demand

• Th eir supplier selection process and who 
will be the key players in the process

• How you can develop deeper and broader 
relationships with your customers 

• How your current products can add 
more value for your customers

• Th e aspect of your product-line’s value 
proposition that is most important

• How your client facing team can add 
more value for your customers

While this information from a few top customers is useful in and 
of itself, the potential value increases signifi cantly when feedback 
is collected from a cross-section of current and potential 
customers. Feedback from multiple customers allows you to 
identify trends and estimate the magnitude of potential growth 
opportunities. It can also provide a clear mandate to change how 
your client facing team interacts with customers to strengthen 
relationships, increase sales of current products and identify 
potential game-changing new product sales opportunities. 

Th e question is, how do you capture this information from 
customers? For Fahrenheit Consulting the answer is “Voice 
of the Customer” research. Voice of the Customer research 
refers to in-depth conversations with current and potential 
customers with the goal of learning about current relationships 
and unmet needs. Th ese conversations are most valuable when 
they uncover important clues about customers’ growth plans 
and other major changes with implications for a supplier’s future 
sales. However, unlike customer satisfaction surveys, Voice of the 
Customer interviews dig deep into the key drivers of potential 
growth opportunities with strategic implications for a business. 

A successful Voice of the Customer interview campaign 
usually begins with a quick assessment of current 
customers to ensure that interviews are targeted. Th e 
types of questions which need to be answered include: 

1. What customers account for 80% of 
sales and operating profi t? 

2. What products have contributed the most/
least to growth over the past 3-5 years?

3. What are the management team’s hypotheses about 
the most attractive growth opportunities? 

Th ere are two primary ways to complete Voice of the 
Customer research: “blind” interviews and in-person, on-site 
interviews. Blind, or anonymous interviews, involve speaking 
with customers without disclosing the interview’s sponsor. 
Th e key advantage of this approach is feedback objectivity 
while the major disadvantage is access and the ability to 
speak with multiple decision makers and infl uencers at key 
customers. In person, on-site interviews involve a series of pre-
arranged interviews with a relevant cross-section of customer 
representatives. Th e key advantage of this approach is interview 
depth, rigor and coverage, while it can take more time and eff ort 
to arrange a day of on-site interviews. In-person interviews 
work best when customers consider a supplier’s products/
services to be relatively strategic and highly value-added. 

Voice of the Customer research is most valuable when there 
is a gap between the board’s growth expectations and recent 
performance, when customer demand and expectations are 
believed to be shift ing or when a company is investing in a 
business it is relatively unfamiliar with. Evidence that a problem 
exists include a low percentage of sales reps hitting quota, high 
turnover among above-average sales reps and a perception 
that a business is losing market share to key competitors. Also, 
“moving the sales growth needle” can be particularly valuable 
when a business is investing additional capital or when an owner 
would consider selling the business in the next 3-5 years. 

It is important that the entire team “buy in” to the customer 
fi ndings or Voice of the Customer research will not pay 
dividends. Fahrenheit has a unique approach for sharing 
customer input with client leadership teams and empowering 
team members to self-diagnose the implications of customer 
feedback. When a number of customers deliver the same 
message in their own words – it is hard to deny the importance 
of customer insights. Th is facilitated discovery process represents 
a powerful catalyst in the change management process. Sharing 
original interview results with the leadership team and having 
the group diagnose what customers are saying is a powerful way 
to align the team with developing a successful growth plan. 

Voice of the Customer research is a powerful management 
tool for identifying attractive growth opportunities. Th e 
traditional approach for identifying these opportunities 
either assumes a thorough understanding of the customer 
– or even worse, it overlooks the customer entirely. 
Customers are critical to identifying and implementing 
growth strategies. Voice of the Customer research can help 
management unlock these insights and identify opportunities. 
While Voice of the Customer research does not guarantee 
success, it provides a clear direction for the team and a 
shared u nderstanding about why things need to change. 
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