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F o r e w o r d
Foreword by Joe Pinto, Cisco
Why do some companies thrive year after year, 
while their competitors fall by the wayside and 
either go out of business or are sold? The short 
answer is successful companies have loyal 
customers. These companies are able to acquire 
and keep good customers, who buy the 
company's products and serve as advocates with 
other potential customers. In a virtuous cycle, 
loyal customers provide consistently 
higher-margin revenues that successful 
companies use to field constantly improving 
products, provide outstanding service, reward 
employees, and generate excellent returns for 
their shareholders.

How do you turn a good customer into a loyal 
customer? Of course, you must market great 
products and solutions. But it takes much, much 
more. No matter how great your product and/or 
solution is, there will be instances where it does 
not perform adequately in the field. How your 
company reacts to those situations will deter-
mine, in large part, whether your customer 
becomes or remains loyal. Your ability to deliver 
superior field service, to quickly and effectively 
fix any issues that arise, will result in high 
customer satisfaction and lead to increased 
customer loyalty.

So how do you deliver superior field service? 
First step is to read this book. Rosemary and 
Jim have written a concise, easy-to-understand 
primer on service, which hits all of the key areas 
necessary to delight customers with your field 
support and make them loyal to your company. 
Both are well-respected executives with a wealth 
of experience in service and supply chain. They 
tell it like it is providing key operational insights 
and often breaking from the conventional 
wisdom to give you advice from the field that is 
battle tested; it works. In the end, it is all about 
how your customer perceives your commitment 
2 Rules for Superior Field Service 1



to their success. When they have 
business-impacting issues with your company's 
products and/or solutions, do you delight or 
disappoint them with your response? Delight 
translates to loyalty, disappointment to 
desertion. Read and follow the 42 rules and you 
will be rewarded with delighted, loyal customers.

Joe Pinto,
Senior Vice President, Technical Services
Cisco Systems Inc.
2 Foreword



I n t r o
Introduction
We have a passion for field service.

Between the two of us, we have over 60 years of 
field service and supply chain experience, and 
that's a lot! We've seen military organizations, 
companies, and clients where field service is 
done well and others where field service is a 
complete disaster. And that is the reason we 
have written this book: to pass on the best 
practices and to help you avoid the pitfalls.

Before we started writing, we researched the 
available literature on field service, and there 
wasn't much in the way of guide books. So we 
embarked on this journey to inform people about 
how to run a field service organization that 
performs well and makes a profit. We believe 
field service is a key to customer satisfaction and 
loyalty in most industries. You need to be smart 
about it and informed regarding the components 
of field service.

In addition, the world keeps getting smaller. With 
the rise of the Internet, common global travel, 
global calling, texting, and ERP systems, 
businesses are free to order anything, anytime, 
and any place. Expectations are that customer 
service organizations are available 24/7 and that 
someone, somewhere in the world, will pick up 
the phone if you call for service and perhaps 
even respond within a few hours in any country. 
These developments have increased the 
complexity of field service and have caused 
many of our clients to rethink their strategies. To 
stay competitive, a lot of rethinking may be 
necessary.

And finally, most companies now recognize that 
there are big margins to be made in services. 
While companies may be experiencing 
downward price pressure on products, field 
service still looms large as a high-potential area 
for major profitability and customer loyalty.
42 Rules for Superior Field Service 3



For these reasons, we have written this book. 
We sincerely hope you find it interesting and 
useful. We have thoroughly enjoyed writing it.
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R u l e
1
 Rules Are Meant To Be 
Broken
There are no 
steadfast rules 
in field service.

As you will read in the following rules, there are 
fundamental precepts that we support and that 
should be followed for successful field service or-
ganization and business. But we are the first to 
acknowledge that field service is a bit like the 
Wild, Wild West. There are all kinds of things you 
can try to have a successful operation. We 
encourage you to experiment a little and think 
creatively about your own organization in order 
to achieve the best results. Be a bit of a cowboy, 
and venture out beyond the corral.

Take defining the "perfect customer," for 
example. In Rule 9, we describe how you can 
identify exactly the type of customer you want 
and then systematically go about creating your 
business to develop this type of customer. This is 
a reverse rule for how most companies would 
develop services, but it works, and we can prove 
it. Break the old rules, and think creatively!

In Rule 11, we recommend you prepare for 
horrible disasters because we all know they are 
going to happen, and field service is likely a "first 
responder" for your customers. We encourage 
you to be very creative in thinking about and 
practicing various responses. Break all the rules 
of traditional thinking to respond quickly and 
effectively.

In Rule 26, we claim that inventory turns are irrel-
evant. This may be heresy to your financial orga-
nization, but in reality, the margins on spares and 
repairs are so big, inventory turns may be unim-
portant. Inventory management is one of those 
corporate supply chain concepts that really 
42 Rules for Superior Field Service



should be thoroughly examined within the context of field service. This 
is another rule that should probably be broken in a field service orga-
nization because, here, it just doesn't make any sense.

In Rule 34, we recommend that you transform your field service people 
into salespeople. After all, they are the ones talking to the customer 
every day about your equipment. You'll have to help your sales man-
agement organization get over this rule. They probably won't like it 
because they are reluctant to give up ownership of the account. Work 
with sales on this one.

The best organizations we have seen are high-energy, creative groups 
where feedback is welcomed and fresh ideas are always considered. 
The talented managers running these organizations spark new ideas 
and enthusiastically embrace different approaches. They round up the 
posse; they break the traditional corporate rules; and, as a result, they:
 • improve customer satisfaction,
 • enhance customer loyalty,
 • improve margins on the services part of the business,
 • assist in the selling process and in closing more deals,
 • listen to their field service people and readily accept suggestions,
 • demonstrate good performance measures,
 • are respected in their own organizations, and
 • are typically high performers.

We want your organization to be wildly successful. So shake things up 
a bit, put on your white cowboy hat, and use our rules as a springboard 
for running your organization. And don't forget to break a few rules, too.
Rule 1: Rules Are Meant To Be Broken 7
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R u l e
2
 Product Failures Are 
Opportunities to Delight 
Customers
You will build 
customer 
loyalty if 

service is 
responsive and 

effective.

No one wants a product to fail, but it happens. 
The way you deal with failure can create signifi-
cant opportunity to enhance customer loyalty. 
But, if handled poorly, it gives your customers the 
excuse they need to buy from your competitors.

Your customer views product failure as an emer-
gency, especially if it affects business opera-
tions. Take a dentist, for example. If his or her 
vacuum system stops working, the office must 
shut down until it's repaired. This is inconvenient 
for the dentist, the staff, and the patients. It also 
represents loss in business revenue until the 
system runs again. This kind of situation is high 
priority for field service organizations servicing 
dental offices.

In industrial settings, when a product fails, you 
may have to deal with irate customers who have 
spent lots of money with your company. This can 
be a golden opportunity to show customers that 
you support them with speed and efficiency.

"90% of what I deal with starts as a problem, but 
I don't look at it as a problem. I look at it as an op-
portunity to delight a customer," says Michel 
Yasso of MSR Consulting Group.

Customer service organizations offer the 
following steps when first contacted by a 
customer with a problem. Field service organiza-
tions should follow the same steps:
 • Empathize with the customer; do not make 

excuses.
 • Don't patronize or talk down to customers; this will 

only make the situation worse.
42 Rules for Superior Field Service



 • Really listen to what the customer is telling you, take notes regarding the 
situation, and ask for clarification.

 • Remain calm even if the customer is not.
 • Apologize, if appropriate. Say something like, "I'm sorry you are frustrated; 

let's see how we can resolve this situation."
 • Promise to try to fix the problem or to try to find a solution. This will ease 

the tension the customer has created. The customer is looking for a reso-
lution. Then do what you promise.

 • Answer confidently, and take responsibility for assisting, even if this 
means you must refer the case to someone else.

 • Give the customer a time when you will get back in touch—one hour, four 
hours, one day, etc. Then be sure you call back at the appointed time. 
Keep following up at regular intervals until issues are resolved.

 • Take action to get the customer operating as soon as possible, or obtain 
information and estimates when this will happen.

 • Write clear, concise reviews of incidents. Document issues and resolu-
tions. Keep notes about anything that may assist others who deal with the 
customer in the future.

Your customers know that things will break, but they will be upset 
anyway. Your ability to react quickly and efficiently is crucial.

Sometimes, field service doesn't go as expected. It may be appropriate 
to escalate to your customer's executive management, especially 
when situations involve significant disruption in business. In these 
cases, your service executive or director should call the customer 
C-level executive and apologize. Give realistic estimates for repair, 
and perhaps, tell the executive you are going to make suggestions, 
after the issue is resolved, about how to avoid future disruptions. This 
may include things like more frequent maintenance or the purchase of 
redundant systems for critical business processes.

Professor Morris Cohen of The Wharton School notes, "The objective 
of service is to generate customer satisfaction. And satisfaction results 
from the difference between the customer's perceptions of service 
versus the customer's expectation for service. If the perception is 
greater than the expectation, the customer will be satisfied or even de-
lighted." The opposite is also true, no matter the objective quality of 
service. So, set realistic customer expectations, and strive to exceed 
those. You will have delighted, loyal customers.
Rule 2: Product Failures Are Opportunities to Delight Customers 9
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R u l e
3
 Ask and You Shall Receive
What is the 
best way to find 

out what your 
customers 

want? Ask, of 
course.

Field service organizations should not to make 
assumptions about customers.

World-class field service organizations ask for 
feedback relentlessly. Marriott Corporation asks 
every guest every time if everything went well 
with their stay. On their web site, Marriott 
provides a place for written feedback that a guest 
might not want to deliver otherwise. They also 
provide a customer service feedback card that 
you can complete and mail back. These 
feedback collection methods help Marriott to 
continuously improve their service. The result? 
Marriott has the most loyal customers in the 
global hotel business by far.

We can certainly learn from Marriott's relentless 
quest for customer feedback, but in the field 
service business, this is not enough. We also 
need to gather feedback and intelligence from 
our own internal departments, partners, and 
competitors to understand our true market 
position and the potential for improvement.

First, we need to find out and thoroughly under-
stand what field services and product support our 
customers want and need to be completely 
satisfied and loyal to our brand. This is not 
merely a review of what we are capable of deliv-
ering but a "blank sheet" approach to what the 
customers actually want from our products and 
services. What we have been offering may not 
be what customers are looking for. Use a series 
of questions around the following categories as 
they relate to your customer's business:

 – What can our products and services do to 
improve your business?
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 – What is your expected response time when you have a product per-
formance issue?

 – What do our competitor services provide that you would like to see us 
provide?

 – What is your expectation for telephone or e-mail communications 
when problems arise?

 – How do you rate our field service personnel on competence, profes-
sionalism, and courtesy?

 – What does it take for you to feel loyal to our brand? Would you buy 
our product tomorrow if you had a need?

 – What do we do well?
 – Where can we improve?

Many companies will wait for a service failure or other event to survey 
the customer. While it's important to get timely customer perceptions 
of service, during or just after an event, this should not be the only time 
you ask them to rate services if you are honestly looking to improve 
customer loyalty and satisfaction. This is because, besides the 
emotion that may be involved with a part failure, you may also be 
asking for money to perform the repairs. These things put the customer 
in a defensive position, and you are unlikely to get insightful informa-
tion about your business.

The best time to gather customer information regarding field service 
expectations is in the course of talking about new products. Ask the 
customer the following:

 – What services do you want to go along with the product?
 – What do you need to know in advance, before deploying the product?
 – Will you need on-site field service engineers if the product fails?
 – Is product uptime business critical?
 – Do you need redundant capability?
 – What should other people in the organization have input into the 

services wants and needs discussion? Business people? Engineer-
ing? Technical people? Operations?

Field service managers can be helpful when assisting the salespeople 
in describing the field service capabilities of the company. This may 
open up a whole new selling avenue and penetration of the customer 
organization.

We always caution field service organizations not to make assump-
tions about customers. You must take the time and make the effort to 
ask.
Rule 3: Ask and You Shall Receive 11
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A p p e n d i x
D
 Field Service Key 
Performance Indicators
Here are some common KPIs:
 • Equipment uptime: most important overall KPI. 

Definitions vary by customer (i.e., "SEMI e-10" is 
a standard measure for the semiconductor indus-
try). Very high-uptime requirements (such as 
telephone companies) will require equipment re-
dundancy or on-site parts and technicians.

 • First-time fix: Was equipment fixed correctly the 
first time?

 • Service response time: customers may say they 
want 7x24 coverage but only want to pay for 5x12 
service.

 • MTTR (meantime to repair).
 • MTBF (meantime between failure).
 • SOFR (service order fill rate): Were you able to 

deliver all parts needed for repair?
 • LIFR (line item fill rate): internal measure to 

determine effectiveness of your inventory 
planning systems.

 • Distribution quality: right parts at the right place
 • Customer satisfaction after repair: How satisfied 

are they with the service?
 • Ratio between planned maintenance and correc-

tive maintenance: this ratio should be ~90 to 100.
 • Field engineer utilization: amount of time the 

service person is generating revenue based on 
2088 hours/year/person less vacation/train-
ing/holidays.

 • Cost per repair action by product line and 
geography.

 • Service inventory efficiency such as value of 
inventory vs. service revenue or value of 
inventory vs. value of installed base of product 
supported. We recommend you avoid inventory 
turns to measure service inventory (see Rule 26).
42 Rules for Superior Field Service



Appendix D: Field Service Key Performance Indicators 13



A u t h o r s
About the Authors

Rosemary Coates is the President of Blue Silk 
Consulting (http://bluesilkconsulting.com), a 
global supply chain consultancy and the author 
of 42 Rules for Sourcing and Manufacturing in 
China, a Top Seller on Amazon.com. Prior to 
Blue Silk Consulting, she was a senior director at 
SAP, the supply chain consulting practice leader 
at KPMG Peat Marwick and at Answerthink, and 
a regional manager at Hewlett-Packard.

Ms. Coates is a Licensed United States Customs 
Broker. She is also a Lifetime Credentialed In-
structor for the State of California colleges and 
universities. She taught management, interna-
tional business, and importing and exporting for 
10 years.

Ms. Coates has consulted with over 80 global 
and domestic clients, VCs, and private equity 
firms on supply chain systems and processes. 
She has considerable international experience 
and has worked for extended periods in Asia and 
14 42 Rules for Superior Field Service



Europe. She has extensive knowledge and experience in manufactur-
ing and outsourcing in China.

One of today's most sought-after China supply chain experts, Coates 
is a frequent speaker at industry conferences and a feature writer for 
global business publications. Coates is a member of Reuters Insight, a 
community of experts, and the Gerson Lehrman Group Experts where 
she consults on supply chain matters. She often testifies as an Expert 
Witness in supply chain matters.

She is a member of the Board of Directors for the University of San 
Diego Supply Chain Management Institute.

Coates holds an MBA in Finance and Operations Management from 
the University of San Diego and a BS in Logistics from Arizona State 
University.

She lives and works from her offices in Silicon Valley.
Authors 15



Jim Reily is a Principal at R&R LLC, a field service, service logistics, 
and operations consultancy. Prior to forming R&R, Jim was the Vice 
President, Worldwide Service Operations for Cymer Inc., leading the 
global field service, service parts supply chain, training, technical doc-
umentation, and technical support teams. Jim joined Cymer Inc. from 
Cisco Systems Inc., where he was the Vice President, Technical 
Support, responsible for Cisco's global network of on-site service engi-
neers, service parts depots, as well as the service inventory manage-
ment, service supply chain contracting, repair, and quality teams.

Reily served in the US Navy for 25 years as a Supply Corps Officer, 
specializing in aviation logistics, inventory management, financial man-
agement, and information technology. He was the Executive Officer of 
the Fleet and Industrial Supply Center, San Diego, providing logistics 
support for the Pacific Fleet Naval Forces, and he commanded the 
Defense Mega Center, San Diego, providing hosted information 
services in maintenance, logistics, payroll, and administration for all 
Naval Forces in the western United States, Hawaii, Japan, and Indian 
Ocean areas. He holds the rank of Captain.

Reily has spoken at numerous service supply chain, field service, and 
logistics conferences. He was selected as one of the top e-business 
and e-supply chain executives for his innovative work on virtualizing 
service supply chain operations.

Reily holds an MA in National Security and Strategic Planning from the 
Naval War College, where he graduated with distinction. He also holds 
an MS in Financial Management from the Naval Post Graduate School, 
an MA in International Relations from Salve Regina University, and a 
BS in Industrial Engineering from the Ohio State University.
16 42 Rules for Superior Field Service



Getting “42 Rules for Superior Field Service” 
(http://www.happyabout.com/42rules/superiorfieldservice.php)

42 Rules for Superior Field Service can be purchased as an eBook for $14.95 
or tradebook for $19.95 at:  
http://www.happyabout.com/42rules/superiorfieldservice.php or at other online 
and physical book stores.

Please contact us for quantity discounts sales@happyabout.info or to be 
informed about upcoming titles bookupdate@happyabout.info or phone 
(408-257-3000).
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