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CREATING AN EFFOR TLESS 
CUSTOMER EXPERIENCE

DStv (Digital Satellite Television) is a digital satellite TV 
service that is part of MultiChoice, South Africa’s leading 
video entertainment and internet company. DStv provides 
general entertainment, movies, lifestyle and culture, 
sport, documentaries, news and commerce, children’s 
programming, music, religion and consumer channels to 
subscribers. It is the top cable TV operator in the country 
and services more than five million subscribers. Customer 
experience has always been a key focus area for the business, 
but with increasing competition for market share, it has 
become more critical than ever to ensure outstanding 
customer service and an effortless customer experience.

General research and data-mining by the customer 
relations team in early 2016 indicated a number of 
concerns about customer service. This research included:

• Direct conversations with customers.

• Focus groups with employees.

• In-depth analysis of customer feedback through online 
platforms and social media.

• Reviews of complaints escalated to the executive team.

The findings indicated a strong need to improve customer 
service, to reduce high complaint volumes and the associated 
costs and to improve the overall efficiency of customer 
service delivery.

The research also indicated that while there was a need to 
refine operational and systemic aspects of how customer 
concerns were addressed, there was a far greater need to 
drive a shift in the cultural mindset among customer-facing 
employees, based on deep insight and understanding of who 
the customers are and what’s important to them.

Addressing these needs presented an opportunity to 
significantly reduce certain operational costs and implement 
more self-service options for customers, and in doing so, 
improve the customer service scores.

ABOVE: The CEO kicked off the campaign launch by announcing a challenge 
he would resolve, to demonstrate commitment at the most senior level.

How do you create a customer service 
campaign that delivers real, meaningful and 
measurable results? By focusing on the real 
issues and specific behaviors that will make 
a difference to the customer experience.

CAMPAIGN INSIGHT

Thorough research and giving employees an 
opportunity to contribute to the campaign 
design benefitted the process in two ways:

1.  It provided a clear baseline  
for measurement.

2. Campaign design was aligned to  
employees’ day-to-day reality, and this  
created a high degree of employee support 
and participation.
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STRATEGIC APPROACH

The #ninetynine campaign was designed to support a 
meaningful, measurable and tangible shift toward customer-
centricity, targeted at the 3,600 customer-facing employees 
across South Africa, and to ensure continuous improvement 
in customer service. 

The key differentiator in our strategy was a shift away from 
general service improvement to focus on specific, concrete 
changes in the customer experience. We wanted to avoid 
the pitfall of making vague, service-related statements like, 
“Put the customer first” or “We put the customer at the center 
of our universe” because we felt that employees already 
know and believe service is important, but don’t know how 
to translate good intent into action that will deliver results 
where they matter most.

Instead, we focused on the specific service frustrations 
customers experience, and we developed a list of the 99 most 
common customer complaints. We challenged employees to 
tackle individual service problems. 

CAMPAIGN INSIGHT

One of the critical success factors of 
#ninetynine was identifying clear, specific and 
well-articulated service issues that needed 
solving, rather than a vague and general 
improvement in the customer experience. 
Having actionable goals allowed employees to 
focus their attention on specific deliverables 
and made the goal clear.

Unlike other campaigns of this nature in which ideas or 
suggestions are submitted, employees (working on their own 
or collaboratively) had to come up with a solution, fix the 
issue and supply proof of the resolution. We were looking for 
sustainable, long-term solutions—not just a once-off fix but 
something that could get rid of the problem permanently.

ABOVE: Campaign branding in the support center.
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CREATIVE CONCEPT

The creative concept for the campaign was #ninetynine. This 
idea kept the focus on the 99 service delivery issues central to 
the campaign and provided a mechanism to focus on specific 
challenges. It provided a real-time countdown to give a sense 
of progress and momentum to the campaign. 

In the one-year project period, the impact was enormous, 
with results far exceeding the expectation.

ABOVE: E-card reminders and environmental branding helped keep the campaign visible.
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TARGE T AUDIENCE

The target audience for this initiative was the 3,600 customer-
facing employees within DStv, nationwide (these staff make 
up 45 percent of the 8,000 DStv employees), including the 
relevant executives and managers. These employees are 
primarily based at DStv’s head office in Johannesburg, with 
a smaller number based in regional hubs elsewhere in the 
country. The audience was segmented as follows:

Primary audience: Employees

3,180 customer service employees, typically in the 
20–35-year-old age group 

• Found in the call centers, stores and service centers.

• Varying levels of education: all with secondary school 
qualifications, and a limited number with some form of 
tertiary education or training.

• Backgrounds vary widely.

• Primary language for business communication is English.

• All employees have basic customer service and 
computer literacy training, and they are online for the full 
working day.

• They are enthusiastic and eager to make an impression on 
the business. 

Secondary audience: Managers (line 
managers and senior managers)

Approximately 400 managers of varying seniority

• In charge of customer services teams, responsible for 
team management, service escalations and service  
quality assurance.

• These managers are key influencers in driving customer-
centricity, and their buy-in was critical to the success of 
the campaign.

Tertiary audience: Executives 

20 executives in the 35–45-year-old age group

• Relatively young, popular leaders who are known for their 
energetic and innovative leadership.

• Visible leadership and leading by example have always 
been key to how this team leads the business, and their 
active participation in any employee campaign has 
historically proven a key success factor.

ABOVE: A digital billboard in the support center atrium was used for  
broadcasting challenge messages.
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GOALS AND OBJEC TIVES

The overarching goal of #ninetynine was to create a deep shift in organizational consciousness from “how we’ve always done things” 
to “what works best for our customers.” It aimed to entrench a consistent understanding of what “customer-centric” means and 
what behaviors support that definition. In short, the aim was to improve the overall customer service experience. The success was 
measured according to the following objectives.

OBJECTIVES (outputs) Target

Identify the most common customer complaints (“challenges”) and resolve them 
within one year (beginning March 2016).

To resolve at least 80% of identified 
complaints within the year

To ensure maximum employee participation in resolving the identified challenges,  
by encouraging them to work in groups.

25% (an average of 8 people  
per challenge)

OBJECTIVES (outcomes) Target

Increase the percentage of service center calls that are answered within 20 seconds 
(from the current level of 80%).

To 85%

Reduce the service center call volumes and associated costs year-on-year. By 5%

Reduce formal customer complaints (currently 3 per 10,000 customers). By 10%

Reduce client churn, and the associated revenue loss.
By R20 million  
(US$1,661,000 / €1,356,837) 

Improve customer satisfaction across the organization from the current 75% 
(measures are a weighted average across 21 touch points, rated by customers on a 
five-point scale).

To 80%

Reduce the number of escalated customer complaints. By 25%

Increase the Net Promoter Score (willingness to recommend a company’s service or 
products to others) and as a result grow the subscriber base.

By 5%  
(250,000 new customers)

Increase the number of unique users of the self-service platform. By 50%

While the above targets appear modest at the outset, when applied across the customer base 
of 5.5 million users, the call volumes, customer numbers and cost savings are significant.

https://gq.iabc.com
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SOLUTION OVER VIE W

Using the research done by the customer service team, we 
compiled a list of the most common customer complaints, 
hassles and frustrations. Selecting the top 99, we created 
the list of challenges, defining resolution criteria (the result 
or outcome needed to be achieved for the challenge to be 
considered closed). 

A custom-built, fully interactive microsite 
displayed the challenges to employees, and 
kicked off the following process:

1. Employees selected the challenge/challenges they 
wanted to tackle, individually or in teams. 

2. Once a challenge was selected, the employee or team had 
to explain how they intended to address the challenge.

3. The administrator accepted or declined the proposal (for 
feasibility reasons). 

4. Once a team or individual felt their challenge was 
resolved, they logged on to the microsite, submitted the 
details of the solution, and the proof (e.g. photos, videos 
or testimonials). 

5. The administrator then signed off the challenge or kicked 
it back if it did not meet the criteria. 

6. As soon as a challenge was resolved, it was taken off the 
list and that specific challenge closed. 

The microsite included a back-end system that allowed 
updates to happen in real time, created a platform for online 
collaboration across functions, supported more dynamic 
communication by allowing rapid changes, updates and 
responses and encouraged employee interaction though 
social media functions (e.g. walls where employees could 
view challenges and post comments, accept challenges,  
issue challenges, upload proof of completed challenges and 
view leaderboards).

RIGHT: The #ninetynine custom-built microsite featured a list of available 
challenges and a personal dashboard. 

https://gq.iabc.com
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To kick start the #ninetynine campaign, we 
asked the CEO to address the first challenge. 
We filmed him installing a decoder and 
shared it across the organization. 

The CEO’s challenge demonstrated the campaign had 
support at the most senior level and created strong 
momentum out of the gate. In addition, the challenge we 
chose (installing a decoder for a customer) was way outside 
the usual scope of his expertise and served to demonstrate 
that he was prepared to go the extra mile for DStv’s 
customers. At the end of the CEO’s installation video, he, 
together with the customer, challenged the CFO to  
complete a challenge. This inspired individuals to compete 
with their colleagues. 

The campaign was supported through a variety of media 
designed to sustain awareness and drive traffic, including:

• Audio visuals designed to create excitement and interest.

• Events and activations.

• Work space branding and signage, including digital walls 
displaying the microsite.

• High-profile executive sponsorship and participation.

• Peer-to-peer challenges.

• Ad hoc problem-solving hackathons, to help teams 
brainstorm resolutions.

• Exclusive branded kit available to employees resolving  
the challenges.

• Digital direct mail.

SOLUTION OVER VIE W 
CONT ’D

ABOVE: Surprise parties and themed celebrations were held whenever  
challenges were resolved.

No large prizes or rewards were offered at the start of 
the campaign, but random surprises and gifts were 
awarded throughout the campaign, to build a true spirit 
of volunteerism and to ensure that employees acted for 
the right reasons (i.e. out of a genuine desire to improve 
customer service).

CAMPAIGN INSIGHT

Interestingly, the value of the prize made no 
difference to the levels of participation. What 
did generate enthusiasm were prizes that 
couldn’t be bought— for example, t-shirts that 
could only be won by resolving a challenge. 

https://gq.iabc.com
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SOLUTION OVER VIE W 
CONT ’D

The key messages used throughout the campaign focused on changing ways of thinking:

FROM TO

Being instruction-focused: Telling employees to be more 
customer-centric.

Being action-focused: Defining clear actions that will 
improve the customer experience.

Vague direction: A general request to “make things better.” Clear direction: Here are the 99 things we need to fix.

Hard to see and track improvements: Changes that happen 
in areas that are invisible to the whole business.

Easy to see and track improvements: One dashboard 
where everyone can see and track progress.

Ideas-driven: Focused on identifying how to improve. Implementation-driven: Ideas don’t count, action does.

In-the-box thinking: Encourages employees to make 
improvements in their area.

No-box thinking: Anyone in the business can affect 
change anywhere in the business.

As employees signed up for challenges, junior members of staff with great ideas were paired with senior executives who had 
influence and budget to make those ideas happen. This reinforced the message that anyone at any level can have and own a great 
customer experience idea.

ABOVE: The campaign launch in Johannesburg.

https://gq.iabc.com
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5. Ongoing communications, activations and promotions

Throughout the year, promotional mailers and reminders 
were used to sustain awareness and draw attention to the 
momentum and progress of the campaign. 

Executives were assigned “Resolvers” to offer 
executive-level help and to demonstrate 
commitment at the most senior level, to 
drive an effortless customer experience.

Surprise parties and celebrations were held throughout the 
year each time an issue was resolved. This ensured interest 
and sustained momentum.

Limited-edition branded gifts and rewards were given to 
Resolvers, creating prestige and peer recognition.
One-on-one meetings were held with key influencers  
(people who controlled either the budget and/or  
the implementation) to ensure their support, buy-in  
and commitment.

Once employees had signed up, regular engagement 
sessions were held with them to get them over the line and 
prevent them from dropping out.

To keep #ninetynine visible and create top-of-mind 
awareness, environmental and ambient media were used 
throughout the business.

SOLUTION OVER VIE W 
CONT ’D

The roll-out schedule was broken down 
into five phases:

1. Development and training

The microsite, central to the campaign, was developed and 
the core team received training on how to manage the  
back-end of the site—how to load challenges, accept 
challenge submissions, update images, provide feedback, 
update challenge criteria and close challenges.

2. Executive briefing and activation

Our executive team were briefed on the campaign and given 
a heads-up on specific executive challenges. Before launch, 
we asked the CEO to complete one of the challenges that 
was addressed to him specifically. The thinking behind this 
was to be able to launch and simultaneously demonstrate 
active executive support for the campaign.

3. Launch

The campaign launched on 13 March 2016 with a head  
office launch and kicked off with #resolver1—the CEO 
who had answered the first challenge. This was done to 
demonstrate executive support and show strong momentum 
out of the gate.

Because of the importance of call center agents, we did a 
launch roadshow for this target market.

4. Regional roadshows

Each region was visited twice to ensure that the  
campaign had the same impact at a regional level as it did  
at head office. 

https://gq.iabc.com
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BUDGE T

Budget breakdown  
(using an exchange rate of US$1 to R12.05, €1 to R14.76):

Strategy and concept development R300,000 (US$24,897) (€20,322)

Environmental branding (electronic 
screens, now in permanent use)

R600,000 (US$49,794) (€40,644)

Website design and development R800,000 (US$66,392) (€54,192)

Rewards, prizes and gifts R700,000 (US$58,093) (€ 47,418)

Print production and  
environmental branding

R200,000 (US$16,598) (€13,548)

Project management and campaign 
implementation

R300,000 (US$24,897) (€20,322)

TOTAL R2,900,000 (US$240,671) (€196,446)

Equating to:

Per employee per month (3,600 
employees, over 12 months): R67.13  (US$5.57)         (€4.55)

https://gq.iabc.com
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IMPLEMENTATION AND 
CHALLENGES 

Resources
DStv provided one full-time staff person to work on 
#ninetynine, with a number of external supporting resources 
(e.g. a video production team, website developers, and 
campaign execution specialists).

We met with a couple of significant 
challenges during the course of  
the campaign:

Patterns of behavior
Getting people to change from a suggestion box mentality 
to an implementation mentality. Because the traditional way 
of approaching service is “you suggest what you think we 
should do and maybe we’ll do it,” and our solution was “we 
don’t mind how you solve the problem but we’re looking for 
an implemented solution and not just an idea,” it took a while 
to embed this thinking. 

Getting our Resolvers over the line
Like all campaigns of this nature, there’s always a high 
take-up rate, but an almost as high drop-off rate. To do this, 
we built communities of Resolvers, offered executive support 
and sponsorship, celebrated even small milestones and 
communicated frequently with these people to get as many 
of them to complete challenges as possible.

ABOVE: Challenge launch at support center. 
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IMPLEMENTATION AND 
CHALLENGES CONT ’D

Measurement and evaluation
Of solutions to the 99 challenges, 50 addressed a direct cause, and 49 addressed behavioral issues, directly contributing to the 
desired mindset and culture change.

OBJECTIVES (outputs) Target Result

Identify the most common customer complaints (“challenges”) 
and resolve them within one year (beginning March 2016).

To resolve at least 80% 
of identified complaints 
within the year

March 2017 ended  
with 99 challenges  
solved

To ensure maximum employee participation in resolving the 
identified challenges, by encouraging them to work in groups.

25% (an average of 8 
people per challenge)

28% (996 people 
volunteered to take 
on challenges)

OBJECTIVES (outcomes) Target Result

Increase the percentage of service center calls that are 
answered within 20 seconds (from the current level of 80%).

To 85% 87.6% 

Reduce the service center call volumes and associated costs 
year-on-year.

By 5%

6.5% (a reduction of  
1.5 million calls over  
12 months)

With the costs to the 
call center being R27 
per call, this represents 
a cost saving of  R40 
million (US$3,322,000 / 
€2,711,600) 

Reduce formal customer complaints  
(currently 3 per 10,000 customers).

By 10%
13% (2.6 per 10 000 
customers)

Reduce client churn, and the associated revenue loss.
By R20 million  
(US$1,661,000 /  
€1,356,837) 

R35 million saved 

(1.8% churn reduction 
year-on-year)
(US$2,906,750 /  
€2,372,650)

https://gq.iabc.com
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IMPLEMENTATION AND 
CHALLENGES CONT ’D

OBJECTIVES (outcomes) cont’d Target cont’d Result cont’d

Improve customer satisfaction across the organization from 
the current 75% (measures are a weighted average across 21 
touch points, rated by customers on a five-point scale).

To 80% 80%

Reduce the number of escalated customer complaints. By 25%
35% (from 733 in 
November 2016 to 476 in 
February 2017)

Increase the Net Promoter Score (willingness to recommend a 
company’s service or products to others) and as a result grow 
the subscriber base.

By 5% (250,000  
new customers)

6% (330,000 new 
customers, following a 
3% increase in NPS over 
the first 9 months of the 
campaign)

Increase the number of unique users of the  
self-service platform.

By 50%
90% (from 321,000 users 
in Feb 2016 to 611,000 in 
March 2017)

In addition, a few unique problems were 
solved in smart, interesting ways. 

Some of the best were: 
• A simple icon was added to the DStv TV guide so  

hard-of-hearing customers could tell which programs 
have subtitles and which don’t.

• DStv is now the first PayTV operator in the world that can 
move a customers’ recording to a new DStv device, if the 
old one is faulty.

• A simple contact card sent directly to a customers’ mobile 
phone with all the relevant contact saves thousands of 
calls each month.

• DStv has launched a rewards program for  
loyal customers.

• A tiny url quick link was added on screen to complete 
online movie rentals, if a customer can’t use SMS.

• A “Try this show” pop-up was added to recommend  
series that a customer might like.

Each of these unique solutions were created, developed 
and implemented by employees, just because they were 
given the opportunity. Even those who didn’t sign up for 
a challenge are following their example and now actively 
putting customers first. 

https://gq.iabc.com
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Looking back, what made this campaign successful boiled 
down to three things:

1. Identifying specific service frustrations for resolution, 
rather than a vague and general call to improve service  
in general.

2. Putting the ball back in the employees’ court by getting 
them to resolve the challenges. It represented a shift in 
locating where the responsibility lies for driving change, 
which is with everyone. If you can see a problem, then you 
should fix it. If you can see a better way, then you should 
implement it. If you identify and opportunity, then you 
grab it. Don’t wait for someone else.

3. Engaging, visible, funny, relentless, directed and consistent 
communication. We never let the communication 
become what was expected, we never let it go stale, we 
never stopped communicating. 

While there were many factors that contributed to this 
campaign’s success, these were the linchpins and that  
offered a new perspective to what is essentially a question 
that every business does (or should) ask: How can we 
improve the customer experience?

IMPLEMENTATION AND 
CHALLENGES CONT ’D

“The campaign ran for 12 months, 
ending in March 2017 with our financial 
year end. With no big upfront prizes to 
entice participation, and relying only on 
volunteers, this simple premise translated 
into a remarkable campaign, delivering 
exceptional results, both tangible and 
intangible. The challenges were small and 
enormous, as were the contributions of 
our people. We delivered some remarkable 
cost savings, started offering services no 
other pay TV provider in the world does 
and changed behaviors in hundreds of 
team members, across call center and the 
greater business as a whole. #ninetynine 
has shown we didn’t need a campaign to 
teach how important customer experience 
is, we just needed a vehicle to deliver great 
experiences. We did, and we will.”

—Simon Camerer, DStv Group General 
Manager: Customer Group

https://gq.iabc.com
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With her keen instinct for trends and challenges, Terri was 
among the first marketing professionals to successfully 
apply the concept of employee engagement in South Africa. 
Since 2002, having identified the need to address employee 
marketing as a specialist discipline, Terri has focused on the 
development of the field applying the practice across a wide 
range of industries.

Her award-winning strategies, encompassing a 
multidisciplinary approach, are coupled with an enthusiasm 
for harnessing the vitality of staff, helping them to deliver on 
business objectives and creating a ‘brand force’ in the process. 

In 2008, Terri was named one of CEO magazine’s “Most 
Influential Women in Business” in the Communications 
category; she was also nominated in 2013 and 2015. In 2009 
and 2012, she was one of the Mail and Guardian’s “Young 
South Africans to Take to Lunch.” 

As a creative director, Terri is also a four-time winner of the 
Loerie Award, and an invited Loerie’s judge. 

In 2014, she was one of Destiny Magazine’s 40 under 40. 

In 2015, she won a silver Assegai Award for ERM (employee 
relationship marketing). 

In 2017, she won an IABC Gold Quill Award of Excellence 
and was named one of the Best of the Best for the  internal 
communication category. 

She is also the winner of the 2017 CEB Gartner awards for 
Small Change, Big Impact and the 2017 CXA Customer 
Centric Culture Award for DStv#ninetynine.

ABOUT THE TEAM

Clint Payne 
Senior Manager, Customer 
Experience, at MultiChoice

Thisidiotscx.blogspot.com

With more than 10 years in the 
customer experience space across 
a variety of industries, Clint brings 
together his award-winning understanding of customer 
insights, measurement and process design to bring about 
organizational change that will create a rewarding  
customer experience. 

Clint has shared his multidisciplinary approach with 
international audiences, sharing his belief that changing  
the customer experience requires changing the  
employee experience.

He was a winner of the 2017 CEB Gartner awards for Small 
Change, Big Impact, the 2017 CXA Game Changer Award, 
the 2017 CXA Customer Insights Award, and the 2017 CXA 
Customer Centric Culture Award for DStv#ninetynine.

Terri Naude 
Owner, Logical Truth

https://www/logicaltruth.co.za

For the past 18 years, Terri has 
provided the focused strategic 
direction that has guided the 
successful development of brand 
internalization and employee engagement strategies  
for blue-chip companies from retail to financial  
services organizations. 

The #ninetynine campaign was conceptualized, developed and implemented by Terri Naude and Clint Payne.  This is a 10-year 
partnership between client and agency (as well as friends and partners-in-crime) that has created a level of trust, co-creation 
and collaboration only possible with commitment and time.
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For more than 40 years, IABC’s Gold Quill Awards 

have recognized and awarded excellence in 

strategic communication worldwide. Gold 

Quill is the only awards program that honors 

the dedication, innovation and passion of 

communicators on a global scale. 

Learn more at gq.iabc.com. 
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