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At the corporate level, a basic segmentation model is applied to 
distinguish between Owners chiefly interested in group purchasing 
offerings and those open to value-add and broader offerings in addition 
to purchasing. The specific array of GPO/alliance services is a key 
factor in hospital choice. Our general application of a GPO and GPO- 
plus model allows Premier to channel field support and sales efforts to 
appropriate audiences, maintaining satisfaction across our membership. 

The market for GPO participation is well penetrated. Opportunities to 
recruit a competitor’s member often come when that member is re-
evaluating GPO support and issues a request-for-proposal (RFP) from 
Premier and others, or informally indicates a change would be 
considered. Consistent with the model above and “fit,” we consistently 
track status of the recruiting “funnel” and prospects, and deploy a 
defined process for making proposals and responding as appropriate to 
RFPs to recruit new Owners into the alliance. 

3.1 a(2) We determine key customer requirements as well as changing 
expectations and relative importance to customers through direct and 
indirect methods. Overall, customer intimacy is particularly high in an 
alliance such as ours, with Owners as customers and our working in 
partnership with them and often at their sites to achieve their quality and 
cost-effectiveness goals. They share extensive performance information 
with us and each other through such means as comparative databases 
and purchasing histories. In aggregate, as we have seen in the HQID 
project with CMS, knowledge we have collected is helping them and 
Premier improve and field new solutions where need is becoming 
evident. HQID itself was stimulated by data evidence from our Members 
of healthcare clinical variation and its relation to quality and cost. 

With respect to the specific services of our BUs, immediate sources of 
information are the knowledgeable, engaged customers who also take 
part on our BoD, the Owner committees advising the BoD in the areas 
of quality and supply chain management, and the Member clinicians, 
purchasing professionals, and other representatives who constitute our 
sourcing committees and other advisory groups. Further, strategic 
interviews take place throughout the year at customer sites to gather 
direct feedback for use in strategic planning and as basis for 
determining the Supply Chain Improvement Plans (SCIP) or Quality 
Improvement Plans (QIP) that Members and Premier agree to carry out 
together. We also collect improvement comments from collaborative 
meeting evaluations. Aggregate customer feedback comes from our 
Customer Solution Centers (CSCs) and Listening and Learning Methods 
shown in Figure 3.1-2. Captured and aggregated, this information 
supports BU Leadership Teams, the BLR process, and SPP.  

We vary our listening and learning methods by customers/groups to 
best reach key audiences and most effectively deploy our resources. 
For example, we customize communications, contacts, and input 
mechanisms depending on the needs and requirements of the customer 
constituent, whether a health system executive responsible for strategic 
purchasing decisions or a departmental purchasing chief accountable 
for purchasing operations and presenting different needs. We deploy 
our executives, including BU leaders and field leaders, to conduct 
strategic interviews and Executive Briefings. We gather additional 
executive input at meetings of our BoD, Owners, and Owner 
committees, and we annually survey Owner executives for satisfaction 
and suggestions. At the hospital departmental level, we deploy our FS 
of vice president and director-level staff, who report back via customer 
relationship management systems. We also engage a large number of 
staff-level constituents through PP sourcing committees, HI and PIMS 
staff involved with our various customer-facing processes. PP sourcing 

committees evaluate our potential purchasing offerings and identify the 
products and services they prefer, including price points, features, and 
service options. With their direct engagement, we are able to rapidly and 
systematically respond to market changing events and customer 
requirements with our supply chain offerings (contracts and consulting).  

PP and HI staff meet regularly to share current customer information, 
and discuss needed responses. In-bound field information is captured 
and accessed in Seibel system and Salesforce.com.  

The information collected from different listening and learning methods 
is analyzed and used by Field Staff (FS) within each BU and by Product 
Management teams throughout the year during BU leadership team 
meetings and E-Team meetings. This information is reviewed against 
key customer requirements to develop specific action items in response 
to those areas that are underperforming. Information is shared through 
the FS Website and the two weekly FS newsletters. 

A great source of innovation is our customers. We have designed our 
annual Breakthroughs Conference to capture and share innovations in 
supply chain management, clinical quality and operational efficiency 
taking place in Member organizations. It has become one of the largest 
and most respected venues in the nation for knowledge-sharing about 
healthcare performance improvement. 

At annual BLRs, current strategy is considered in light of current and 
forward-looking information in order to modify strategy and determine 
hopeful new products and services. The “lay of the land” component of 
each BLR contains highlights from our listening and learning methods, 
coupled with trends observed through competitor scanning, market 
scanning and customer survey results. Together, this analysis allows 
leaders to assess the likelihood of future scenarios and future customer 
needs, directing and prioritizing product and service enhancements. 

On-going retrospective analysis of BI scanning and customer comments 
generates strategic considerations presented at the BLR, and 
systematic improvements are made. Our annual Baldrige assessment 
feedback and research are considered when making improvements and 
identifying more effective approaches. Listening and learning 
approaches have led to making several improvements such as: 
increased relationship-focused meetings with our customers, systematic 
market and customer updates to employees, additional Executive 
Briefings, and monthly CEO reviews and reports. 



 

 

The mix of listening and learning techniques applied for each customer 
group generally reflects the level of engagement an entity has with 
Premier and its services, and involves a base array of listening and 
learning methods managed by BUs and FS contact (Figure 3.1-1). An 
example of an effective listening and learning method is the “Advise Us” 
tool for HI Advisory Suite tools, allowing all customers a portal and 
process for sharing ideas and suggestions. Inputs are aggregated into 
categories, reviewed weekly by the HI Product managers and shared 
with leaders. Once the status of an idea is updated, an e-mail 
notification is sent to the submitter. 

Ultimately, SPP preparation and the BoD’s annual review and approval 
of strategic goals and objectives are the integration and accountability 
points for ensuring that a focus on customer service and delivery of 
customer-driven products are maintained. 

3.1 a(3) Listening and learning methods are kept current through 
periodic review and assessment by our FS and Senior Leaders. Each 
BU leadership team determines whether that unit’s specific methods 
provide effective means of understanding and responding to immediate 
customer needs and requirements. During the annual BLR and SPP a 
more formal assessment allows for broader investigation of our 
customer listening and learning methods to ensure we are able to 
capture the changing and immediate needs of our customers for all 
products and services. Our FS annually reviews our methods and 

identifies better ways of understanding and responding to needs, and 
recognizes appropriate improvements using our PMIS model. Figure 
P.2-1 lists several improvements made over past years. 

3.2 - Customer Relationships and Satisfaction 
3.2 a Customer Relationship Building 
3.2 a(1) Premier invests in providing personalized relationship-focused 
service to build intimate and long-term relationships with Owners 
through regionally deployed FS employees, Member advisory councils, 
networking performance improvement projects and educational 
opportunities. Relationships are formed at several levels; through 
personal interviews with chief executives, small regional meetings with 
customer executives, customer committee participation, and the 
development and deployment of SCIPs and QIPs. BU level relationships 
are built and managed through personal visits and guided by annual 
improvement plans co-produced by customers. 

The FS for PP, HI, and PIMS establishes plans with customers that 
contain mutually-defined, measurable customer goals for process 
improvements and savings opportunities. Each PP customer has a 
SCIP that outlines actions necessary to reduce supply chain expenses. 
HI works with customers to develop QIPs. PIMS customers have 
specific performance objectives and metrics built into their management 
services contracts for each managed company. These plans outline how 
the FS identifies each customer’s unique objectives and works with that 

Figure - 3.1-2 Listening and Learning Methods 
 

Type and Method 
 

Primary Owner 
Target: Existing (E) 

Potential or Previous (P) Customers 
1. Individual and Small Group Consultation 
Strategic Interviews CEO and Business Unit Leaders, FS Leaders E, P 
Improvement Plans FS E 
Owner/Customer Calls Sr. Leaders  E 
Direct Customer Contact and Visits FS and Sr. Leaders E, P 
Consulting Engagements FS and Consultants E, P 
BoD and Shareholder Committee  Meetings CEO and E-Team E 
Advisory Committee Meetings E-Team and Sr. Leaders E 
2. Member Collaboratives 
National/Regional Conferences Conference Services and FS E 
Collaborative Customer Meetings Business Unit Leaders and FS E 
3. Dedicated Listening Channels 
Web, phone, e-mail - inbound inquiries FS, CSCs, and Product Management E, P 
Customer/Stakeholder Surveys BI E 
“IdeaScope” Customer IdeaTool Informatics Product Management Team E, P 
4. Promotion and Prospecting 
Shoot-Outs FS and Sr. Leaders E, P 
Tradeshows FS and Sr. Leaders E, P 
5. Research and Analysis 
Internal Research BI E, P 
Primary and Secondary Market Analysis BI E, P 

Figure – 3.2-1 Customer Access Methods 
Toll-free telephone (A,B,C) Product users group meetings (A) Regional performance improvement forums (A) 
Internet/List serves (A,B,C) Peer meetings (A) Customer purchasing committee meetings (B) 
Customer Solution Center – phone, fax, e-mail (A,B,C) Field staff phone calls and e-mail (A) Product support centers (A,B) 
C*net meetings (A,B,C) Field staff site visits (A) Executive briefings (C) 
Customer advisory committee meetings (B,C) Toll-free technical assistance fax (A) Customer networking forums (C) 
Staff phone calls, e-mails (B,C) Product support center surveys (C)  
Legend:       Seek Assistance (A)             Conduct Business (B)                  Complain/Suggest (C) 
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customer to apply Premier services in achieving them.  

Through extensive customer engagement and routine review and 
enhancement of these mutually established improvement plans and 
through the “high touch” opportunities to interact with various levels of 
Premier leadership and staff, customer and stakeholder loyalty is 
created, sustained, and enhanced. When meeting with customers, we 
specifically ask how we can continue to bring increased value to the 
relationship. During regularly scheduled BU FS meetings, customer 
inputs are discussed, reviewed, and acted upon to maintain this focus. 

3.2 a(2) Our Owners and other customers have multiple avenues and 
portals through which to readily access Premier information, staff, 
resources, and services (Figure 3.2-1). The two most frequent contact 
points are FS liaisons and our Customer Solution Centers (CSCs). 
Many of our listening and learning approaches are face-to-face, which 
provide opportunities for customers to obtain information as well as 
provide feedback on products, services, and service levels. Customers 
also connect through Premier’s Member Web site, which allows access 
to, and contact information for, our e-sourcing solutions as well as other 
products, services, and electronic bulletin boards.  

 

Our CSCs are primary collection points for customer inquiries and 
complaints (these are also gathered by FS representatives through 
interviews and surveys). Premier uses annual customer interview data 
and survey results to identify customer access requirements for each of 
its three BU customers. Through data collected by the FS, membership 
services, and CSCs we are able to determine customer contact 
preferences.  Most customers require methods that provide 
responsiveness, support, accuracy, and effective communications. CSC 
employees and BU subject matter experts have specific training in how 
to handle different types of customer inquiries and must meet specific 
requirements for answering calls and responding to requests. 
 
3.2 a(3) Each BU uses the complaint management process (Figure 3.2-
2), which provides customer access, timely resolution, customer follow-
up, and complaint tracking. The CSCs and our FS have primary 
responsibility for managing customer complaints. Customers have 
access to the CSCs through three channels; phone, fax or Web. All 
complaints received are funneled to the CSCs, documented, and 
submitted to a resolution process. CSC employees are trained to work 
with customers to provide immediate support and resolution whenever 
possible. When customer complaints cannot be immediately resolved, a 
resolution and follow-up plan is developed. Resolution processes are 
managed by the field representatives assigned to each customer 

account or by experts in our office-based departments, all of whom are 
empowered and authorized to deal with complaints personally. 
Customer complaints are aggregated in the CSC tracking system and 
segmented by customer, region, representative, time period, and theme. 
Systematic complaint analysis, for any issues open for greater than 24 
hours, is conducted at weekly “open service” meetings among CSC 
leaders. Monthly data analysis providing a dashboard view of service 
requirement distributions, methods of contact and frequency trending, 
time-to-close calculations, and top requests for the period facilitates 
identification and resolution of systemic issues and root causes.  
BUs are engaged for an extensive business review of customer issues 
on a quarterly and annual basis during their leadership team meetings. 
At these forums, leaders examine data, define necessary improvement 
opportunities, and determine how the issues will be addressed. 
Additional decisions are made to determine whether issues will be 
resolved at the corporate or business unit level. Monitoring and 
measuring of complaint volumes, themes, and resolutions are continued 
through the forums described. Leaders, after reviewing trends and 
performing necessary root cause analysis, determine the most effective 
processes for improving or resolving issues or gaps. Process 
improvement teams are chartered to perform additional analysis and 
define and implement necessary improvements. 

3.2 a(4) Annually during the SPP  our customer relationship and access 
approaches are evaluated by the Leadership Team for effectiveness 
using input from satisfaction surveys, external party assessments such 
as Baldrige feedback, consultants, and quality improvement 
organizations, to ensure our approaches are meeting marketplace and 
customer standards. If areas are detected that require a change in how 
we work with Members, marketplace, or communities, improvements 
are incorporated into our relationship-building approaches and the 
training and communications that enhance capacity for effective 
customer support. Focus groups are also used if greater understanding 
is needed. Exemplifying customer relationship improvements made, 
based on customer feedback, are our regional contracting collaborative 
forums, facilitated by regional directors, addressing the need for 
additional flexibility in local and regional contracting. 

3.2 b(1) Regular surveys are primary inputs for determining and 
analyzing customer satisfaction and loyalty (Figure 3.2-3). An external 
firm conducts the surveys, evaluating overall satisfaction, 
dissatisfaction, loyalty, and likelihood to recommend. The survey firm 
statistically validates drivers or predictors of each and analyzes data in 
various ways (i.e., behavioral segment, size of customer organization), 
so differences can be identified and addressed. The analyzed findings 
of all surveys and inputs are channeled through the SPP and BLR, and 
action plans are developed to address areas of opportunity. Satisfaction 
results are particularly helpful to FS Region Vice Presidents (RVPs) in 
developing customized solutions to specific customer problems. RVP 
use of the formal surveys is complemented by informal processes to 
help ensure that relevant information for maximizing satisfaction and 
loyalty is captured and addressed on an Owner-by-Owner basis. 
Informal approaches to assessing customer satisfaction rely on 
continuous feedback from our FS, the CSCs, and contracting personnel. 
Information is captured in each BU’s contact management system for 
aggregation, reporting, and account planning. These assessments 
enable us to surface and address recurring satisfaction issues in 
monthly ORs and BU meetings (Figures 7.2-1 through 7.2-8). 

Figure 3.2-2 Customer Complaint Resolution Process 

Step Process 

1 Complaint received via CSC, Meetings, Committees etc. 

2 Complaint Analyzed and Documented 

3 Contact Customer for Further Information (If needed) 

4 Assign Responsibility and Resolve 

5 Reassign to Supervisor (If needed) 

6 Document and Initiate Improvement Process 

7 Document and Close 

8 Aggregate Data and Review for Improvement Opportunity 
3.2 b(2) Follow up with customers on products, services, and 
transaction quality takes place primarily through the  FS during Owner 




