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Having spent the last 20 years helping organisations enhance customer
centricity and improve/innovate their customer experience across more than
200 projects, 30 industries and 5 countries, there is a single truth that stands out.

Most leadership teams miss the real opportunity that customer experience
represents and waste time and money on a version that drives minimal impact at
best and destroys significant value, at worst.

Things often start with much hype and investment, but after two to three

years there are only moderate improvements in satisfaction and key customer
metrics (if atall) that deliver an underwhelming ROI. As customer expectations
rise,sometimes satisfaction even goes backwards. In other instances, micro
improvements in the experience and culture are trumped by macro trends and
new offerings.

There is an amazing array of empirical evidence and statistics used to initially
engage the leadership around the need for customer centricity and a deliberate
customer experience strategy. These often demonstrate an irrefutable link
between investment/focus and improvement in customer experience that
drives quantifiable value creation. There are highly credible studies from scores
of universities and research/strategy firms. Other studies (including a research
piece we completed with Harvard Business Review) highlight the degree to
which organisations are focused on becoming customer centric, delivering
brand aligned experiences, offering seamless omni-channel episodes and
differentiating through a focus on the holistic experience.

However,arecent flat-lining of results across a wide range of customer
experience/satisfaction metrics over the last two years shows the investment
that organisations are making is not always translating into vastly improved
experiences and delivering the value that was promised.
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The simple truth is this:

Customer experience enhancement and innovation offers the potential for extraordinary
profitability and competitive advantage, but most organisations are ill-equipped to
successfully navigate the journey and capture the value on offer.

For most organisations, a customer experience strategy should be a component of their competitive
strategy focused on differentiation and competitive advantage and deployed in areas where
disproportional value creation is possible. This is rarely the case.

The most common approach involves extensive leadership communication, minimal

organisational adjustments and a focus on pain point removal (largely driven by cost out), some
incremental improvements and perhaps a listening program. These efforts may be helpful from an
efficiency perspective and provide some insight on key experience aspects but are more about standard
business performance improvement than customer experience differentiation.

The other extreme is the design orientated organisation where countless hours are spent researching,
mapping and developing an empathy base to re-imagine the experience. In these instances, the insight
is helpful to a point but often the ability to execute re-designed products, services and experience is

far weaker than the ability to imagine them. Corporate apathy and glacial progress are key challenges
here too. We have worked with organisations that explain it takes two to three years for a new product/
service offering to come to market. We point out that billion-dollar companies can be created from
scratch within 18 months, so perhaps it is possible to move a little quicker, and maybe you don’t have as
much time to wait as you think.

Don't misunderstand me, at an individual level, all the prior approaches around cultural
development, experience improvement and design/innovation can be useful and deliver value. However,
there are five core problems at the strategic/leadership team level that we see time and time again:
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Anincorrect framing of the
opportunity that customer experience
differentiation represents

e This is considering customer orientation
and customer experience as a strategic/
competitive advantage play (as opposed to a
business improvement program).

The tendency to confuse research and
analysis for change and impact

e This is perhaps the most significant challenge.

Most customer experience activity seems to
be focused on research, analysis and design
which rarely, or only slowly, translates into a
reality that has a measurable impact.

An inability to consider all the possible
approaches that can be used to enhance
customer centricity and improve/
innovate the customer experience
based on unique organisational context
and proven results

® There are so many different methods that can
be used to understand what may be holding an
organisation back from delivering exceptional
experiences and what specific methods/
techniques are most likely to drive sustainable
value creation.

The Truth About Customer Experience | 03

The inclination to appointan
inexperienced leader to determine the
approach

e By this | do not mean inexperienced in a
leadership/management/business capacity,
but inexperienced in rapidly improving/
innovating customer experiences and driving
major change/transformation.

e The human tendency is naturally to see
everything through one’s own prism of
experience and expertise, but the result is
a huge bias in strategic approach. If your
GM of Customer Experience has a research
background, the likelihood is that the
starting point will involve qualitative and
quantitative research, journey mapping and
listening programs. If your GM of Customer
Experience has a Design background, the
approach will centre around developing
an empathy base, re-imagining the
experience and prototyping new ideas.

If your GM of Experience has a Lean Six
Sigma background, the initiative will focus
on quality, consistency, efficiency and pain
removal. Hopefully you can see my point.
These things may be the right play in some
instances, but often are not.
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An inability to adequately define customer centricity across different contexts

e At the C-suite/strategic level, customer centricity is seen as a pillar or theme (that often cannot
be described in a unified way), but its real value is more as a framing tool. At this level in the
organisation the focus should be on:

The market opportunities of the future (where will the revenue/profit pools of 2022 exist
that align with our purpose, brand and capability).

The needs/expectations and motivations/ecosystems of customers (and potential customers)
at present and how they will vary into the future.

The commercial realities and the need for customer experience efforts to correctly balance
short term performance agendas with longer term strategic positioning and value capture.
Ensuring the right balance between frontstage/customer facing and back stage/
organisational capability efforts plus enhancement versus innovation pursuits.

e For mid-level managers and employees, customer centricity is about:

Understanding what it is like to be a customer so that this can inform thinking/behaviour.
Understanding the target experience that the organisation is trying todeliver.
Treating customers as you would like to be treated (a great fall back when in doubt).

Most managers and employees can’t define customer centricity or clearly

articulate the difference between pretty good service and a brand aligned/

exceptional experience. This makes it difficult to deliver (to say the least).
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To overcome some of these problems, we suggest the below questions for the
leadership team to determine the right framing and approach:

Why the focus on customer centricity/
customer experience? Is there an existential
threat? How is what we are going to do
moving forward different to what we have
done in the past? Haven't we been focused
on customers for years or decades?

What are we looking to achieve? Do we
want to raise satisfaction by 10% to keep
customers longer or do we want to identify
new products/services/experiences/markets
that can capitalise on unmet needs or
changing trends/motivations/themes?

How significant is the opportunity? What's
the size of the prize and where will the value
be created?

Where are we placed today in terms of
capability to execute? Do we know what we
are doing?

How long do we have? Is this a strategic play
where we have time and adequate capital/
resources or do we need to demonstrate
tangible value/outcomes within three to six
months?

How could we approach this? There must be
hundreds of different paths we can take. How
has an understanding of our unique context,
challenges and opportunities (and the results
of others) influenced our thinking?
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This last question is the one most rarely asked.

Some form of insight led co-creation activity
is the best way to design your target
experience and achieve the right balance
between strategic aspects and practical
enhancements. However, know where to
stop, as increasing fidelity can sometimes
stifle progress.

Once you have defined the experience
that will support your competitive/
strategic ambitions and deliver value to
customers, employees and shareholders,
stop analysing and start engaging. 90% of
your focus should be on people, mindset
and behaviour as opposed to research,
analysis, framework development and
sharing (with a slight rebalancing in
predominantly digital businesses).

Don’'t underestimate how powerful a
focus on memories and emotions can be.
This is your number one defence against
process and task orientation, which

has the potential to limit your ability to
differentiate your experience.
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In addition to the above questions,and aligned to the title of this paper, here are five
core truths to build your approach around.

Understand the limitations of a journey
map and a listening program. These are
visibility tools not change tools. Saying a
journey map or listening program is a key
component of your customer experience
strategy is like saying your mirror and scales
are a key component of your weight loss or
fitness program.

Consensus can be over-rated. It's amazing
how quickly people will follow a committed
leader who wants to orientate an
organisation around their customers’ needs,
expectations and future requirements -

a leader who is committed to creating
amazing memories for customers and
employees. Having every single stakeholder
share their opinion on how to do things
usually just slows down progress. Having an
understanding of basic human psychology
will help at this point.

It is our hope that this paper has helped to shift the thinking on how you could or should approach the
design and delivery of the experiences that are your brand/business. We are immensely proud of the
work we do at Strativity, helping organisations to improve, innovate and differentiate their experience.
This is because our approach leads to more positive outcomes for customers, employees, stakeholders
and shareholders. If you would like further information or to review some of our case studies, please
don’t hesitate to reach out.
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Strativity Group is the world's leading boutique customer strategy consultancy (Forrester 2019). We partner
with like-minded organisations to deliver meaningful change and quantifiable results. Our team are passionate
strategists with operational experience, bringing a unique blend of research, analysis, commerciality, empathy,
design and pragmatism. Every client comes with a unique context and opportunity. We move beyond generic
frameworks and standard methods to identify the barriers and enablers of strategic change, and then help
our clients re-imagine the future and rapidly progress towards it. Over the last 20 years our work has seen
organisations achieve their purpose, realise strategic goals and create over $3B in commercial value.
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