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 A Lack of CX Execution   

There is a difference between activity and action.
Strategy, research, insights, pain points and
transformational roadmaps are typically not problems
for organisations with established CX programs.
These staple CX ingredients are usually found in
abundance.  Instead the sad reality has been these
organisations invest in CX only to fall over at the
execution stage. Characterised by a disproportional
focus on research and design instead of market
testing, many CX programs are internally biased, not
externally oriented. Investing in everything except
execution exacerbates CX fatigue. 

Achieving financial success with CX innovation relies
on the ability to get quickly and directly through or
past those obstacles that block or impede change.
Cutting through to the heart of the problem is about
being both agile and decisive. Cutting through
requires both innovation and experimentation as a
management mindset. MIT published a list in 2019 of
the biggest megatrends that will impact the world by
2030. The work was completed by a researcher
having worked with clients including McDonald's,
Apple, Bank of America, Walmart, HP, Disney, and
Cisco. Among the common characteristics of the nine
megatrends are two valuable observations directly
relatable to implementing and activating CX. Firstly,
innovation is speeding up exponentially. Secondly,
the will to execute known solutions for many of the
megatrends is absent. The reasons for this are
systemic.
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Lack of customer-centric cultures. More than
50% believed organizational culture impeded
their success 
Counterproductive organizational structure and
processes. Around 45% cited organizational
structure as a major challenge to success and
40% said the same about company processes. 
Lagging technology capabilities. More than 30%
reported technology capabilities as a challenge.
More than 60% attested to CX technology either
hindering or having no impact on the
competitiveness of their offerings. 
Insufficient influence, support, and alignment
with peers. Almost 40% complained peer
support and alignment were challenges. 

Forrester surveyed CX professionals and chief
marketing officers (CMOs) to better understand the
challenges holding back CX leaders and how to
overcome them. Despite greater customer focus
and increased CX budgets for the past two years,
respondents reported significant challenges: 

Of these, peer support is perhaps the most insightful
observation. While many executives have jumped
on the CX bandwagon, many senior leaders have
not come around. This reflects the fact CX has not
delivered results in many organisations. In most
companies the success of a change initiative hinges
not on knowing what to do but on developing the
ability to do it.  

Rigby, Sutherland and Takeuchi argue agile
innovation methods have revolutionized information
technology over the past 25 to 30 years. They
assert taking people out of their functional silos and
putting them in self-managed and customer-focused
multidisciplinary teams using agile methodologies
has accelerated profitable growth. They also believe
this has helped to create a new generation of skilled
general managers. 

They ask how companies can achieve better
results. Results like positive returns on more than
half of the new products they introduce. 
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Inviting customers to test new features first  
Replacing a lost part at no cost 
Sending thoughtful gifts through the mail 
Personalising the experience for the customer
and community 
Offering research that the customers can trust 
Proactively create conversations with the
customers 

Marketing programs prompting 40% greater customer
enquiries. Human resources programs succeeding in
recruiting 60% more of their highest priority targets.
Organising to have twice as many workers
emotionally engaged in their jobs. Similar aspirations
apply for CX. 

McKinsey argues for the celebration of rising stars as
one of the most effective ways to boost momentum
among middle managers is to spotlight those who are
championing transformation. While the practice is
referenced as a best practice foundation for lean
management behaviours (measured by change-
oriented performance indicators and managers’
evaluation metrics built into an easy-to-read
dashboards) the acceleration of an organisation’s CX
trajectory can be similarly enhanced, particularly
when coupled with an unleashing of
entrepreneurialism (in a guided way), so that the
economic value gains accrue more broadly across
the enterprise. 

Rising CX stars are rare and exotic creatures in many
corporate contexts primarily because of the absence
of empowerment. Empowerment is one of those
concepts that managers claim to provide but most
employees fail to see eventuate. Employees are often
encouraged but rarely empowered to consider “what’s
the right solution for the customer?” when performing
day-to-day tasks. That is, employees are acutely
aware of what they can’t do (and what the
consequences are) but rarely is there an
accompanying list of things that the employee can do
to go above and beyond the customers’ expectations
without fear of repercussion, and the delegated
authority to do so.   

Whether it is a budgeted and delegated authority, an
outcome of employee empowerment or a simple act
of human kindness, systemising CX performance
relies on creating memorable and valuable
experiences for customers. They may include some
of the following:
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Reward loyal customers with a premium gift 
Go the extra mile with the detractors 
Improving the experience in unexpected ways 
Speed dating with the customers to determines
likes and dislikes 
Reducing the customer support response time 

While all these examples are helpful, it is the knock-
on effect of a systematic implementation of these
examples which is often invisible within corporate
contexts. Companies ultimately judge transformations
by whether they produce improvements in customer
and business metrics. Without actual customer
outcomes there are no measurable ‘results’ and CX
fatigue is not far away.  
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Money Management International (MMI) 
Money Management International (MMI), a non-
profit credit counselling agency, struggled to get
more people who contacted its call centre to use its
counselling services. To understand why so few
calls led to follow-up sessions, MMI implemented a
call analytics platform from Nice Systems. It learned
that offering a wide range of service options all at
once overwhelmed consumers, so consumers
passed on them all. MMI coached call centre reps
to consider the difficulty that customers faced in
selecting from a broad range of options and to
focus instead on recommending a single best
course of action. The change led to a 45% increase
in first-time callers signing up for a session and a
56% decline in the number of customers who never
received service. 
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Competing Values and CX 

The Competing Values Framework (CVF) gives a
classification of four corporate cultures, and
provides powerful leadership and cultural change
insights (see Figure 2). It outlines how a company
may operate, how employees may collaborate
and what the corporate values are explains the
how these may come into conflict inside
organisations. The four classifications are Clan,
Hierarchical, Market and Adhocracy. 
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Above average returns on investments are non-linear
by nature. Accordingly, they require game changing
thinking and execution. But innovation is hard. It
requires a lot of capital to build another thing that
either ‘we don’t need’ or ‘may not work’. Leaders
typically seek lowest variability in terms of potential
returns driven by their inherent aversion to risk.
Achieving a guaranteed return above the weighted
cost of capital is desirable, but simultaneously
dangerous. Avoiding this danger is built in to
corporate DNA. It is a large part of the reason for a
lack of CX execution. 
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High degree of flexibility and internally focused. 
Friendly relationships between people are
central. 
Great value placed on teamwork, participation,
flexibility, and consensus. 
Firm is like a large family where leaders are
easily to approach mentors or even father
figures. 

Clan characteristics stem from an underlying belief
in people being the organisation’s greatest asset.
Other stakeholders including shareholders and
customers are secondary. These firms tend to be
dominated by the HR Function. 

Organisations are held together by loyalty,
tradition, and mutual commitment. 
Loyalty and morality are strong. 
Success is partly defined on the basis of
customer satisfaction. 
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Classifications in the CVF come down to two trade-
offs: a control | flexibility priority and an external |
internal orientation. Our experience is firms failing to
transform to customer centricity are characterised by a
control priority, internal orientation or both. These
organisations typically suffer from adhocracy deficit
and innovation is not part of their core operating
model. These workplaces lack the sorts of dynamism,
entrepreneurship and creativity that represent the
foundations of a customer centric culture. Not
surprisingly this creates a major impediment to CX
execution. Without an element of adhocracy, CX
transition is much more likely to end in mediocrity than
magnificence. 

For Clan, Hierarchical and Market culture types to
develop and sustain a customer centric focus, their
challenge is to build a workforce which welcomes to
change. Environments in which leaders stop building
systems for risk defence and instead promote dynamic
product, service and experience development. The
result is an urgency to set trends, not follow them.
 
Consider a clinical healthcare company where most
staff believe they know what is best for the patient.
How can this organisation hope to deliver great
experiences until these beliefs are changed? A
mindset focusing on helping patients to achieve their
best outcome and considers their chosen provider
privileged to care for them would go further towards
improving the experience. The dominant mindset is
centred on task instead of experience. This often leads
to patients developing lasting memories (and
sometimes stories for friends and families) about
clumsy, uncoordinated teamwork amongst clinical and
care personnel. An all too frequent characteristic of
hospitalisation stays occurs when different clinical and
care staff repeatedly ask the patient the same question
throughout the course of their treatment. Team
members who are biased (through their education and
training) to treat their patient with condescension can
increase anxiety and suffering. 

Similarly, imagine a prestige hotel brand where
employees do not understand the expectations of
high-end customers and even worse, resent their
customers (some of which are wealthy, arrogant, and
demanding).
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High degree of controlling behaviour and
internally focused. 
Extremely formal, structured working
environment.  
Procedures determine employee actions and the
focus is on managing control systems.  
Clearly structured hierarchical layers present in
the organisation.  
Work processes are efficiently organised. 
Formal rules and policies stabilise the
organisation. 
Success is generated from reliable supply, tight
scheduling, and low costs. 

High degree of controlling behaviour and
externally focused. 
All about results and the completion of the work. 
Employees are competitive persons and goal-
oriented 
Managers closely follow employee activities.  
Emphasis is on reputation, success and winning,
to stay ahead of the competition. 

high degree of flexibility and externally focused. 
innovation is key 
dynamic, enterprising, and creative work
environment 
employees are encouraged to strive for
innovation and use their creativity to create new
ideas 
encourage individual initiative and allow the
freedom in determining what tasks to execute. 

Hierarchical firms prioritise the efficiency of the
organisation above all else, stakeholders (employees,
shareholders and customers) are secondary. These
firms tend to be dominated by the Operations
function. This includes the associated reporting
functions like Accounting and Quality Assurance. 

Market culture organisations operate from the theory
of the firm. Shareholders are given paramount
consideration over employees and customers. These
firms tend to be dominated by the Finance function.
Corporate Governance provides an overarching
direction. 

Adhocracy cultures assume the most successful firms
are the ones best able to customise their offerings for
customers. Other stakeholders (employees and
shareholders) are secondary. These firms tend to be
dominated by the Marketing function or Innovation
divisions in R&D focused firms. 
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There are no journey maps that will underpin
excellent experience delivery until these employee
beliefs systems are addressed and reshaped and
accordingly, unless these are addressed, any
investment in CX will never deliver the maximum
return and economic value. 

Inherent in this pursuit of cut-through is the capture of 
value. Taylor proposed ‘nobody wins unless
everybody wins, create more value than you capture’.
The distribution of benefit cannot be one sided for CX
cut-through to occur. The firm, the customer and the
employees all need to share in the upside for CX
transformation to be realised in a sustainable way.
Taylor argues, “The organisations that inspire the
deepest sense of commitment are the ones whose
members receive a fair share of the value they help to
create’. If your organisation finds itself struggling to
get execute CX improvements for results, it is time for
Lean CX. 
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This whitepaper is the final part of this series. It is an
extract from Chapter 1, The Case for Change from
“LEAN CX - How to differentiate at low cost and least
risk" (De Gruyter Publishing 2021).
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For over 20 years, Strativity Group has led hundreds of organisations around the world into a new era
of strategy, creativity and customer-centricity. We have impacted millions of customers and created
over $3B USD in commercial value. We take a disciplined, holistic approach to both design and
activation, fostering profound cultural changes that support both the journey of a customer and the
profitability of a business. 

We are expert analysts, insightful strategists, and action-oriented consultants, all focused on a single
objective: building businesses by creating new value for customers, promoting excellence in customer
interactions, and fostering a lasting commitment to exceptional customer experiences. 
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