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Introduction
Think of the last five interactions you had with a business, as either an employee or a consumer. It can be any type of encounter: A phone call to address a billing problem; using your mobile device to do some quick research
on pricing; an in-store visit to make a return; navigating the vendor’s Web
site to purchase an item or troubleshoot an issue; or spending time on Web
forums to research a future purchase of a piece of construction equipment,
a load of cement or a thousand microprocessors for your employer to embed
in robots it builds.
Adding up all of those interactions, what is the average rating you
would give your overall experience as a customer of these businesses? Figure
a scale of 1 to 5, with 1 being “poor” and 5 being “excellent.” Remember
that number.
Now, consider the following facts:
• Over 80 percent of companies in a recent survey by Bloomberg Businessweek Research Services (BBRS) named “customer experience”
among their Top 5 strategic priorities in the coming year.
• When asked to rate themselves on the customer experience they
provide, the same companies scored themselves a mediocre 3.62 on a
scale of 1 to 5. Although the ratings may vary by industry, company
size and role of the person giving the rating, a sizeable gap remains
between many companies’ intent and their reality.
So, which of these perspectives does your customer experience rating align with? Is it evident that the businesses you patronize are working
so hard to guarantee your loyalty? Or is it hard to believe they have even
heard of customer experience?
The fact is, it is hard to find a company today that is not investing in
its “customer experience”—from customer experience superstars to favorite scapegoats. Across industries, and in business-to-consumer (B2C) and
business-to-business (B2B) companies alike, investments are being made to
map customer journeys, identify “moments of truth,” empower employees,
create innovative ways to close performance/expectation gaps or otherwise
“wow” and “delight” customers.
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Companies can no longer compete on product and price alone; they
are now working to sell an experience. They are trying to better manage the
cumulative impact—both emotional and practical—of all of the encounters
and interactions—both direct and indirect—their customers have.
But, in many cases, the work being done is not reflected in the profits
and other positive results that executives—and customers—want to see.
Examples of poor customer experiences have only become more visible
(and entertaining), thanks to social media videos, blog rants and Twitter dispatches that go viral. A small sampling of the more famous of these
“interactions” includes film director Kevin Smith’s “too fat to fly” Twitter
rant, musician Dave Carroll’s “United Breaks Guitars” hit video, journalist
Jeff Jarvis’s “Dell Hell” blog posts and writer/ad critic Bob Garfield’s nowdefunct ComcastMustDie.com.
And businesses have horror stories of their own. After the Mayo
Clinic, the University of Texas, law firms and thousands of other companies received desktop computers with defective components, users who
complained were told the problems were due not to hardware issues but
to improper use. Unsealed documents from a lawsuit, reviewed by The
New York Times, soon proliferated throughout the Internet and humiliated the company.1 2 3
And then there is the other side of the spectrum—businesses that
throw so many resources at providing such a fantastic customer experience
that they cannot sustain their level of customer centricity for very long.
These are the grocers that order the specialty items one customer requests
while ignoring the negative impact of all of that unsold inventory. These
are the businesses that extend extremely customer-friendly policies that
cause nothing but trouble for their bottom line. Costco, for instance, had to
end its lenient return policy on consumer electronics in 2007 after finding out that setting no time limit for fully refunded returns was hurting its
bottom line. It was all too easy for people to take advantage of the Costco
policy by returning older items and upgrading to new ones while benefiting
from the price drops.4
Bottom line: It is equally dangerous to throw too many resources at
customer experience with not enough thought to profiting from your invest1 Jon Stokes. “Lawsuit: Dell knowingly shipped 12 million faulty computers.” ARS Technica, 2010.
http://arstechnica.com/business/news/2010/06/suit-alleges-that-dell-shipped-12-million-faulty-computers.ars
2 M
 ichael Krigsman. “Dell lawsuit: Pattern of deceit.” ZDNet, June 30, 2010.
http://www.zdnet.com/blog/projectfailures/dell-lawsuit-pattern-of-deceit/10165
3 Ashlee Vance. “Suit Over Faulty Computers Highlights Dell’s Decline.” The New York Times, June 28, 2010.
http://www.nytimes.com/2010/06/29/technology/29dell.html?pagewanted=2&_r=1
4 Dan Ackerman, “Costco Kills Return Anytime Policy.” CNET, February 27, 2007. http://news.cnet.com/8301-17938_105-9691796-1.html
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ment as it is to put too little into customer experience. Equally common
are the customer experience investments made with the best of intentions
but that simply fail. Think of the self-service and interactive voice response
systems that backfired as companies tried to do the right thing by their
customers but ended up frustrating them.
Indeed, although “customer experience” is the imperative of the day,
there is no guaranteed correlation with a profitable outcome. Aiming too
high, too low or at the wrong target altogether will result in yet another
costly, unsustainable project. Initiatives can fall short of producing the
desired outcome whether you try to delight all customers all the time (too
high) or you follow traditional paths that focus only on customer satisfaction scores or a select group of customers (too low).
That is why we wrote this book: To help executives and managers create customer experience for competitive advantage in a cost-effective, sustainable manner that leads to profitability. Much is being said and written
about customer experience, but very few books explain how smart technology investments play a strategic role in helping companies consistently offer
a customer experience that leads to top- and bottom-line-focused goals.
We have learned the right and wrong ways of providing a profitable
customer experience during our collective 80 years as business school
professors, consultants and software industry marketers. We have consulted
with large international companies, worked at the biggest names in the
consulting and software industries—including Accenture and Oracle—and
have played pioneering roles in the creation of the original customerrelated software concepts and applications. As leaders of the SAP team
who develops software designed to deliver positive and profitable customer
experiences, we want to share our perspective and expertise with you.
Customer experience for competitive advantage means not only a
well-thought-out strategy, leadership support, breakdown of organizational silos and skilled management, but also an often-overlooked element:
smart use of both foundational and disruptive technologies. You need the
right type of IT infrastructure, layered with the clever use of traditional
technologies (such as analytics) and newer technologies (such as social
media), some of which are still emerging. The fact is, you can provide a
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great customer experience without great information technology. But you
cannot scale that customer experience, deliver it consistently, sustain it
indefinitely or provide it profitably unless you have the right technological infrastructure and strategy.
Scaling and sustaining are key to profitability, because the funny thing
about customer experience is that it does not stand still. Especially with the
rising use of new technologies, the more you work at customer experience,
the higher the bar goes. With ever-expanding ways for customers to interact
with companies, the job of providing a consistent, synchronized experience
across all of those channels only becomes more difficult.
The snowball effect is enormous. Interactions can occur on the Web
(through research, the company’s site, social media and online forums),
on mobile devices (through mobile point-of-sale capabilities, Twitter and
location-based services), on the phone (through customer service and
sales) and in the real world (through face-to-face encounters and physical
locations), just to name a few. It does not help that one bad experience can
quickly become a PR nightmare once it hits the electronic grapevine we
call social media.
But there is no turning the other way and letting this phenomenon
pass. In today’s world, there are fewer ways to grow, and widespread commoditization makes differentiation increasingly unobtainable. Digitally
engaged customers trust the information, anecdotes and reviews they find
online—not what they hear directly from companies. If they want to find a
better deal, all it takes is one “click” and they are gone.
In this environment, the economics of loyal customers are both compelling and necessary. Companies today are reaching not for high levels of
customer satisfaction but for “customer loyalty.” The idea is that passionate, emotionally bonded customers are also highly profitable. In fact, a new
science is being applied to measuring the cost impact of a customer’s bad
experience and all of the resulting negative outcomes. Costs include the lost
revenue opportunities from that customer (and likely others), in addition
to the resource costs of attending to the complaint and fixing the problem.
This science makes it clear that the cost of not investing in customer experience outweighs any doubt that customer experience should be done.
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Embarking on a profitable customer experience initiative means going
far beyond a company’s traditional comfort zone. Companies are now competing on unfamiliar terrain, moving beyond the use of traditional incentives, such as guaranteed lower prices or loyalty programs, to keep customers
from turning to competitors. They are increasingly relying on the murkier
world of emotional and psychological incentives that are based more on
behavioral science than on economic realities.
Profitable customer experience also requires a new focus on employee
empowerment. In most cases, employees are motivated to satisfy customer
needs and desires, but they often do not have the technology tools, data
access or organizational standing to do so. There are two sides to the coin:
Customers get frustrated when service reps and other customer-facing employees cannot help them, and the feeling is mutual among employees who
do not have the right tools.
That is what you will read about in this book. Throughout, we will
share anecdotes, examples and best practices from a wide range of businesses. Among them are those at the top of their game—such as Marriott,
Cemex and Lego—and those climbing the learning curve—such as Comcast. In Part I, we set the stage for the rest of the book. Throughout this
section we describe the state of customer experience as it stands in today’s
“New Normal”; describe what “the four essentials of customer experience”
are and what they look like in action; define what customer experience
looks like, from the perspective of both customers and businesses; describe
how customer experience is just as applicable for B2B as it is for B2C; and
explore how customer experience initiatives mean new rules for businesses,
employees, customers and the technologies companies choose for creating
customer experience.
Part 2 is our “Making It Happen” section, in which we delve into the
practices, processes and organizational structures that need to be in place
for a profitable customer experience. In addition, we touch on the financial
results companies can expect to achieve. We also detail the core role that
technology plays in delivering profitable customer experience, discussing
the application of key technology components, along with the imperative
for business/IT partnerships and strategic alignment.

INTRODUCTION
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In Part 3, we explore how to continue the momentum of your customer experience initiative. This section includes a look at creating “quick wins” along the customer experience journey; what a longer term customer experience strategy should
look like; how to measure the value of your customer experience program; the role of
technology in providing a positive and profitable customer experience in emerging
markets; and what the future of customer experience will look like.
Our objective in writing this book is to illustrate how companies can deliver a
consistent, sustainable and profitable customer experience by making strategic technology investments. After reading this book, our goal is for you to feel empowered to
champion a profitable customer experience initiative at your own company. When you
deliver highly valuable experiences to your customers in a scalable, sustainable way,
the reward is loyal, engaged advocates who help you grow your business.
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Chapter 1:
Customer Experience in the “New Normal”

E

veryone has a customer experience horror story. The cable
company technician who never shows up. The parts supplier you
have to call repeatedly for an update on repair status. The support
person who cannot help you with your billing question, even after you have
waited on hold for an hour. The building materials vendor whose late delivery costs you thousands in lost labor and causes you project delays.
Ironic but true: In an age when a large majority of companies profess
to rate a positive customer experience among their top strategic objectives—about 80 percent in two recent surveys by Bloomberg Businessweek
Research Services (BBRS)5—examples of bad customer experience abound.
Executives, it seems, are doing a lot of talking about the importance of
customer experience, but they are failing to back that up with technologies, processes and policies that can consistently and cost-effectively foster
customer happiness. These same executives will even admit to this failing,
with most rating the customer experience offered by their own firms only
slightly higher than mediocre, according to BBRS data (see “Perception vs.
Reality”). Walking the talk they are not.
The fact is, there are two sides to successful and profitable customer
experience: Employees on one side, and customers on the other. In most
cases, employees are motivated to satisfy customer needs and desires—but
they are not empowered to do so.
Imagine, for example, a customer phoning the call center of a large
bank. Say this customer has just discovered something disturbing in her
online bank account: A check for $10,000 she deposited a few days ago
is marked “hold,” and the funds are not available. After toying with the
idea of trying online chat support, she decides instead to call the support center. Once in the interactive voice response system, she punches
in her account number and listens to a list of options until she can
finally press zero to speak to a customer service representative (CSR).
The CSR asks for her account number—Why? She just entered it.—and
then for the “verbal password” on her account.

5 Bloomberg Businessweek Research Services conducted two surveys in late 2010 to determine the views of C-level and
line-of-business executives on customer experience. In one survey of 307 U.S. respondents, nearly half (48 percent)
said improving customer experience was one of their company’s three highest priorities of 2011. An additional third (33
percent) ranked it among the top 5. In a second survey of 1,004 global respondents, 80 percent said getting closer to
customers and providing them with a differentiated experience was a top strategic objective.
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Perception vs. Reality
Most companies say customer experience is a top priority, but that is not reflected in
how they rate the experience they provide.
Industry
Telecommunications
High Tech

Percent Naming CE
as Top Strategic Priority

How They Rate
the CE They Provide*
92%

2.94

Financial Services
Business Services (Consulting)
Media
Manufacturing
Non-Profits
Travel/Transportation/Other

90%

4.07

Healthcare/Pharmaceuticals

86%

3.47

3.54

3.67

81%

80%

3.6

79%

3.47

3.81

82%

73%

71%
3.63

*Scale of 1 to 5, where 1 is “poor” and 5 is “excellent.”
Base: 1,004 respondents from midsize to large companies, worldwide.
Source: Bloomberg Businessweek Research Services, 2010

Increasingly anxious, the customer replies that she does not recall
ever choosing a verbal password, whatever that might be, so she could
not possibly know what it is. The CSR then asks her a series of questions,
from Social Security number to address to phone number to mother’s
maiden name to the amount of a recent deposit. With all of that supplied—three minutes into the exchange—the customer can finally ask
why the check was held, only to be told that the bank does not have any
specific information on the check. Her options at that point: Get in the
car and drive to her local branch to wait in line for a supervisor, who
might be able to bend the rules and explain the hold, or wait until the
date the hold is lifted and accept whatever consequences that might have
on her bills in the meantime. It is no wonder the customer’s stomach is in
knots when she hangs up the phone.
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Meanwhile, the CSR is in no better shape. During the call, he has been
well aware of the customer’s anxiety, and he has had to see-saw between
two computer screens, switch off between two keyboards and access several
applications to track down all of the pieces of information he needed to
access the customer’s various accounts and try to resolve her questions. He
ends the call feeling frustrated that, once again, the best he has been able to
do for yet another customer is simply apologize.
As everyone knows, banks have stringent
What Is: Customer
Experience?
processes and security practices—as they should.
The cumulative impact—
These measures are in place to safeguard our
both emotional and
practical—of all of the
money. But if the CSR in this example had
encounters and interactions
easier
access to the right information, and if
a customer has with
a company—both direct
the bank had integrated systems that enabled a
and indirect.
360-degree view of the customer across channels, our customer would not have had to repeat
her account number twice in less than 30 seconds. And the CSR also
could have quickly discovered the reason for the hold—an out-of-state
check for a large amount. At the same time, he could have looked up
historical information on the customer’s account, discovering that she
is a high-value individual with a variety of different account types at
the bank. With this information at his fingertips, the CSR could have
either lifted the hold himself or quickly gotten a supervisor with the
necessary authority on the line to do it. How far this action would go
toward making the customer happy! How much lighter of heart—and
stomach—this customer would be, and how much more likely to be a
customer for life.
Not to mention, think of how much more satisfied the customer service
representative would be with this increased level of empowerment. People
who go into the field of customer service have a strong motivation to help
other people and solve their problems. And just as customers get frustrated
when CSRs cannot help them, so do the CSRs themselves when they do
not have the right tools.
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Loyalty vs. Lock-In
The sad reality is that many customers of large banks stay only because
the costs of moving to a new institution are too high. New fees, combined
with the time investment of notifying the numerous entities that deposit or
withdrawal into the existing account, are a daunting deterrent to switching
banks.6 Being locked in, however, does not create loyalty. Once a better option presents itself, any customer who has endured a stressful or frustrating
experience anything close to what we have just described will go for it—not
to mention all of those customers who have simply had just “OK” service.
Like everyone else, large companies do not
What Is: Integrated
intentionally offer poor customer experience;
Information Technology
rather, it simply happens because customer
Systems?
Let’s start with what it is not,
experience is hard to do. The business processes,
which is easily seen with a
organizational structure and cultural practices all
visit to any call center. In many
situations, call center reps
place the corporation above everything else, cresit in front of not one but two
ating many obstacles to creating a consistently
(and even more) screens, just
to access all of the data they
strong and profitable customer experience.
need to answer customer
And then there is the matter of cost. Supequestions on billing, delivery,
trouble-shooting, etc. The
rior customer experience tends to be viewed as
problem is, the data is stored
expensive customer experience, although that
in multiple systems. With integrated systems, all employees
is certainly not always the case. Often, doing
would have a full view of custhe right thing for the customer will result in
tomer information, including
finance, manufacturing, sales
lower costs (for example, higher product quality
and service.
or better service delivery yields fewer support
calls). But executives are leery of funding initiatives that promote customer centricity. More than half of the executives
responding to the BBRS survey cited inadequate funding as an obstacle to
improving customer experience.
The trick is not to throw money at an undefined customer experience
initiative. Rather, companies should raise the overall customer experience
bar and then concentrate their resources where the superior experience
repays the investment—for example, with customers who have a high
lifetime value.
Profitability is a necessary component of the customer experience
6 T
 imothy H. Hannan, “Consumer Switching Costs and Firm Pricing: Evidence From Bank Pricing of Deposit Accounts,”
Federal Reserve Board, May 12, 2008. http://www.federalreserve.gov/pubs/feds/2008/200832/200832pap.pdf
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equation, although early leaders have not always seen it that way. Zappos, for example, prides itself on free shipping and no-hassle returns for
all customers for up to a year after purchase. The self-described customerobsessed online shoe seller also maintains a blog that recounts stories of
“wow” experiences its employees have extended to individual customers.
The jury is still out on Zappos’ future. However, its 2009 sale to Amazon
raises questions as to whether the e-tailer was able to generate enough
profits to reward its investors.7 8 9
Customers Really Are in Charge
From the dawn of commerce, companies have developed products and
offered them on the market. Consumers bought them, or not. Except in
extreme cases, communication flowed from the company outward. Internal experts did their best to gauge the drift of future demand and prepared
products accordingly.
Today, globalization, mass customization technology, digitally engaged
customers and the widespread use of social media, among other factors,
have created a landscape where the consumer
What Is: A Digitally
or business buyer has more control than ever
Engaged Customer?
before. Customers increasingly feel empowered
A customer for whom it is second nature to use social meto tell companies exactly how they want to be
dia, the mobile Web and other
treated, down to their preferred product delivery
technologies to engage with
a business, conduct research
mechanism, while demanding ever more perand complete transactions.
sonalized products to suit their individual tastes
and needs. Consumers talk to each other and
hold their peers’ product reviews in higher esteem than any information
they can glean on a corporate Web site.
This shift is true not only in the world of B2C but also for B2B.
Increasingly, there is little differentiation between the two business
environments—employees expect the same level of customer experience from business partners that they expect as customers in their private
lives. Business employees also are apt to spend free time on social media
sites on work-related topics. Hence, B2B companies are developing Web
portals for partners to order goods, store preferences, obtain information
7 Nicholas Carlson. “VCs Forced Zappos CEO To Sell To Amazon Rather Than IPO.” Business Insider, July 23, 2009.
http://www.businessinsider.com/liquidity-starved-vcs-forced-zappos-to-sell-rather-than-ipo-2009-7
8 Tony Hsieh. “How I Did It: Zappos’ CEO on Going to Extremes for Customers.” Harvard Business Review, July-August
2010. http://hbr.org/2010/07/how-i-did-it-zapposs-ceo-on-going-to-extremes-for-customers/ar/1
9 Stu Woo. “Sticker Shock Over Amazon Growth.” The Wall Street Journal, January 28, 2011.
http://online.wsj.com/article/SB10001424052748704268104576108424039598058.html?mod=djemalertTECH

Custo m e r Ex pe ri e n c e i n t h e “N e w No r m a l ”

on popular products, view other products or services they might want to
consider and see real-time order status. In addition, these companies need
to build online communities and monitor social forums to ensure they are
aware of what is being said and even enter the conversations.
We would go so far as to say that the distinction between B2C and B2B
is increasingly a meaningless one; both belong to a single category: P2P—or
people to people. After all, that is the new framework dawning on businesses of all types. We are all people serving people, and we all spend time on
both ends of the transaction. (We will talk more about customer experience
for B2B companies in Chapter 3.)
The upshot of all of this is that it is no longer good enough to “treat
customers well.” Now, companies must offer an “experience”—and a differentiated one, at that. And different experiences need to be created for
different tiers of customers to ensure that the value they seek is provided.
Differentiation also is the path to profitable customer experience. It
makes sense to concentrate resources on those customers who promise to
repay the investment—now or via an expanded lifetime value. The good
news: Foundational technologies (such as analytics and integrated CRM
and ERP software) and disruptive technologies (such as mobile Web and
social media) can greatly reduce the cost of customer experience management (CEM), thereby enabling companies to provide all customers with a
level of experience that would otherwise be cost-prohibitive.
The mistake, however, is to view investments in CEM as a direct path
to increased revenue. “Most executives think, ‘How can we use this technology to sell more stuff?’” says Don Peppers, founding partner of Peppers
& Rogers Group, a CRM consulting company. “This attitude is doomed
to failure. A better question is: How can we use this technology to deliver
more value to our customers—better, faster and cheaper?”10
At a high level, customer experience work requires reorienting the
whole organization—people, processes and technology—to focus on the
customer. This flips the dynamic that has been in place forever. Now, customers will tell you what they want, rather than passively receiving whatever you choose to offer. And it changes everything.
Such a major change is hard for any organization to assimilate.
10 “How to Achieve a Great—and Profitable—Customer Experience.” Bloomberg Businessweek Research Services, 2011.
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The bigger and older the company, the more entrenched its organization centricity is likely to be. It is difficult to align everyone around the
same goal—giving customers what they want, on their terms. In this
era, when all businesses are trying to balance the need to cut costs while
seeking growth avenues and maintaining innovation, interacting on
an individual level with customers and answering their needs provides
competitive advantage.
The Cost of Ignoring Customer Experience
Realigning the company around the customer is indeed a major effort
that affects every part of the organization. But the consequences of ignoring customer experience will be dire, sooner or later. Even if it is a special
case, where your company has a near-monopoly (think Microsoft a few
years ago), you make yourself vulnerable to competition from new quarters
(think Microsoft post-Google). As with all negatives, the cost of not doing
customer experience is hard to measure but cannot be underestimated. The
stakes are as high as extinction.
Take Dell. In 2005 the company saw its customer satisfaction score slip
five points, according to the American Customer Satisfaction Score Index,
which is conducted by the University of Michigan.11 The dip was largely
attributed to the viral response to the blog postings of journalist Jeff Jarvis,
along with Dell’s slow response to the online events.12 Dell later hired a
large team of people, led by a vice president of communities and conversations, to monitor and manage social media activities.
In 2011, that team monitors more than 22,000 online conversations
a day, according to Adam Brown, Dell’s Executive Director, Social Media,
Global Marketing. He runs a Social Media Listening Command Center,
launched in December 2010 at Dell’s headquarters in Round Rock, Texas
(a second center will launch in China later in 2011) to coordinate and
manage the company’s response, around the clock, to those 22,000 conversations—70 percent of which are not in English. Dell can currently respond
to conversations in nine languages, and it plans to add more.
The team includes assignment editors. These editors route critical
conversations to one of the 7,000 social media-trained Dell employees, who
11 Lisa DiCarlo. “Dell Satisfaction Rating Takes a Deep Dive.” Forbes.com, August 16, 2005.
http://www.forbes.com/2005/08/16/dell-customersatisfaction-falls-cx_ld_0816dell.html
12 Jeff Jarvis. “Dell Learns to Listen.” Bloomberg Businessweek, October 17, 2007.
http://www.businessweek.com/bwdaily/dnflash/content/oct2007/db20071017_277576.htm
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have applicable, appropriate technical expertise and language skills, Brown
explained at the Microsoft Global High Tech Summit in early 2011.
In the future, a radio icon on select desktops around the company
will let individuals “tune in” to online conversations that are relevant to
them. For example, an engineer designing laptop hinges can see conversations about hinge-related issues while a shop floor manager might monitor
conversations about the build quality of products produced in his shop.
Other individuals will have the equivalent of a social telephone on their
desktop, so they can engage and respond to conversations as needed,
Brown explained.
Dell does not view the investments required to support its Social
Media Listening Command Centers as an unrewarded cost but, ultimately,
as having a return on the investment, Brown
noted. Dell realized—and you should, too—that
What Is: CRM?
the costs of an unhappy customer are myriad.
The boundaries of customer
relationship management have
You also need to consider the costs of unhappy
stretched beyond the realm of
customers themselves—the cost of a complaint,
sales, marketing and customer
service/support. Today, CRM
a bad experience and customer churn—and how
is a strategy for becoming a
much money you are leaving on the table by
customer-centric enterprise
by synchronizing all customernot providing customer experience tailored to
facing interactions, including
business objectives, says Lior Arussy, president of
billing, fulfillment and other
back-office processes with
Strativity Group, a customer experience rehigh customer impact.
search, strategy design and implementation firm.
An example is a $300 million cost-reduction
effort that could lead to a $1 billion loss of revenue, because you have become irrelevant to customers, Arussy says.13
Failing to invest in customer experience also means risking not being
differentiated and, therefore, competing substantially on price, according to David Gardner, author, consultant and mass customization expert.
Gardner points to the early days of the MP3 player as an example of how
this lack of differentiation can play out. Sony, Nokia and other companies
each had its own version of a digital music player. Though initially—and
widely—considered one of the weaker market entries, the Apple iPod
succeeded in differentiating itself via a superior retail experience, product
13 “How to Achieve a Great—and Profitable—Customer Experience.” Bloomberg Businessweek Research Services, 2011.
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design, emotional appeal and an easy-to-use solution to the vexing issue
of downloading music. The other products were left to compete anemically on price.
In today’s digitally engaged world, ignoring CEM also may have dire
consequences for a company’s reputation and, ultimately, its bottom line.
On average, double the number of people will hear about someone’s bad
experience as will hear about their good experience. This outcome is even
more dramatic on the Web, where four times as many people hear about
a negative experience vs. a positive one, according to John Goodman,
founder of customer experience agency TARP Worldwide.
Companies that have locked in customers—however temporarily—are
now understanding they need to join with their customers via love, not
bondage. “In the past, companies invested hundreds of millions of dollars
in [loyalty] programs that handcuff customers financially to their solution,”
says Paul D’Alessandro, partner in Diamond Advisory Services at professional services firm PricewaterhouseCoopers. “Today, they need to build up
a bank of appreciation by addressing customer needs exactly how they want
them addressed, and that’s much more powerful than a loyalty program.”
This “bank of appreciation” is built through the cumulative effect of
three factors, according to D’Alessandro. First are the stories people hear
through word-of-mouth and the media; second is direct interaction; and,
third are the transcendent “moments of truth,” which are profoundly positive or negative experiences that lead to long-lasting impressions, for better
or for worse.14
Clearly, for today’s businesses, the entire focal point of doing business
needs to shift to the customer and staying one step ahead of the curve in
managing a consistently strong customer experience. The benefits of doing
so are legion. Delivering a highly valuable experience to customers, in a
way that your company can sustain over time, can help you nurture engaged advocates who not only will stand by you into the future but will help
grow your business through word-of-mouth and their own loyalty.

14 “How to Achieve a Great—and Profitable—Customer Experience.” Bloomberg Businessweek Research Services, 2011.
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Chapter 2:
The Four Essentials of Profitable Customer Experience

I

f money were no object, just about any company could provide an
amazing customer experience. Given unlimited resources, there is no
end to the perks and extras you could provide your customers. And in
industries such as luxury retail, where getting noticed is the name of the
game, some companies have taken that approach. When you step through
the doors of Neiman Marcus, for example, you know you are in for a deluxe
shopping experience. This is something high-end retailers can do, because
customers are prepared for the price of the merchandise to reflect the chichi
ambiance. Glitz does not come for free.
But throwing all of your money behind dazzling the customer is not
sustainable for most businesses and especially not in today’s digital world,
where commodity status is just around every corner. Companies can no
longer compete on price and product alone; they need to spend intelligently by developing and offering services and experiences that truly
matter to customers and that are difficult for competitors to replicate.
“Treat the customer the way you would like to be treated if you were the
customer,” advises Don Peppers of Peppers & Rogers Group. “Use the
Golden Rule. Imagine your best customer is sitting next to you when
you’re making decisions.”
After all, to be sustainable customer experience must—in the end—
differentiate you from your competitors. And you need to achieve this
differentiation in a way that is consistent and, ultimately, profitable. The
“bank of appreciation” we discussed in Chapter 1 needs to be valuable
enough that customers become loyal advocates who trust you and want to
engage with you. The value you offer needs to be delivered in a costeffective way that leads to competitive differentiation and growth. Otherwise, simply put, there is no reason to do it.
“If there’s no financial driver, we don’t recommend companies do this,”
says Strativity Group’s Lior Arussy. “It has to be something you can point to
and say, ‘We have moved the needle on either revenues or expenses.’”15

15 “How to Achieve a Great—and Profitable—Customer Experience.” Bloomberg Businessweek Research Services, 2011.
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Financial goals need to be front and center of the customer experience initiative as part of the business case. Companies can realistically aim
for several financial drivers, in addition to new ways to measure business
outcomes. (We will discuss this topic in more detail in Chapters 6 and 9,
available in the fall of 2011.) Briefly, realistic business drivers can include
higher revenues, the ability to institute premium pricing, improved customer retention rates, more word-of-mouth marketing and reduced costs due to
streamlined and innovative processes.
The Building Blocks of Trust
So how do you get there? How do you build that bank of appreciation
without breaking your own bank? How do you do it in a way that leads to
profits and growth? We believe it is all about trust—a seemingly amorphous concept, but one that we strongly believe is the cement of a business relationship. Only when you have established trust between business
and customer can you begin to form the emotional bond—the “stickiness,” if you will—that cannot be replicated by anyone else and will keep
customers loyal to you.
We also have found that, on closer inspection, trust is not a blurry
concept at all. In our customer experience work, we have determined that
there are four building blocks of trust. We call these the “essentials” of profitable customer experience. These four customer experience essentials are:
reliability, convenience, responsiveness and relevance (see below).
Customer Experience	What It Looks Like
Essential
Reliability

Living up to the promise. Example: Consistent on-time delivery,
each and every time.

Convenience

Offering choice, consistency and timeliness. Example: Using
multiple channels to reach out to customers.

Responsiveness

Listening and responding quickly. Example: Changing a
process or policy when feedback reveals it causes
problems for customers.

Relevance

Ensuring offerings are personalized and meaningful. Example:
Gaining insight into what really matters to your customers at a
particular point in time.
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Elements of Customer Experience
Respondents said their organizations considered the following as the most important
elements of a positive experience for their customers (percent of respondents rating
each attribute a 4 or 5, on a scale of 1 to 5).
The quality and reliability of your company’s services
					
94%
The quality and reliability of your company’s products
					
92%
The perceived value of your company’s products and services—the importance of
the customers’ perception that they feel they received value for their money.
					
90%
Relevancy and timeliness of interactions with your customers		
		
		
85%
Responsiveness of company to customer feedback and acting on it
		
		
84%
Ease of doing business with your company
				
82%
The consistency of your company’s support and treatment of customers
across channels
				

82%

Base: 307 director-level and above executives at midsize and large companies.
Source: Bloomberg Businessweek Research Services, 2010

Of these four essentials, reliability is the most fundamental and is really
a prerequisite to the other three. After all, if you cannot consistently deliver
on your promises, no one will care about convenience, responsiveness or
relevance. Once you can deliver on reliability, you can look to the other
essentials to develop your differentiation. Furthermore, you can use any one
of these four customer experience essentials as a litmus test for assessing the
ultimate worth of any action you take in the name of achieving a strong
and profitable customer experience.
The importance of these customer experience essentials was validated
in a recent survey by Bloomberg Businessweek Research Services (BBRS),
in which respondents named the most important elements of a positive experience: reliable products and services, relevance of interactions,
responsiveness of the company and ease (or convenience) of doing business
(see “Elements of Customer Experience”). Throughout this book, we will
continue to show, through company examples, how these four customer
experience essentials—these building blocks of trust—form the basis of
profitable customer experience.
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Spotlight On: Commerce Bank
Commerce Bank in St. Louis sees itself as a retailer—as opposed to a financial institution—which has helped the bank create an experience that aligns with the four customer experience essentials of reliability, convenience, responsiveness and relevance.
It uses its motto of “Ask. Listen. Solve.” and the “kill a stupid rule” philosophy to rid
itself of anything that unnecessarily robs customers of an enjoyable experience. For
instance, pens are distributed without chains attached, making them more convenient
for customers to use. Its coin counters are free, and the bank even offers a reward for
guessing how much change you insert. Commerce Bank also offers free snacks for not
only humans but dogs, too, showing customers that the bank understands what it is
like to run errands with kids and dogs in tow.

Looking further at the BBRS survey results, earning trust through the
four customer experience essentials—and doing it in a sustainable and,
ultimately, profitable way—requires applying the right technology. (We will
discuss this topic in more detail in Chapter 7, available in the fall of 2011.)
Without automated processes, feedback loops and tools that provide all
levels of employees and customers with pertinent data at the moment they
need it, you will not be able to provide consistent levels of customer experience in a cost-effective way.
For many companies, the starting point is integrated processes. Those
processes must be solid; the nascent tendrils of trust can be trampled in an
instant. To see why, let’s look at the example of a pet owner, shopping for
medication for her yellow Lab at a Web-based pet supply company. Wondering about the difference between two competing brands, she clicks on
the “chat” button and quickly gets a response to her question. Impressed,
she places the order, specifying standard shipping, and over dinner that
night with her family, recounts the positive experience.
A week and a half passes, and the order has not arrived within the
timeframe promised. Having had luck with chat, she tries this approach
again. This time, however, the service rep is unable to help her, as he has
no visibility into the order-tracking system. To make matters worse, he
tells her she needs to e-mail or call customer service. She sends an e-mail
and then has to wait a full 24 hours before getting a response informing
her that, indeed, her order had shipped three days previously and that it
“should” be arriving in the next few days. Eventually it does arrive. And
although the customer will certainly order from the site again—it offers
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steep discounts vs. buying from the veterinarian—the opportunity to turn a
regular customer into an engaged, loyal advocate has eroded. Not to mention, the likelihood increases that she will send a negative tweet or post her
disgruntlement on her Facebook page.
This example illustrates three things:
• One-time experiences—no matter how terrific—do not build trust.
You need to be consistently good across all phases of customer
interaction, regardless of channel. In the BBRS survey, 82 percent
of respondents named multi-channel consistency as an essential element of positive customer experience.
• Get the basics right. You can develop gratifying experiences, such as
online chat, but these need to be layered on a strong foundation of
working business processes and cross-functional data visibility.
• Once established, trust leads to stronger bonds between customers
and the business. Without this bond, customers may be satisfied, but
they will never become passionate, loyal advocates of the brand.
Without trust, you cannot hope for loyalty, advocacy, engagement or
participation—all of which are the cornerstones of profitable customer experience. It is only when trust develops that customers will be inclined to, say,
provide feedback on how they would like to see a product evolve. Even then,
you need to be able to act on that feedback—a customer experience element
named by 84 percent of BBRS survey respondents. If your customers give you
good ideas and you execute them well, differentiation is within reach.
“Too many companies are treating [the customer experience initiative]
as the deliverable and whiffing on the practical delivery of service,” says
Denis Pombriant, founder of consulting company Beagle Research Group.
The Cost of Broken Processes
In addition to building trust, getting the customer experience right the first
time also is less costly than doing it wrong and having to backtrack. Imagine,
for instance, the experience provided by the company everyone loves to hate:
the cable services provider. The scenario is all too familiar. You are having
problems with your TV, so you book an appointment and are given a threehour timeslot within which your technician is expected to show up. That
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Spotlight On: Comcast
Comcast has come under a lot of heat for offering a poor customer experience. But
the company has taken many steps that align with the four essentials of customer
experience to respond to these complaints. For instance, its seven-point Customer
Service Guarantee promises that, among other things, it will issue a $20 credit for failing to arrive for a scheduled visit during the appointment window—a testament to its
desire for increased reliability. The company also is currently experimenting with whittling its two- to three-hour windows down to just one, to enhance customer convenience. In addition, Comcast claims to have reduced its service calls by four million in
the first four months of 2010 vs. 2009, because it monitors and responds to customer
problems via social media, a true measure of responsiveness. “That’s a good thing,
because that’s four million fewer outstanding customer issues,” says Rick Germano,
senior vice president of national customer operations at Comcast.

window is irritating enough to begin with, more so when the tech does not
arrive within it. Much as you hate to, you pick up the phone to find out what
happened. The call center person usually does not have much information in
this situation, but she promises to send an alert out to the field.
By the time the technician finally appears, your plans for the day are
shot and with them, your mood. The technician pokes around, rummaging
in his toolkit, and eventually pronounces the problem fixed. But when your
kids try to watch the Sponge Bob movie on demand that evening, it is apparent the problem is very much alive and well. Another hour spent on the
phone that evening brings another service “window” and a new promise to
have the situation remedied. The result: An unhappy customer (you) and a
lot of costly support for the company.
Any improvement in the above scenario would produce a better
customer experience and lower costs to the company. What if the cable
company had its quality control and business processes operating at a high
level? What if the customer support, CRM, scheduling, and dispatch processes and systems all functioned together, in a way that enabled automatic
alerts to be sent—to your smartphone, e-mail or landline, whatever you
chose. That would eliminate the dreaded “window” and give you real visibility as to when the technician would arrive. Customers do not expect
a product or service to be perfect, but they do expect the companies they
patronize to not be riddled with broken processes. And if we are kept
informed while problems are being fixed, we will see that as positive. And,
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chances are, we will tell our friends how well we were treated.
“There are numerous situations where investing in getting the experience right from the start is a good thing to do from a business standpoint,”
says Bruce Temkin, principal with customer experience consultancy Temkin Group. “And it has the benefit of being good for the customer, as well.”
So, what are you doing as a company that would inspire people to
spend their valuable money, time and energy with you? For many businesses, the very first answer to that question is ensuring the fundamental
processes are in place and operating at an optimal level. If you promise a
24-hour turnaround on responding to a customer problem, you need the
processes and people in place to do that. If you promise a discount on a
particular product, your pricing across channels should consistently reflect
that. If you say something will arrive in three days, it had better arrive in
that timeframe. And you had better be able to do this in every channel
in which you operate, whether the customer approaches you through an
online or brick-and-mortar channel.
The Customer-Centric Enterprise
The four essentials of profitable customer experience need to be built into
the culture of the company. The desire—and the ability—to offer convenience, responsiveness, relevance and reliability has to be pervasive across
every department in the company, not just something marketing and sales
cares about. Product developers, engineering, finance, legal, the shipping
department and even store associates have to care about creating trust, too.
We have determined that a cultural change is often required to change the
attitudes of everyone within the organization when it comes to how the
customer is viewed.
Changing the culture and attitude comes from the very top of an
organization. Senior executives must reconfigure the enterprise, placing the
customer—rather than the company’s products and services—at the center.
This means reengineering processes starting with the customer, from the
outside looking in, rather than the converse. (We will discuss this topic in
more detail in Chapter 4, available in the fall of 2011.) With that critical
recasting of the corporate mindset, other decisions—including choice of
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Spotlight On: Coop
When Swiss grocer Coop began offering customers an iPhone grocery-shopping app,
it ensured the offering was not just a whimsical “come-on” that made it look hip to the
13 percent of Swiss citizens who carry iPhones. By connecting the app with its own
integrated enterprise systems, the offering builds a whole new level of customer trust
by aligning with the four customer experience essentials:
• Convenience: In Switzerland, stores close in the early evenings and all day on Sundays. With a mobile app, customers can shop while commuting to or from work.
• Responsiveness: Coop recently released a second version of the mobile app, with
improved navigation and search functionality.
• Relevance: Switzerland has one of the highest adoption rates of the iPhone in the
world, making this a well-targeted platform for a mobile shopping app.
• Reliability: Customers can reserve one-hour windows to have groceries delivered
before placing their order, so they do not get locked out of available timeframes.
Real-time product availability means customers receive exactly what they order.

technology architecture to support the strategy—flow naturally.
It is one thing to work on customer experience on the edges or at the
margins. It is another to approach it as a transformative, profit-driven initiative that encompasses the entire company. True customer experience
is holistic, placing the customer at the center of the corporate universe.
It demands integration of business processes, in which customer service,
call center, marketing, branding, product/service offerings, technology,
manufacturing and the other functions all work together to serve customers. Customer experience requires orchestration across channels and
touchpoints, throughout the customer lifecycle. Such a dramatic change
can never be made without the dedicated commitment and vocal support
of the company’s top leaders. Indeed, the CEO is in the best position to
articulate, on a regular basis, why the enterprise needs to focus on customers, and what that means.
From inside the company, this means the entity is no longer focused
on itself—its sales, product offerings and future plans—but, instead, on
customers and their desires. Functions such as finance, billing, fulfillment,
product development, marketing, sales, customer support/service and IT
work together seamlessly, with the proverbial 360-degree view of customer
data. Integrated data means customers will never again suffer the pitfall of
having to explain their problem over and over to different employees, with
different outcomes. It means customers who spend heavily through the
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Web site, for example, are recognized for their worth across all channels.
It is all too familiar for customer experience to be a marginal vs. a
whole-company undertaking. Consider an office goods superstore—one
whose motto promises an easy shopping experience. A customer spends an
hour in the store, analyzing the laptops on display. He decides on a particular unit, one that bears the sign, “Available in-store only.” No big deal;
he will buy it right now. So he flags down a service representative, who
disappears into the back of the store to retrieve the model. The rep returns
with bad news; that laptop is out of stock. Ever helpful, the service rep
checks inventory in several nearby locations and tracks one down, about
20 miles away. Great, the customer says, asking when that store will be able
to transfer it to this location so he can pick it up. “I’m so sorry; we don’t do
that anymore,” the rep admits. “It messes up our inventory.”
Frustrated at having wasted his time—and mystified as to why the office supply store would not make this model available online—the customer
leaves, with no intention of investing additional time (and gas money)
traveling 20 miles out of his way. Two days later, he finds an even better
deal on a similar model on eBay.
How close the office supply store had come, and how many things
it had done right—a marketing message geared toward what customers
want (easy shopping); a knowledgeable, helpful service rep; even the right
product mix. But something important was missing: a multi-location, crosschannel and integrated inventory system and order management system
that was flexible enough to meet many customer desires. It is not enough
for marketing to be customer-focused; the entire organization needs to be,
and its applications need to enable that focus.
This type of customer-centric corporate alignment across every department and function is something companies are just now realizing they need
to achieve. Otherwise, if the customer experience imperative resides in one
or two departments, it is not transformative; it is just marginal. And that
will not be enough to build trust, without which profitable customer experience is impossible.
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Chapter 3:
B2B Customer Experience: Same Animal, Different Spots

M

ost of the discussion around customer experience revolves
around the now-familiar examples of Starbucks, Disney, Apple
and other famed B2C companies. However, we believe the
tenets and goals of providing a positive and profitable customer experience
are important to the B2B world and, indeed, are just as relevant to B2B
companies as their B2C brethren.
Like B2C companies, B2B firms can no longer compete on new product
offerings and lower prices. Instead these companies need to focus on valueadds that are relevant to customers and that they can consistently and costeffectively deliver. We believe the four essentials of profitable customer experience (discussed in Chapter 2)—convenience, responsiveness, relevance and
reliability—are crucial for the B2B world. In fact, the impact of inconsistent
customer experience is potentially more damaging in terms of downstream
implications for B2B. Consider the detrimental effects of mistimed deliveries, shipment delays and incorrect quantities. Anytime a supplier is unable to
honor its contract commitments, there can be thousands of dollars in budget
overruns, due to labor, waste or otherwise avoidable costs.
As we said in Chapter 1, we would go so far as to say that when it
comes to creating and maintaining a positive and profitable customer experience, there is less and less distinction between B2C and B2B. In fact, we
should simply think in terms of P2P—people to people.
Nevertheless, executives in B2B companies can fall into the trap of
believing customer experience is the sole province of companies that serve
consumers. Consumer products are the ones that generate passion (think
iPhone, Lamborghini and venti caramel macchiato). Did anyone ever wax
poetic about a shipment of lumber or a load of cement?
Maybe not. But while B2B customer experience is necessarily quite
different from B2C, the experiences people have as consumers inform their
expectations in the B2B arena. B2B clients are increasingly becoming
habituated, as consumers, to businesses that provide a rich and personalized online experience, fulfill their unspoken needs and provide opportuni-
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Tip Box
There are ways to apply the human touch in the B2B world, says John Goodman,
founder of TARP Worldwide. For instance, he has advised terminal operators at a
chemical company to simply start a conversation with the truck drivers who arrive at
least twice a week and wait a period of time to load their tanks. This bond would encourage the drivers to speak positively about the company to whomever they are delivering chemicals, Goodman says. It goes to show, it is possible to create an emotional
connection even when the product you are selling does not evoke passion.

ties for engagement. They are now turning to their business partners and
vendors and asking, “Why don’t we have that kind of relationship?” “Why
aren’t you supporting a robust and helpful online community?” “Where are
your proactive alerts on order status?” “Why didn’t you respond to that criticism I saw on the online forum I was on last night?”
In effect, nearly everyone who uses a B2B product or service also is
an informed person who is connected to the digital world. Historically,
opportunities for B2B clients to gather with peers were limited to specialist communities that met in local chapters or at industry conferences held
a few times a year. Today, anyone can be plugged into a global network of
ideas and information and be personally involved through Facebook, Twitter and other social media. The line between social network interactions
for personal vs. business reasons also is blurring. People who open their
laptops after-hours are likely to divide their time between an online forum
for business and one with their friends. At SAP, for example, we now have
over two million business professionals in our online community network, a
very large number in our industry. In fact, there is little reason anymore for
any limitation on how people function in their jobs as a B2B client vs. how
they interact in social communities in their personal lives.
Similarly, insights and information about B2B products, performance and
even pricing that previously could only be obtained through a salesperson or
an exclusive group is now obtainable through multiple Web sites. The power
of information control is no longer in the vendor’s hands; in effect, access to
information has been democratized. The ease of 24x7 information access has
changed the dynamics of B2B companies and their customers.
That is why, even in industries like industrial manufacturing, we are
slowly beginning to see companies offering B2C-like experiences through
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rich Internet application technologies and easier access to data for making
buying decisions and online post-purchase support.16 According to global
IT, consulting and business process outsourcing firm Cognizant Technology Solutions, B2B e-commerce is moving from primarily transactional to
increasingly collaborative, influenced by key practices of B2C e-commerce
such as better navigation and cart capabilities, improved pricing and availability, multiple search and display options, product comparison capabilities
and marketing tools that help cross-sell and up-sell products through recommendations and promotions. B2B Web sites also will soon be compatible
with social media tools, such as blogs and forums, to help with buying decisions. Benefits, according to Cognizant, include larger average order sizes,
lower dropout rates, fewer returns and increased customer loyalty.
Central Role of Information Visibility
At the same time, while customer experience is equally important in the B2B
world, there are very different considerations vs. B2C, and customer experience can be more complicated to deliver in the B2B world. For instance,
B2B transactions may involve large-volume orders, stringent security requirements, complex trade regulations, multi-party supply chains, contract offshore
manufacturing and intricate fulfillment issues. All of these factors drive the
need for timely, accurate information. This is different from the B2C world,
where one e-mail acknowledgment sent when the order is received and one
e-mail sent when it is shipped are pretty much all the customer needs.
In many ways, access to information—deeper, richer information than
just the order shipment data—is the heart of the B2B customer experience.
Tip Box
B2B companies are working to put the customer at the center of their processes.
Doug Hurley, a managing director at PricewaterhouseCoopers, provides an example
of an electronics firm that revamped processes and added in new technologies in
its inbound call center after analyzing how it could better serve its distributor base.
For product repairs, the firm now follows up on the original phone call with an e-mail
confirmation, which includes a barcode label to be attached to the return so it can
be tracked throughout the repair process. It also continuously alerts the distributor to the status of the repair. “They’re looking for ways to extend their customer
service, where there is perceived value, with the intent that distributors will be more
satisfied customers,” Hurley says. In our view, the change also fulfills all four of our
“essentials of customer experience.”

16 “From Brick to Click: E-Commerce Trends in Industrial Manufacturing.” Cognizant, 2010.
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Customers and employees must be able to access relevant information at
key points of interaction and product/service consumption, both within
and outside the four walls of the organization. For B2B, this is one of the
hallmarks of a customercentric enterprise.
More Mobile Data Access
Access to key applications—anytime, anywhere—will
Senior executives are
increasingly be a hallmark of B2B customer experience
well aware of the need to
(percent of respondents).
serve up information to
Types of corporate information accessible via handheld
E-mail
				
84%
employees to better serve
					
100%
		
customers. In the recent
Sales reports
45%
			
75%
40%
Bloomberg Businessweek
Financial performance
		
40%
71%
Research Services (BBRS)
Customer
order
status
survey, almost three35%
67%
2010
quarters of respondents
Inventory/other operational data
2012
31%
66%
			
said they had plans to
Base: 1,004 respondents from midsize to large companies, worldwide.
Source: Bloomberg Businessweek Research Services, 2010
offer sales and order status
information to employees
via handheld device by 2012 (see “More Mobile Data Access”). Today, only
a minority of organizations surveyed empower their employees with information, such as customer order status and inventory levels, accessible via
handheld. Being able to answer customer questions and provide speedy access
to relevant information is a clear priority across industries, according to the
BBRS survey. Additionally, once companies provide employees with data via
their mobile devices, they are one step closer to doing the same for customers.
In the B2B world, data visibility—into order status, inventory levels
and supplier status—is particularly welcome, as it enables customers to
keep their own customers happy and their own operations humming along.
Cemex, a $15 billion cement manufacturer based in Mexico, monitors and
automatically replenishes cement-inventory levels at customer construction
sites, keeping customers apprised of the status of their cement deliveries.
Delivery time is critical for its customers, because of the nature of mixed cement. If it arrives too early, the batch can quickly become unusable, resulting in waste and project delays. If it arrives too late, work crews will need
to be paid until it is delivered, resulting in escalating labor costs. Cemex’s
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Spotlight On: Colmobil
For some companies, there is little distinction between the B2B customer experience
and the B2C customer experience. Colmobil, an Israeli automobile importer, sells
trucks to business clients, in addition to several brands of cars to consumers. In some
cases, a business client might be a consumer client, too. This dual role served as one
incentive for Colmobil to integrate its enterprise systems to obtain a 360-degree view
of all of its customers. Today, if a B2B client walks into a Colmobil sales outlet to purchase a Hyundai for his son, for instance, the sales staff will know that he is a valued
customer and can offer a personalized experience along with a discount. Colmobil also
is fulfilling the “responsiveness” essential of customer experience.

overarching goal is to consistently and cost-effectively enable its customers
to achieve their project and budget goals. Information is key to that.17
Industrial robot manufacturer Yaskawa America makes it as easy as
possible for its customers to quickly, easily and consistently access product information and support, whether online or via its call center. Yaskawa support
personnel have the full range of customer information available within one
CRM system so they can help customers without asking them to hold, a more
satisfying experience than the usual waiting game. At the same time, employees can gather information from customers during each interaction to help
refine their product development and other strategies for the future, thereby
helping ensure Yaskawa stays on track. This information is maintained in a
knowledgebase to inspire and inform anyone in the company.18
Synopsys, a world-leading maker of electronic design automation
software for semiconductor design, began an initiative in its customer support department to begin centralizing all of its customer information in one
place, through a CRM application. It soon realized, however, how much additional customer information also was being captured in the support center
and how ideal it would be to feed all of this valuable data into its product
development and back-end support areas. Gradually, Synopsys has expanded the scope of its CRM system, to the point that all 7,000 of its employees
now use the system to share information about customers. The company
realized the effort to improve customer experience must be pervasive, and
the only way to achieve that is to implement a solution across every group
that touches the customer.19
Another key difference for B2B, as Strativity Group’s Lior Arussy
points out, is what he calls “wallet share,” wherein B2B customers give the
17 Simone Kaplan. “Business Process Improvement at Concrete Co. Cemex.” CIO, August 15, 2001.
http://www.cio.com/article/30445/Business_Process_Improvement_at_Concete_Co._Cemex
18 “SAP Helps Companies of all Sizes Become Customer-Centric Businesses.” SAP press release, August 3, 2010.
http://www.sap.com/solutions/business-suite/crm/newsevents/press.epx?pressid=13707
19 “Transforming Electronic Design Automation with SAP Customer Relationship Management.” SAP case study.

B2B Customer Exper i e n c e : S a m e A ni m a l , Dif f e r e n t Sp o ts

vendor 100 percent of the available budget for a specific product or service,
rather than distributing it among several vendors. As such, their inherent
loyalty is greater than notoriously fickle consumers. And because one B2B
relationship can be worth millions, there is all the more reason to nurture
that relationship at all costs. This is difficult, because there are often a host
of individuals in different departments with different needs that make up
one B2B customer. “B2B organizations face different challenges that require
different business paradigms and customer experiences,” Arussy writes.20
B2B companies have a genuine opportunity—virtually nonexistent in
the B2C realm—to get to know their top customers on a personal level.
The bond is formed around the interpersonal relationship, as opposed to
the product. (This is how golf became so important to business.) “The
smart B2B can—and should—tailor its product or service specifically to
deliver the experiences wanted by that person they know directly,” writes
Richard Tait, blogger and principal at Product Development Consulting,
which helps companies create product portfolios using customer-centric innovation management.21 By contrast, many B2C companies are unaware of
who their best customers even are. Or, they know the demographics of their
best customers—the types and personas—but they do not know these most
valuable customers as individuals on a one-to-one level at all.
B2B companies can open a direct line of communication to their best,
most influential customers, discovering what makes them tick, simply by
asking. B2C companies, on the other hand, might have to content themselves with sitting back and observing customers in their online habitats,
lest they upset community members accusing them of trying to exert undue
corporate influence.
Differences aside, the important point for B2B companies to keep in
mind is the human element, and that is what is being emphasized with
customer experience initiatives today. The line between B2B and B2C will
become increasingly blurred, especially as digitally engaged people from
younger generations continue to enter the workforce. As you read through
the rest of this book—available in the fall of 2011—you will see that we
draw from examples in both worlds to create a complete picture of profitable customer experience.
20 Lior Arussy. “Creating Customer Experience in B2B Relationships.” Global Customer Experience Management
Organization. http://www.g-cem.org/eng/content_details.jsp?contentid=2203&subjectid=107
21 Richard Tait. “What’s Different About the B2B Customer Experience.” Blog post, August 16, 2010.
http://winningcustomerexperiences.wordpress.com/2010/08/16/whats-different-about-the-b2b-customer-experience/
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Coming in the Fall of 2011
Almost 300 pages of insights, advice and practical ideas about how to improve
customer experience profitably. Visit your bookstore or go online to order

The Customer Experience Edge

“When you deliver highly valuable experiences to
your customers in a scalable, sustainable way,
the reward is loyal, engaged advocates who help you
grow your business.”
“Increasingly, there is little differentiation between
B2B and B2C—employees expect the same level of
customer experience from business partners that they
expect as customers in their private lives.”

This version of The Customer Experience Edge includes
excerpts from the full-length book, which will be published by
McGraw-Hill Professional in the fall of 2011. It will be
available in bookstores and from online retailers.
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