
 

ACHIEVING CX (Isn’t simple) 

In this paper, we will be looking at achieving customer experience. Great customer 
experience does not happen by chance- it takes thought, strategy, and even 
training in order to not only implement, but also purposefully design good customer 
experience.  

 

What is Customer Experience (CX)? 
Customer experience is a term that has been thrown around a lot in recent years 
with everyone from Adobe to Gartner to Forrester to Wired Magazine, talking about 
the customer experience. It has been suggested (Sorofman, 2015) that the term 
‘customer experience’ is one of the most overused marketing buzzwords. He 
(Sorofman, 2015) states, "In an age of exceptionally high consumer expectations, 
customer experience has emerged as the next competitive battlefield,” and, “I 
stand by its importance, but also concede the hearty bluster it has inspired in the 
digital echo chamber". CX is more than just a buzzword, as such it doesn't deserve to 
be lumped with phrases such as 'big data' and 'omni-channel'. 

CX refers to the perceived experience that a customer assumes with your company 
(Pogrebniak, 2019). Although a seemingly simple definition, it still seems to capture 
the key aspects of the concept, while remaining as relevant today, as it was 20 years 
ago. It is suggested (Pogrebniak, 2019) that we can never fully determine CX as it is 
always based on the subjective response of the customer and is further constructed 
on the basis of either a ‘direct’ or ‘indirect’ interaction that said customer has with 
the company.  

Direct contact may be said to occur during the purchase and use of a product or 
service, and can include instances whereby the customer visits the organisation’s 
website or social media channels in order to do some research prior to committing 
to the decision to make the actual purchase (Pogrebniak, 2019). This experience is 
impacted by, not only quality of the product of service, but further impacted by 
initial expectations that the customer happens to have prior to making the purchase 
(Pogrebniak, 2019). That being, the intentional interactions that the customer has 
with the brand. 

Indirect contact on the other hand, refers to recommendations or criticisms that the 
customer happens upon such as advertising, reviews, and even word-of-mouth 
instances.  

That is, customer experience may be considered as the sum of all the interactions 
through which the customer engages with your particular brand (Pogrebniak, 2019). 



 

Although an organisation can influence the experience that they intend the 
customer to have, the company cannot perfectly define the experience due to the 
unpredictable emotions and unexpected behaviours that the customer may 
undergo before, during, and after coming into contact with your brand- the 
perception is rarely as anticipated or intended (Pogrebniak, 2019). 

CX has become a buzz word in recent years as it forms the focal point of marketing 
strategies at most companies of all sizes and industries (Netigate, 2019). 

 As such, CX design as well as CX management becomes essential to any 
organisation looking at successfully competing in their industry. 

 

Customer Experience Design 
Broadly, it may be suggested that we can look at CX from 3 angles, that being; the 
customers actual and perceived experience; the experiences that the organisation 
designs and desires for the customer to experience- the experience that the 
company influences; and lastly, the ‘co-creation’ aspect- that is, CX is shaped by 
both customer and the company (Netigate, 2019). 

In thinking about CX, it is essential to take into consideration the emotional and 
subconscious aspects and how these are further influenced by the customers 
expectation. As such, due to the many unpredictable factors, it is difficult to 
measure or conceptualise CX (Netigate, 2019). 

A better way to understand and visualise CX, one may consider the customer’s 
experiences through the journey that encompasses all the touch points which the 
customer undergoes during their interactions with the company (Netigate, 2019). This 
overall experience starts from the moment of awareness, continues to the purchase 
and use thereafter of the product or service, and ends when the customer no longer 
makes use of said product or services- either due to termination by the customer 
themselves, or by the company. 

In order to capture these moments (touchpoints), CX designers often make use of a 
customer journey map (CJM) which tells the story of different customers’ touchpoints 
with a particular brand- as seen from the customer’s perspective (Interaction-Design, 
2019). For each customer segment, the CJM depicts a timeline detailing the 
customer’s interaction with the brand at various touch points- these details typically 
include emotions that the customer may have experienced at a particular point, as 
well as include motivations, and context (Interaction-Design, 2019). The purpose of 
this exercise is to help identify gaps in service and/or products which impact the 
customer experience, and further functions as a tool through which the customer’s 
needs are placed at the centre of the organisation (Interaction-Design, 2019). 



 

It is essential to note that CX design and user experiences (UX) design are sometimes 
used interchangeably since both concepts are concerned with the overall 
experience relating to the use of a product of service (Interaction-Design, 2019). 
However, UX design tends to be more focused on individual products or services, 
whereas, CX designs tends to have a broader and more commercial view and 
further tends to place emphasis on areas such as advertising campaigns, customer 
service, and consistency (Interaction-Design, 2019). 

 

The Importance of Customer Experience 
Delivering a great customer experience is massively essential for any business. The 
more positive the experience that customers have, the more repeat business and 
positive reviews the company will receive, which should, theoretically reduce the 
friction of customer complaints, returns, and termination of services (Hotjar, 2020).  

Some benefits of great CX include; increased customer loyalty, increased customer 
satisfaction, and better word-of-mouth marketing- which is great as it costs the 
company nothing- and further leads to positive reviews as well as recommendations, 
which in turn will lead to business development and the retention of existing 
customers(Hotjar, 2020). 

A business cannot operate and will cease to exist without its customers, hence the 
fundamental need to focus on delivering a great customer experience. As 
mentioned, a positive CX will lead to winning new business, and perhaps more 
importantly, retention.  

 

Problems with CX Theory 

Everyone seems to be after a simple solution for their Customer Experience 
improvement plans. However, a simple solution does not exist. The simple truth is; 
customers are not simple (Shaw, 2019). 

Unfortunately, people choose not to believe that a simple solution doesn’t exist. 
Rather, they find their newly learned psychological theory pertains to every situation 
and is the simple solution they seek. They think, “Aha! Yes, I knew it (Shaw, 2019). This 
theory applies all the time, and it will solve all our problems.” 

Unlike gravity however, this theory is broad and has wiggle room in it. The Two-System 
Theory doesn’t say people use either one system or the other. Nor does it suggest 
how often they use either method. Instead, it explains how our brains think when we 
are making decisions (Shaw, 2019). 



 

The idea behind CX theory is significantly from what we expect with scientific 
theories and may be considered a psychological theory instead. Due to the 
unpredictable nature of human behaviour as well as emotion, it becomes difficult to 
apply one psychological theory to everyone all the time- unlike scientific theory, 
such as gravity (Shaw, 2019). 

However, even though Two-System Theory is broad, it doesn’t apply everywhere, nor 
can it explain or predict all of human behaviour, thus, the theory is limited. 

What is CX Management? 
Customer experience management (CEM or CXM) is said to have too many 
definitions, but a simple definition that we look at states that it means tracking and 
understanding your customers’ experience, acting on that understanding and 
closing the loop with the customer (Pogrebniak, 2019). As such, it is essential that the 
company understands what the positive and negative drivers of the customer are. 

Making use of several metrics, such as Net Promoter Score (NPS), Customer 
Satisfaction Score (CSAT) surveys, and Computer Assisted Telephonic Interviews 
(CATI) – among others, are useful in the collection of customer feedback 
(Pogrebniak, 2019). However, gathering information means nothing if you do not 
take the information and try to understand it. Often, it becomes easier to look at the 
positive feedback and make assumptions about your CX based on that, but the real 
valuable information lies in the negative feedback- this highlights the gaps that the 
customer faces when they interact with your company and then further taking steps 
to bridge the gaps.  

Being an Effective CX Leader 

Ord (2019) Suggests that, “A customer experience leader has to be judged by two 
aspects: what they know and what they do. 

He states, “Sure - everyone has strengths and weaknesses.  But you can't lead CX at 
any level based purely on 'passion' or 'purpose'. Those words are great, but they 
don't substitute for formal know-how around topics including behavioural 
economics, research, financial acumen (ROI is always going to be important), 
strategy and culture.” 

It is suggested (Ord, 2019) that in terms of what CX leaders do, list may be rather 
long, however, below is a list of the minimum and what may be considered the most 
important:   

● Spend significant time talking to employees as well as talking to customers.    
● Leverage small or quick wins to build momentum (and budget) for larger 

initiatives. 



 

● Work across departments - looking to bring the customer perspective to 
internal culture and process. 

● Keep their Voice of the Customer & Voice of the Employee strategies front 
and centre in all discussions, meetings and even small talk.  

Furthermore, “Behaviour is of course crucial. ‘If you want to know the health of the 
tree, examine the fruit’. I have written at length about this, but you can find out so 
much about whether you’re a good fit for CX leadership by asking yourself the 
following” (Ord, 2019): 

● Do you clear your own tray at a fast food restaurant? 
● Did you share a compliment for good service received 

from another company? 
● Do you have passions or interests outside of work? (I think this matters a lot) 
● Have you written an article, recorded a video or shared your know-how with 

the wider industry? 
 

Some Core Skills that CX Leaders Must Possess 

1. Program management skills 

Fitzgerald (2019) suggests that the single most important skill set needed for customer 
experience improvement is program management. You and the people in your 
team have to be able to get things done in a professional and predictable manner. 
The easy way to learn the basics is to attend formal training such as a project 
management course. Learning the basics from a colleague who has already 
attended formal training may be considered an acceptable minimum (Fitzgerald, 
2019). 

Some program management concepts are quite important when you are 
presenting a new initiative for approval. The single most important thing you have to 
avoid is called ‘scope drift’, which tends to happen when the program completion 
criteria are not well-defined (Fitzgerald, 2019). Consider a situation where your 
improvement initiative is the implementation of a chatbot as an option for customer 
support. At what point is the implementation complete? Is it when you have 
completed a proof of concept? How about a pilot covering three countries? Or 
have you completed your part of the work when it has been implemented in 87 
countries and 20 languages? As such, it is suggested, or rather strongly advised, that 
these types of factors be decided and agreed upon prior to the commencement of 
the project itself (Fitzgerald, 2019). 

Let’s presume your Chatbot project is complete when you have implemented a pilot 
in three countries. Has the pilot been successful? How do you know? Is success 
defined by a number of cases closed, a customer satisfaction metric, a cost metric, 



 

or what factor? Again, to avoid ‘scope drift’, you have to agree these points before 
running the project (Fitzgerald, 2019). 

2. Interpreting data 

The correct interpretation of structured and unstructured customer data is the 
second of the two core customer experience skills (Fitzgerald, 2019). Within that 
broad area, the most important knowledge areas are statistics and at least some 
basics of Natural Language Processing. 

Fitzgerald (2019) suggests that statistics do not belong in any executive-level 
presentation as one should avoid presenting things like confidence intervals. If you 
happen to get someone who loves statistics in your audience, everyone else will go 
to sleep while you answer his or her questions. You should simply invite anyone who 
wants the technical details to see you after the presentation. 

However, you still need to be confident that the numerical part of your work has 
been done competently. Any basic statistics course should suffice (Fitzgerald, 
2019). 

3. Interpreting unstructured data too 

If you use the Net Promoter System, and indeed most other customer feedback 
systems, you will be sure to collect a lot of unstructured data too which means the 
text answers to the open questions you ask, such as “What could we do better?” 
(Fitzgerald, 2019). Software to analyse lots of text in lots of language is constantly 
undergoing development and advancements.  

The most common defect is the requirement for lots of human intervention, mainly to 
‘tag’ answers, assigning them to an existing list of categories (Fitzgerald, 2019). As 
soon as more than one person is doing the work, the results are inconsistent at best, 
incomprehensible at worst. The second-most common defect is that a lot of the 
software returns single-word categories (Fitzgerald, 2019). Oftentimes, even if a 
machine is able to ‘code’ or categorise the data, there still needs to be human 
intervention, whereby a person will perform a quality control operation in order to 
check that the machine has assigned the data to the correct category.  

For example, the most common word found in a survey about a restaurant might be 
‘food’. But what about the food? Was it good or bad? Who knows? Great Natural 
Language Processing software groups unstructured data into themes; multi-word 
concepts, each of which groups answers that may use different words that have 
similar meanings (Fitzgerald, 2019). 



 

4. Presentation skills 

The final skill the CX professional must possess is the ability to present compellingly. 
While a formal course on such skills is suggested, it is often not enough- one has to be 
a storyteller (Fitzgerald, 2019). 

 

CX Management (CXM) The Best Practice Capabilities of CX Leaders 
(Hinshaw, 2019) 

● Experience Strategy: Aligned to your brand and business strategies, your 
experience strategy provides the “north star” for you to deliver on the 
expectations set by your brand 

● Customer Understanding: Deep insight into customer wants, needs, and 
perceptions provides the foundation for design and delivery of 
experiences that meet expectations 

● Experience Design + Innovation: This capability allows you to design 
products, services and experiences that meet customer needs and 
differentiate your business 

● Governance: Despite its tedious overtone, governance is critical to 
effectively prioritize investments, guide delivery and hold the business 
accountable for improving the end-to-end experience 

● Culture: A customer-centred culture helps align the behaviour of your 
people, and the meaning they attach to those behaviours (e.g. rewards, 
social cues), around the customer 

● Measurement: Gauging the CX metrics that drive business results is critical 
to understanding experience delivery and its impact on business 
performance 

● Technology: Comprehensive tools that enable your organization to 
understand and distribute knowledge of your customers, and to deliver 
and support customer experience 

● Processes: The systems your organization develops and enables that 
support the design, delivery and management of customer knowledge, 
data and experiences 

 

Conclusion 
In conclusion, in order to not only implement, but also improve customer experience, 
one must move from just touchpoints to the entire journey. 



 

Customer journeys consist of a progression of touchpoints that together add up to 
the experience customers get when they interact with companies. Seeing the world 
as their customers do, helps leading companies better organise and mobilise their 
employees around customer needs. 

Furthermore, designing the customer experience requires re-shaping interactions into 
different sequences and, though the effort may start small, soon entails digitising 
processes, reorienting company cultures, and nimbly refining new approaches in the 
field. 

Finally, rewiring a company to provide leading customer experiences is a journey in 
itself, often taking a few years and requiring high engagement from company 
leaders and frontline workers alike.  
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