
 

ARE YOU WINNING THE CX RACE? 
 
With all the research and articles surrounding Customer Experience (CX), we can see 
that it has become a rather popular business strategy which many organisations 
have begun to adopt to better their overall customer experience. 
  
Since we know that customer experience entails all interactions, expectations, and 
emotions that a customer has during their entire journey with the company, asking 
ourselves where we are in terms of our CX maturity is the logical next step. This refers 
to the extent to which the organisation routinely performs and adheres to the best 
practices of Customer Experience Management (CXM) required to not only 
understand, but also track and improve CX in a disciplined manner (Batroff, 2016).  
Forward thinking organisations know that the best path to success rests with putting 
the customer at the heart of their enterprise. Establishing a solid CX foundation has 
the power to deliver a differentiated experience in a marketplace where 
commoditisation has become the norm. However, successful CX management that 
delivers real business value, remains a challenge. According to Forrester Research, 
most organisations still do not perform key CX activities with discipline. The report 
(Forrester, 2018) goes on to explain that the result of this is that: “organisations distort 
their understandings of customers and the quality of the experience, allocate 
resources improperly, design and implement experiences haphazardly, and fail to 
build customer-focused cultures”. How much of this is true of your organisation? 
 
With more and more organisations adopting a CX culture, organisations there is a 
quick realisation that they cannot become customer-centric overnight. Furthermore, 
you cannot decide where you are going if you do not take a moment to analyse 
where you are. Therefore, assessing your organisation’s CX Maturity is a crucial part 
of delivering great CX consistently over time. “We are what we repeatedly do. 
Excellence, therefore, is not an act but a habit.” – Aristotle 
 
Forrester (2016), offers a CXM maturity framework which defines the CX practices 
which all organisations need to master- the framework was initially published in 2011 
and has since been updated- we will consider the updated (2016) framework in this 
paper. Furthermore, Temkin Group’s (2017) research suggests that there are six (6) 
stages of CX Maturity through which an organisation evolves gradually before 
becoming truly customer centric- we will look at these stages further.  
 
Strategy and Prioritisation 
 
We now know that having a clearly defined and documented CX strategy is 
beneficial to organisations, in that it ensures that the desired CX outcomes are 
known and agreed upon and that CX efforts can then be coordinated, tracked and 
measured. It further assists with organisation-wide alignment, acting as a reference 
for all employees to understand the role they play in delivering on CX objectives. For 



 
CX Practitioners seeking guidance around defining their CX strategy, Forrester 
Research (2018) advises that a CX strategy should consist of six key components that 
provide a deeper level of detail around the what, who and how of the business 
strategy. These six components are: Vision, Customer, Gaps, Roadmap, 
Accountability and KPIs. Arguably, the most important step in defining the strategy is 
deciding on who the target customer(s) are for the business. Deciding explicitly who 
the organisation will align itself to serving best creates a sharp focus for the 
remaining components of the strategy. 
 
Our approach towards defining the CX strategy follows these steps (IQbusiness & 
Genex Insights, 2019): 
 

• Identify the gap between current and desired customers 
• Define the desired customer personas and their needs 
• Evaluate and understand the current experience being delivered 
• Align and improve the experience to deliver against the needs of the desired 

customer personas 
• Construct the customer experience architecture, considering the people, 

process and digital capability requirements 
• Migrate from current to future state. We suggest doing this in an agile, 

iterative manner to ensure that changes remain aligned to the evolving 
needs of the customer and the realities of a rapidly changing business 
environment. 

 
Once you have designed your CX Strategy, you will need to assess whether or not 
your organisation is winning the CX race. When you are able to offer great CX, you 
have an edge over your competitors, allowing you to climb to the top of the 
industry. So, how do you know if you are winning at CX? 
 
A strong Customer Experience Management strategy is a necessary stepping-stone 
to really understanding where you are in terms of managing your CX.  
 
 A CXM Maturity Framework 
 
As mentioned, Forrester (2016), offers a CXM maturity framework which defines some 
CX practices which all organisations need to master as these have proven essential 
when it comes to measuring your Customer Experience Management Maturity. 
The model suggests 30 best practices which have successfully been organised into 
six (6) competencies without diluting the theory. 
 

Strong CX Management Across Six Competencies (Forrester, 2016): 
 

1. Customer understanding- with all the incredible and unprecedented 
advances in technology, there has been a remarkable change of pace 
when it comes to not only accessing, but also gathering consumer data. We 



 
are now, able to have access to a constant stream of insight into what 
customers are doing, feeling, and even thinking. Organisations are able to 
listen to the voice of their customers to gain an understanding of what their 
true expectations are, and further tap into insights relating to where they- the 
company- stands with regard to delivering their promise and meeting those 
expectations. A US study showed that exploratory research keeps USAA (a 
financial services institute in the United States) on top of how its customers are 
changing. One of their research studies planned to find out how Millennials 
think about cheque accounts while findings showed that few actually had 
them. Millennials instead rely on services like Venmo (a mobile payment 
service owned by PayPal) to meet their banking needs. Deep knowledge 
about members helped USAA retain the top score in all four financial services 
industries in the 2015 US CX Index — banking, credit cards, insurance, and 
investments — and succeeded where others had floundered. For instance, 
realising that this particular group’s interest is captured by fun interactions 
offered by the virtual world, they grabbed Millennials with the colloquial 
game-like user experience (UX) of its Savings Coach App. Thereafter, 
adoption rates topped 50% at launch. Thus, proving that listening to, and 
understanding your customer, thereby adjusting your approach, products, 
and other offering to their needs is key.  

 
2. Prioritisation- As your organisation grows and your brand matures and 

awareness is well established, it may become more difficult to attempt to 
manage every nook and cranny of every single customer interaction. As 
such, prioritisation becomes essential and will allow the organisation to 
concentrate on the parts of CX that are critical to the business. For instance, 
human resources (HR) technology firm Aon focuses CX efforts on its 
self-service portal, in part because 90% of interactions happen on that 
platform. However, high usage isn’t the only reason that the portal gets top 
prioritisation. Good portal experiences satisfy two of the company’s three 
constituencies — end users (the client’s employees) and HR technology 
buyers. Users receive the services they need, while buyers rest easy knowing 
that benefits issues aren’t distracting employees. Within the portal, Aon zeros 
in on seven major life events, like having a child. Though infrequent, Aon 
knows that CX for these events must go well as they can change the 
employee/employer relationship forever. As for everything else, the CX team 
put processes in place to “limit the damage that someone can do to the rest 
of the experience.”  

 
3. Design- simply having a vision for the company may be enough to get the 

ball rolling, but simply falls short when it comes to really becoming a giant 
within your industry and contending with other large corporations. As such, 
translating the company’s CX vision into detailed blueprints that describe 
what employees need to do to deliver the right experience to customers 
every time is where the value lies.  An example of translating one’s vision to a 



 
blueprint is, Marriott- the owner of Residence Inn and Courtyard, which are 
the top scoring hotel brands in Forrester’s Q1 and Q3 2015 US CX Index 
benchmarks, respectively. Marriott uses human-centred designs to expand 
high-level concepts like “lively social spaces” into CX blueprints that 
employees and partners can actually execute- making the abstract 
‘concept of their vision, somewhat tangible and achievable. Designers 
ground their work in primary research, like the 300-guest diary study that 
digital teams used to figure out which “mobile moments” to include in an app 
re-design. The Marriott Innovation Lab gives employees a place to prototype 
and test new experiences, and Marriott aims to continually question the CX 
status quo. So, it partnered with the MIT Mobile Experience Lab to reimagine 
the hotel lobby as a mobile-enabled social hub instead of just a place that 
guests pass through to get to their room.  

 
4. Delivery- Brands may be considered as abstract constructs of our beliefs and 

experiences about them- that is what we have heard and encounters with a 
brand in previous instances (Havasi, 2016). A brand is the internalisation of all 
the marketing’s implicit and explicit promises which create a particular 
expectation of an experience that we anticipate the next time we meet the 
brand (Havasi, 2016). Once we come into contact, we are able to compare 
the expectation to the reality, thus defining whether or not the brand has 
delivered on its promises- either confirming, exceeding, or conflicting the 
created expectation. If brand delivery is not aligned with what you have 
promised your customer, you face the danger of disconnection with the 
brand, sending your customer in search of an alternate provider (Stothert, 
2011). Delivery allows the organisation to manage day-to-day operations so 
that customer experiences match what designers intended and drive 
business results. Helmuth von Moltke, a famous 19th century Prussian army field 
marshal, observed that “no battle plan survives first contact with the enemy.” 
As the same is so often true with CX designs, mature organisations make sure 
that customers experience what designers intend for them to see. That’s why 
Travelodge created one-page guides that explain the “right” way to do 
things like cook breakfast or clean a room. Each guide uses simple drawings, 
which it patterns after directions for assembling Ikea furniture, to explain the 
process. According to Andrew Archibald, director of CX, “Anyone can pick it 
up, even if they’ve never worked here before, and follow most of the 
documentation.” Regular guest feedback reports tell managers how well 
they’re hitting the mark. If data signals a failure to deliver CX as it’s designed, 
hotel employees own the issue. But if guests complain even when staff 
executed well, the problem lies in the design, which the centralised CX team 
takes ownership for fixing. 

 
5. Measurement- Quantifying the overall level of CX quality as customers 

perceive it, by the degree that experiences have the characteristics that the 
company intended (e.g., ease, caring), and by the impact that CX has on 



 
related business performance. Customer perception metrics are the 
cornerstone of mature brands’ CX measurement programs. Customer 
satisfaction is a key factor which needs to be tracked when monitoring the 
health of your brand as, no satisfaction = no retention = plummeting profits. 
Customer satisfaction can be defined as a measurement that determines 
how happy a consumer is with the company’s products, services, and 
capabilities (ASQ, 2019). Customer satisfaction information can be acquired 
by means of customer satisfaction surveys, net promoter scores, and social 
monitoring, to name a few. This can further assist the organisation in improving 
their products and services, which will further impact customer satisfaction 
ratings.  Measuring these customer satisfaction scores may vary from business 
to business. While some base their measurements on retention and returning 
customers, others may create a numerical value based on data and 
customer feedback (Patel, 2019). In actively working to increase your 
customer satisfaction, you are more likely to see an increase in revenue. For 
example, in 2012, CIBC (Canadian Imperial Bank of Commerce) chose Net 
Promoter Score (NPS) as its high-level CX metric for all client-facing areas of 
the bank, including branches, contact centres, and other teams like fraud 
and collection. Continuously monitoring these scores lets CIBC leaders know 
that their CX efforts are working — NPS is up 5 to 10 points or more in every 
area that adopted it. BMO Bank of Montreal, a CIBC competitor, also uses 
NPS as its main CX metric. BMO leaders recently added four new CX metrics 
to the mix to measure each pillar of the bank’s CX vision. For example, the 
ideal BMO CX calls for employees to proactively reach out to customers with 
relevant offers, like a cheque account that’s a better fit for their needs or a 
mortgage refinance with a lower interest rate.  Tracking customer data allows 
the organisation to better understand what they are doing right, as well as 
what they can improve upon. 

 
6. Culture- In mature organisations, employees manage CX because it’s the 

right thing to do, not just because their boss tells them to do so. 
Customer-centric behaviours are ingrained into culture alongside traits like 
empathy, trust, fairness, and cooperation. Culture is a critical enabler of 
customer-centricity. 50% of the survey responses (IQ Business, 2019) indicate 
that whilst there is the intent to “...make it a priority to recruit people who are 
likely to put the needs of the customers first”, this does not seem to translate 
into ongoing reinforcing actions since 60% of respondents noted they do not 
“...use informal rewards and celebrations to highlight exemplary customer 
centric behaviour” nor do they “...share stories of good customer experiences 
with employees”. Even more insightful, is that 60% said that they do 
NOT“…know exactly what they have to do to make sure that our customers 
get the best product/service possible”. From the above, there is an intent to 
recruit those who will put the needs of the customer first, however those who 
are employed are not being rewarded or showcased for doing so. Therefore, 
over time these employees might become discouraged from continuing with 



 
these customer-focused behaviours as they do not see any benefit/reward 
for doing so. As a result, organisations are finding it a challenge to build a 
customer first culture. For example, HubSpot’s “culture code” aligns job 
applicants and employees around core beliefs like, “Solve for the customer — 
not just their happiness, but their success,” and, “You shouldn’t penalise the 
many for the mistakes of the few”. A newly appointed vice president of 
culture and experience makes sure that the code doesn’t fade into obscurity 
as the company grows but keeps driving who and how HubSpot hires, how 
people work, and how managers evaluate performance. 

 
The Temkin Group (2017) Addresses 6 Stages that an Organisation goes 
through for achieving CX Maturity: 
 

1. Ignore 
Not every company truly understands the importance of CX. In this first stage 
of maturity, organisations do not view CX as a crucial differentiator, as such 
they ‘ignore’ CX or the need for a CX strategy. 
 

2. Explore 
As executives become more enamoured with the idea of CX, they start to 
investigate how CX can work for them. This second stage of maturity usually 
begins with the company establishing an ad-hoc group who is tasked with 
developing a better understanding that the organisation needs to focus on in 
order to consciously implement and further improve its CX. 
 

3. Mobilise 
Once senior executives are on board with the CX effort, they typically start to 
lead the effort to build a full-time CX team who are committed to designing 
and achieving CX. Organisations in this third stage of maturity are often 
investing in VoC (Voice of Customer) programs, beginning to construct 
customer journey maps which empowers them to not only realise sparkling 
moments, but also address and improve distinct customer pain points. 
 

4. Operationalise 
With a CX team and cross-functional governance in place, organisations 
begin to redesign many of their operational processes using customer insights 
gained from VoC platforms and other customer interactions. In this stage of 
CX maturity, organisations actively use CX metrics to measure their progress 
raising customer loyalty, and they invest in engaging the entire workforce in 
CX- the culture within the organisation shifts, thus becoming more 
customer-centric  
 

5. Align 
As an ongoing focus on CX becomes the norm, organisations need to put 
structures in place to reinforce and sustain these customer-centric behaviours. 

https://temkingroup.com/
https://temkingroup.com/cx-competency-maturity-model/


 
In this advanced stage of CX maturity, organisations embed CX into HR 
processes like hiring, performance management, and incentive systems to 
reinforce good CX behaviours. 
 

6. Embed 
In this final stage of CX maturity, organisations have integrated CX into 
everyday decisions and practices. These organisations are capable of 
delivering great CX because they have articulated and fulfilled their brand 
promises to customers and have clearly expressed their organizational 
purpose to both employees and customers. 

 
 
Conclusion 
 
A focus on formalising CX strategy is essential as it sets the foundation for all CX 
efforts and provides clarity on the manner in which the organisation will achieve its 
CX vision enabling a more focused and deliberate approach to CX.  
 
Developing insights around your customer is a critical precursor to any customer 
experience design efforts. Organisations report Net Promoter Score (NPS) as the most 
utilised metric, followed by Customer Satisfaction (CSAT). Customer Effort Score (CES) 
is becoming increasingly popular both in South Africa and globally.  
 
While collecting data and insights and using them to inform the customer 
experience seems to be happening, the questions organisations need to focus on 
are, “how are they being used?” and, “are they being used meaningfully to further 
the CX strategy?” 
 
As organisations evolve and go through the stages of achieving CX maturity, their 
CX competencies and practices evolve as well. Furthermore, when CX strategies are 
well designed and implemented, the cultures within the organisation are groomed 
and also transform until it reaches a point of customer-centricity, thus offering great 
CX, putting your organisation at the frontline of the industry, allowing you to ‘Win at 
CX’.  
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