CONTROLLING CHANGE

Charting a Course for Successful Strategy Activation in 2021

1 STRATEGY EXECUTION 2 CUSTOMER EXPERIENCE 3 PEOPLE ENGAGEMENT

Assessment

o Assessment

1. Doyoursenior leaders consistently tear down 9. Do most managers know what to do with CX Maturity:
silos and involve one another in decisions that customer data? IMMATURE
impact the customer? @ves @ someTiMEs/MAYBE @ No

@®ves @ somemimEs/MAYBE @ No
10. Do most managers know what matters most

2. Doyou collect customer feedback through to customers?
a centralized system? @ es @ somemiMEs/MAYBE @ No I\Cn);!\rﬂﬁgjgty:
@®ves @ someTiMEs/MAYBE @ No
11. Do most managers share CX data with e Maturity Visual
3. Doleaders know what matters most to your frontline employees daily?
customer? @ es @ someTimes/mavee @ No

@ves @ somemimEs/MAYBE @ No
12. Do managers know how to coach their

4. Doesyour organization have a CX strategy teams to deliver on customer feedback?

or North Star? @ves @ someTivEs/MAYBE @ No

@®ves @ someTimes/MAYBE @ No
13. Does your organization have a recognition

5. Hasyour organization engaged in customer and program that supports your customer
employee journey mapping and communicated experience strategy?
these journeys across the organization? @ es @ somenmesmavee @ No

@®ves @ someTiMEs/MAYBE @ No
14. Do you have systems or processes in place

6. Does your organization regularly test and learn to get real-time updates on products or
new concepts, products, or services? policies to your front line?
@®ves @ someTiMEs/MAYBE @ No @®ves @ someTiMEs/MAYBE @ No

7. Doesyour organization have a formal system 15. Does your senior leadership team buy in
in place to gather associate feedback and best to the business case behind investing in
practices? EX and CX?
@ves @ someTimEs/MAYBE @ No @®ves @ someTimEs/MAYBE @ No

8. Doyou ever act onor scale employee
suggestions to improve the customer
experience?

® ves @ someTiMES/MAYBE @ No

Scoring 0-9 IMMATURE

TOTAL POINTS
Review your answers and tally the score. Award yourself points

based on the following:

YES = 2 points | | NO =0 points
Add up your sco're t(? determine your CX Maturity level, then read 25-30 MATURE
the corresponding tips. TOTALPOINTS




IMMATURE

CUSTOMER EXPERIENCE MATURITY

How do | know my company is here?

- We don’t have a centralized or coordinated way to gather feedback. o fesessment
. ’ i CX Maturity:
We don’t have a central team dedicated to CX. IMMATURE

- We don't do customer or employee journey mapping (or it is limited).
- We don't test and learn with customers.

+ Our senior leaders work in silos and do not collectively own the CX experience.

CX Maturity:
MATURE

e Maturity Visual

+ Our managers don’t have access to real-time CX data outside of social media.

+ Our managers don’t empower employees to do what’s right for customers.

+ Our employees don’t know what matters most in the customer journey.

+ Our employees don’t know the levers to pull to create and sustain customer loyalty.

Where do | start?

- Have a conversation - and then keep having them!

» Make the business case, ensuring leaders see the value of strong customer and employee experience using
data and real stories from your people.

» Highlight the examples where silos have negatively affected the customer experience. Consider the places
where the messages from marketing, HR, operations, and finance were disconnected or in conflict.

» Ensure customers, front-line employees, and managers have a literal or figurative seat at the strategy table.
- Give people a voice

» Invest in a Voice of Customer system. It should include a centralized means to collect and analyze customer
data, which will help you to uncover what matters to your most loyal and profitable customers. Share what you
learn with all levels of the organization.

» Investin a Voice of Employee system. You can’t deliver a great customer experience without knowing what
motivates and engages your employees who will deliver that experience.

- Define a North Star

» Align on anideal customer experience vision that includes each step of the entire journey and aligns with your
brand and your purpose.

» Check every decision against this North Star. If the decision doesn’t serve your purpose and brand, reconsider.
- Develop managers to be Chief Activation Officers

» Adjust existing leadership development training to ensure managers know their role in engaging and motivating
employees to deliver “above and beyond” service to customers and clients.

» Shout results from the rooftops.
» Recognize behaviors from managers who engage employees and from employees who engage customers.

» Link those observable behaviors to the impact they have on CX metrics.




CUSTOMER EXPERIENCE MATURITY

o Assessment

+ We have centralized CX data but don’t do much with it.

+ We've mapped the customer journey, but we haven’t articulated what matters most Fﬁ&ﬂ:{-ﬁgé
to our customers at each step.

+ Only one department owns CX metrics on their scorecard.

- We are slow to innovate because we search for perfect before testing with customers. CX Maturity:

- Managers don’t know how to interpret and act on customer feedback. MATURE

- Managers are constantly putting out fires rather than proactively using data to improve e Maturity Visual

the experience.
+ Employees see CX data but aren’t sure how they make an impact.

+ Employees share ideas for improvement but not in a regular or consistent manner.

First, ensure you've implemented the tactics from the Immature stage, then:
- Focus on what matters most
» Map where your customer and employee journeys intersect to identify friction points.

» Analyze your customer data and identify the moments that matter most to customers and employees alike.
For example, what moments are statistically proven to make a customer a promoter?

- Embed the culture enablers

» ldentify and scale behavior success routines for customer-facing employees who deliver on the moments that
matter most.

» Create and scale leadership success routines for managers to build a culture of empowered, engaged, and
customer-centric employees.

+ Build business acumen

» Teach managers how to slice and interpret customer data, focusing on the moments that matter to customers
and employees.

+ Crowdsource ideas
» Greatideas come from all levels of the organization. Create channels for ideas from the front line to be heard.

» Instill in mangers that part of driving a great customer experience is creating an open environment in which
employees feel empowered to make decisions on behalf of the customer.

» Be clear in your guidelines and guardrails, giving employees space to innovate within those lines to create
memorable moments for customers.




MATURE

CUSTOMER EXPERIENCE MATURITY

How do | know my company is here?

. . . o Assessment

- We are looking to be an industry leader/first to change.
CX Maturity:
- We have data and know what matters most to customers and employees. |MMATUR)|§

+ We use data to guide many of our CX decisions (though we could still move faster.)

+ We acknowledge the need to test and rapidly iterate with customers.

+ Senior leaders own the whole before their piece, and they prioritize investment to improve CX Maturity:
the EX and CX. MATURE
- Managers have easy access and know how to use data to improve the customer experience. e Maturity Visual

- Managers monitor the data daily and share it often with employees.
- Managers actively seek out ideas from frontline employees and pass them to leaders.
- Employees are well-versed in the data and know how they drive change.

+ Employees are curious about customers and continually look for ideas to improve the CX
and share those with managers and leaders.

Where do | start?

First, ensure you've implemented the tactics from the Immature and stages, then:
« Amp up the agility

» Establish an expectation with associated metrics for teams to work collaboratively and quickly to test and
iterate on new customer experience concepts.

» Create MVP “guardrails” to align on what fidelity is OK to test with customers. This frees up your team to test
and learn, rather than get mired in perfecting a single concept at a time.

+ Invest in two-way communication
» Establish multi-channel communication in your organization to ensure everyone is up to speed.

» Share up-to-the minute changes with your front line and solicit their best practices and lessons learned in real
time.

- Get creative

» Develop user-centered design mindsets and practices across the organization. Host workshops and create
training to help everyone in your organization prototype, iterate, and ultimately move with more agility.




Customer Experience Maturity Py
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Customer Experience Maturity

Comments From Your Session

WHAT HOLDS YOUR ORGANIZATION BACK?

g Caught up in day to day instead of thinking
T towards the futune and estabishing vision
1 w
oz COVID impact on statfing levels (neathcans

€

WHAT DO YOU SEE IN THE VISUAL? oy
My friend says too many other prifities

Tha groups have different names: Leaders on one g
sice, Chief Agility Oficer an the other, ¢lc. Fear holds organizations back.

Leaders shackled to the "0ld School” ball and chain It takes work 1o be mature

Chans versus structusa/alignmant Lack of vislon

In iImmature, the team mambers are working hard but
wndure if what they are dong is working

There can be a great deal of chacs n a CX program i
give the SCope ACross company ',:;'

I got what I need, Y}
but it's time
to shop around.

Tranaition fram uritructured to fanmalized.

Poor disengaged person on & mountan. alone
Disangaged
The "i'm 100% customer firsti” employee and the fire

eactifggusher,

Conflicting priorities.
The path gets More direct 35 You Mo to matunity:

Starting from the left, the desire 1o be strong in CX
but nat knowing where 1o Start, Moving right
prioritizeng £X changes. making changes. Further
right, datenmining effectiveness and continuing to
imgrove, ", don't kmow

by i1 Ik e OX B e her how to connect!
Visuaily it hg Mot CX Beings all the efforts togerl /|
in the sama direction Managers

Intenticnaity to address CX.

Flood of feedback on the immatune side is masg
organized in ather segments

Flood of
What stands out i5 how the intermal experence has Feedback
Sueh & powerful IMEact on th external cuttomar
CEOATICE.

Horw critical thae ervplopies are 1o impacting
imoroving the guest experence.

Progression of teamwork: ¢mployes engagamsnt
fi5685 A5 Customer engagement and satstaction/
mission Lo Customer is emehagized.

Leaders

Mountain of data

I8 likely & comoles jourmey TO Make IMprovment and
avantually achieving goalls). Many méving parts.

Somewhat mature — they are consistent. Nat
amazng but it works. | think so many business
owners this year have shifted o task versus strategic
maentality and have paid in terms of Promoters,
Feferrals, and Lovalty.

Maytee not getting the results they want? Employves
frustration

Leadership lkely supports, but a1l 3 comoonents are
et refined yit and mcution varies

Lack of clear vision,

Trust and communication

Icentify what matters most

WHAT DOES THIS FICTITIOUS identify where the gags are- in the

Eweryone is paying attention to sormething different GREANIZATION NEED TO BO 2
TO MOVE TO MATURE? musura:gacmanw feauback and taking
Understand WHY they are thers to do action team.
what thev'ra daing.

Come together and ratly around @
Gat clarity around reality and changes Sammon missian (get Root's helo)
that need to be made and come togethar
a5 & cohesive group 1o put change in
SCuon

Rewvent themsehes if they are not
offering what CUSToMErs now wart

Lack of vision and willingness 1o be urcomianable
& challenge long-held narrns

Employess think they know what custonmers want
batter than the customars.

rah )
Customers

Most things needing to b reviewed and approved
oy @ few people.

Dpen listening

N,
I love this company!
I'm curious about
new things that
others are
offering.

—

They are consistent.
Mot amazing, but it works.

Is there a
comelation
1 between
2 “recognition,

Let the end experience of customers drive changes
and aligrant 1o internal processes and goals.

Determing how you are going to capture the current
state of the custemes experionco? Prioritize what is

the most impactful change to make to get the mast
Beng for your buck _continu the oo

Integrate thi CX information Better inta the
employes SUpeort - wse the information better,
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Chief
Customer
Advocates

How ﬂ:.uoeh ~
to Improvise? Chief
Activation

Champions

Candid dcussion and clarty around thi mission and what
empiloyees might be asked to do withn or cutside of traditional
roles. Priontize and cuecute.

Rdentify the mest impartant pricrities and make wre you are
warking through each with gveryone and befors moving on.
Siart by oeveloping a coherent strategy about the EX and CX
thay'ra after and how that dRves amployes and customer valus

Tie metrics to performance review.

IMPACT ON EMPLOYEE EXPERIENCE
Lack of uniformity and consistency.
Lack of clanity in goal is frustrating

Employen begin to doubit whether we really care
about the customer.

Hat rallying around commen mission
Frustration.

Ingfficiencios, redundansics in wark.

Confusion and frustration.

Inedficmncies.

Harmster wheel 08 disengagement  Two extremos.
Frustation and can become disengaged

I5 it @ mgtric or & migsion?

TUrnOwer iNCrasces.

Peophe check out and revert back to the things
they are most comforabie doing (away from the
enangel.

Can become disengaged which can then impact
thee CX.

Thee row boat in the river is @oing everywhere
bocause all employees are rowing in a diferent
direction evary dayl That sucks the funout of a
ok pretty quickdy.

Fesing the organzaiton is not allowng them to be
empowered to make changes Uiy theey think are
needad

Desire with no focus laads to frustration,

When employess finally understand it snd ses haw
1o do it. it creates purpose and empowermeant,

IMPACT ON CUSTOMER EXPERIENCE

‘Question wiy they should remain loyal to your
organization

Vialue for mangy.

Thuiry €81 Biek U & uf SLress.

Custormer is probably feehng friction {as service
detrery is most likely not seemiless); may be prone
bor leave yons

A gsconnecied expenence, potentially multipie
touchpoints, lack of consistency.

Customers may nat like being asked what they
wart ared thin rol sewing immediate changes.

Fearful and rudderiess.

Customers want 1o consume from Dusnesses that
take Carg of their ermployess - and they know

§ 557 when it's happenng and when it is not

Whan customens resch cut, Uy dont know what
they'ne Goirg to get

Unclear arsund prand/guality/consistancy:
Customens want you to gat f right congistentiyl

N
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