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CONTROLLING CHANGE
Charting a Course for Successful Strategy Activation in 2021

PEOPLE ENGAGEMENT1 3STRATEGY EXECUTION 2 CUSTOMER EXPERIENCE

Assessment
1.	 Do your senior leaders consistently tear down 

silos and involve one another in decisions that 
impact the customer?  

2.	 Do you collect customer feedback through  
a centralized system?  

3.	 Do leaders know what matters most to your 
customer?  

4.	 Does your organization have a CX strategy  
or North Star? 

5.	 Has your organization engaged in customer and 
employee journey mapping and communicated 
these journeys across the organization? 

6.	 Does your organization regularly test and learn 
new concepts, products, or services?   

7.	 Does your organization have a formal system 
in place to gather associate feedback and best 
practices?  

8.	 Do you ever act on or scale employee 
suggestions to improve the customer 
experience?  

Scoring
Review your answers and tally the score. Award yourself points 

based on the following:

YES = 2 points  |  SOMETIMES/MAYBE = 1 point   |  NO = 0 points

Add up your score to determine your CX Maturity level, then read 

the corresponding tips.

9.	 Do most managers know what to do with 
customer data?   

10.	 Do most managers know what matters most 
to customers?   

11.	 Do most managers share CX data with 
frontline employees daily? 

12.	 Do managers know how to coach their 
teams to deliver on customer feedback?  

13.	 Does your organization have a recognition 
program that supports your customer 
experience strategy? 

14.	 Do you have systems or processes in place 
to get real-time updates on products or 
policies to your front line?  

15.	 Does your senior leadership team buy in  
to the business case behind investing in  
EX and CX? 
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How do I know my company is here?
•	 We don’t have a centralized or coordinated way to gather feedback.

•	 We don’t have a central team dedicated to CX.

•	 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.

•	 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 I 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.

	» Invest in 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 an ideal 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.

IMMATURE
CUSTOMER EXPERIENCE MATURITY
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SOMEWHAT MATURE
CUSTOMER EXPERIENCE MATURITY

How do I know my company is here?
•	 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  
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.

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

•	 Managers are constantly putting out fires rather than proactively using data to improve  
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.

Where do I start?
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

	» Identify 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

	» Great ideas 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.  
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MATURE
CUSTOMER EXPERIENCE MATURITY

How do I know my company is here?
•	 We are looking to be an industry leader/first to change.

•	 We have data and know what matters most to customers and employees.

•	 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  
the EX and CX.

•	 Managers have easy access and know how to use data to improve the customer experience.

•	 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 I start?
First, ensure you’ve implemented the tactics from the Immature and Somewhat Mature 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. 



5

Customer Experience Maturity
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Discussion 
Questions

What is causing  
this current  

state?

What is the impact  
of this current state 

on the employee 
experience?

What is the impact  
of this current state 

on the customer 
experience?

What could be stopping 
this company from making 
progress? What is holding  

them back?

What does this  
company need  

to focus on?
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Customer Experience Maturity
Comments From Your Session
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