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Why Great Isn’t Good Enough
Follow along one financial services firm’s journey from a great to an 
exceptional customer experience to stay ahead of the competition, 

deepen customer loyalty, and increase profitability.
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What do Zappos, Amazon.com and Apple have in common? Each is 
set apart as a truly exceptional customer experience organization. 
Executives of all kinds know their names, shop their stores, and want 
to emulate them. Companies in every industry are clamoring to learn 
from the best and reproduce the quality of their customer experiences. 

Superior customer experience used to be a differentiator. But 
success breeds competition. Others are catching on. So how can a 
company that already stands out in delivering customer experience 
excellence stay ahead of the competition? Sometimes it’s just a 
question of looking in the mirror.

Customer experience excellence is a continuous endeavor, always 
evolving. And instead of resting on today’s laurels, a truly customer-
focused firm keeps its sights set on tomorrow—searching for ways 
to improve the customer experience and leave competitors by the 
wayside —adding higher financial returns in the process.

Peppers & Rogers Group recently worked with such a company; 
one that wanted to take its superior customer service to the next level. 
Its experience creating a long-term customer experience roadmap 
illustrates that regardless of the level of customer satisfaction and 
loyalty, there is always opportunity to do more for customers. Even 
when you’re at the top of your game, there’s no ceiling or finish line 
when it comes to customer centricity. Long-term strategy is critical to 
maintaining your place at the top.

Why Great Isn’t Good Enough
Follow along one financial services firm’s journey from a great to an exceptional customer experience 
to stay ahead of the competition, deepen customer loyalty, and increase profitability.
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At a Glance

•  Details of one financial services company’s long-term customer experience 

strategy development

• Benefits of an integrated strategy centered on the customer experience

•  Best practice advice to help propel companies into the upper echelon of 

customer experience success
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From a Great Customer Experience 
to an Exceptional One
A customer-centric business is one that is poised for success over the long term. Building a 

culture to act in customers’ best interests is a smart strategy for companies that can manage 

it successfully. Such a strategy is often proposed for businesses looking to transform their 

operations to ensure long-term health.

So what does a company do when it already has a strong customer-centric business model? 

Peppers & Rogers Group, along with our partners in TeleTech and eLoyalty, recently helped 

one such business on its mission to stay ahead of the competition when it comes to cus-

tomer strategy. The firm enjoys top marks for customer satisfaction, retention, loyalty, and 

Net Promoter Score, both inside and outside of its industry. Maintaining customer experience 

superiority requires a commitment to constantly evolve and adapt to customer needs.

When an organization already has a well-managed customer experience strategy and pro-

gram, it can be a great platform on which to build. This was the situation faced recently by a 

U.S. financial services company. The company, which offers consumer banking, insurance, 

and investment services, is already a strong customer-centric business. Employees and oper-

ations at every level of the company are aligned around the customer. It has a solid reputation 

for putting customers first, with numerous awards and accolades to back up its assertion. 

Even with its strong market position, however, resting on its laurels was not an option. The 

company wanted to stay ahead of the competition by creating a long-term customer experi-

ence roadmap.

Starting from the top
The company already had a strong foundation on which to grow. That is not always the case. 

No matter how advanced a company’s customer focus, we at Peppers & Rogers Group believe 

there are a few key elements that all companies can build on to propel themselves into the 

upper echelon of customer experience success:

Leverage customer insight. Building an exceptional customer experience starts with know-

ing the customer. This means that not only should a company collect relevant and important 

information about its customers, but it should also regularly use these insights in all areas of 

the organization to inform all customer interactions. Many companies have the technology 

to track behavioral and demographic information about their customers, but not all leverage 

this information effectively. Understanding customer preferences, needs, and behaviors, then 

using this information to inform all decisions and customer interactions is the first step to 

improving customer experience. It should be the basis of any customer experience strategy.

Start, then continue the conversation. A big advantage of tracking and leveraging customer 

insights is the ability to develop an uninterrupted experience for customers across all chan-

nels. A major factor that determines whether a customer has a good or bad experience is the 

efficiency with which an interaction is handled.

Like on a job interview or a date, the customer’s first impression of you is very important. A 

strategic and aligned on-boarding program starts a conversation and welcomes the customer 

into the community. Once there, a cross-channel strategy is key.

Today, customers do not just call the contact center for every need or query. They use a 

wide array of channel options—from mobile to web chat to IVR self service. In many cases, a 

customer may use more than one of these channels to start, complete, and inquire about any 

Regardless of your firm’s 

level of customer satis-

faction and loyalty, there 

is always opportunity to 

do more for customers 

and differentiate yourself 

from the competition.
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transaction or issue. This requires companies to be able to track the customer’s information 

and behavior so the conversation can be picked up where the customer left off in any other 

channel, essentially “continuing the conversation.”

As we consumers know, it is extremely frustrating to have to repeat information. This makes 

for a very poor customer experience, but can be overcome by improving data through all 

channels to form a seamless conversation and flow of information.

Enhance customer-centric culture. The corporate culture that is created and fostered in an 

organization is a crucial piece of the puzzle when optimizing the  

customer experience. The internal culture of an organization will 

set the tone for what is important and form a truly great customer 

experience. A company should ensure that all employees are aware 

of the importance of being customer minded and focused on this 

important goal.

Creating aware employees who understand the objective of 

providing the best experience for a customer is a critical step for 

delivering an exceptional customer experience. This is especially 

true of front-line employees that are in contact with the customer 

every day and essentially represent the brand and company. 

Leaders at customer-facing functions should focus on cultivating 

a culture in which employees recognize the importance of provid-

ing the best possible customer experience at every single customer 

interaction.

Ways to influence a customer-focused culture vary from business to business. Some 

common concepts include consistent messaging from senior management, backed up by 

recognition and rewards for employees who reflect the vision, along with informal encour-

agement of behaviors and decisions that put the customer first. Culture must be cultivated 

organically to survive, so customer centricity must be present everywhere, from the hiring 

process to the CEO letter in the annual report and other filings. And words must be back up 

by actions.

Build customer-centric business operations. A company can have a culture that is focused 

on providing the best for its customers’ needs. However, this will not considerably improve 

the customer experience if the internal operations of a business are not customer-focused as 

well. To make the most of a customer-minded culture, a business must change and transform 

its processes, performance assessments, employee reward programs, and even organization 

to reflect the priority of building an exception customer experience.

In addition, if there are messages throughout the organization that encourage a culture of 

customer-centricity but employees are not evaluated or recognized in the same way, it makes 

for a confusing and frustrating employee experience, which directly impacts the customer 

experience.

To ensure consistency with the customer-centric goals and culture, management must not 

measure performance in a product-centric way. Employees should be assessed on their abil-

ity to influence the customer experience and build relationships, not sell products. Likewise, 

performance assessments across the organization must be customer-centric and focused on 

the experience that the organization is striving to provide.

These four factors combine data, culture, operations, and measurement to create a solid 

customer foundation on which to build. In the case of our financial services client, the goal 

was to create a long-term customer experience plan based on its strong customer legacy.

It Takes a (Corporate) Village

Customer strategy simply can’t happen in a 

vacuum. Don Peppers and Martha Rogers, 

Ph.D. write in their book Managing Custo-

mer Relationships: “An enterprisewide 

business strategy for managing customer 

relationship achieves customer-specific 

objectives by taking customer-specific 

actions.” The strategy can’t exist only in 

marketing or the contact center. It needs to 

be consistent across the organization for it 

to be successful.
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The Work: A Five-Year Commitment 
to Improving the Customer Experience
In early 2012, the company enlisted Peppers & Rogers Group and its partners to help build a 

cohesive and integrated five-year roadmap for its contact center. The company had recently 

consolidated multiple contact centers into one to allow it to better coordinate the customer 

experience. Management found that although all contact centers were now under one man-

agement and structure, there were still disconnected pieces. Peppers & Rogers Group worked 

with the company to devise a clear strategy for the integrated contact center that would effec-

tively align the company’s long-term goals and priorities.

The vision is for the company to be seen as a trusted advisor by its customers by under-

standing them, anticipating their needs, and being there for them when they need it most. 

While this particular company had already established a customer-centric culture, it felt that 

changes to the core organization and processes were needed to enable all parts of the organi-

zation to better function in this way.

The strategy project was conducted in four phases. The team started with a review of the 

company’s current contact center operations, followed by a data analysis to find inefficien-

cies and areas for improvement. The project team then developed options for the target state 

model contact center strategy. Finally, a detailed five-year roadmap was created, which pri-

oritized how best to achieve the company’s customer-centric goals. Figure 1 below illustrates 

the current and target state of operations.

The vision is for the 

company to be seen 

as a trusted advisor by 

its customers and be 

there for them when 

they need it most. 

Figure 1: The road to customer experience excellence
The company wanted to integrate the disparate processes currently in place into one cohesive strategy through a 
five-year plan.

Source: Peppers & Rogers Group
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Phase 1: Review
The project kicked off with a review phase in which Peppers & Rogers Group and the client proj-

ect team identified the departments and stakeholders believed to be the most instrumental to the 

contact center function. These groups included:

•  Those responsible for the collection of customer data and understanding the company’s overall 

customer base. The team found that while the company was incredibly rich in its understanding 

of its customer base, there was opportunity to better leverage customer information in the con-

tact center to improve the overall experience.

•  Those responsible for coordination of the different channels within the contact center. The team 

gained knowledge of which channels the organization and contact center wanted to focus on grow-

ing in the future and the role these channels play in forming the customer experience.

•  Contact center representatives. Workshops were held with randomly selected representatives 

from across the various groups within the contact center. They shared their pain points as well as 

their perception of customer pain points.

•  Those responsible for hiring and training. Because the representatives are the heart and soul of any 

contact center, it was important to understand the procedures for acquiring and training talent.

The reviews uncovered the idea for a tiered customer experience system within the contact 

center. The first tier would act as the initial interaction with the customer, providing a high touch 

experience for new customers or existing customers based on life stage or integrated solutions 

offerings. The second tier would manage simple requests from customers, such as establishing 

checking and savings accounts. The final tier would focus on specialized services where rep-

resentatives could deep dive into specific product lines to address complex needs and provide 

guidance for the best solutions. When put together, the model emphasized the groups working 

together to provide the most customized and best service for each customer’s needs.

This model was a critical discovery and would be further circulated and used to detail the 

vision and strategy of the contact center in the later phases.

Phase 2: Analysis
Following the review sessions with stakeholders, the team collected data for analyses to enable 

areas of improvements in the contact center. A two-fold approach was used to conduct the analy-

ses: top down and bottom up. In the top down approach, the team determined questions based on 

previous knowledge of call centers, best practices, and the information gathered from the review 

session. In the bottom up approach, the team identified analyses that could be executed based 

on the data and information available. The analyses yielded opportunities for improvement in a 

number of areas.

Channel usage. While the customer representatives were a heavily used resource by cus-

tomers, the team found a big opportunity to use more digital service channels, especially 

mobile. Because digital channels are less costly than customer representatives, this was a true 

win-win for the company because it will allow it to service customers in the way they prefer 

while increasing efficiency.

Call metrics. The team evaluated the operational KPIs used to measure the calls coming into 

the contact center. These included evaluating the number and type of inbound versus outbound 

calls, call handle metrics including handle time and other relevant performance measurements. 

This evaluation was used to identify the call and transaction types that could shift to self-service 

channels while maintaining customer experience and satisfaction.

Agent performance metrics. Using the provided data, the team found that the contact center had 

The model emphasized 

the groups working 

together to provide the 

most customized and 

best service for each 

customer’s needs.
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higher than average handle times but also higher than average satisfaction with representatives. 

While this revealed an opportunity for improvement, it also exemplified the culture’s focus on pro-

viding the best customer experience possible.

Customer satisfaction data analysis. Customer service data demonstrated that while customers 

were very satisfied with the CSR experience, other channels did not have as much success. Self-

service channels such as the IVR and digital channels had lower scores, which revealed a gap that 

needed to be addressed before implementing further channel strategy.

Cost analysis. The team found that some operational costs were higher than industry averages 

and could be trimmed with strategic direction and careful planning.

Phase 3: Strategy
After review and analysis, the team began to develop the strategy to reach an ideal contact center 

future state that would align to the organization’s core mission and values.

The team gathered input from executives to get a better understanding of strategic priorities sur-

rounding the contact center via a questionnaire. Management was asked to give opinions on topics 

such as segmentation and differentiated treatment of customers, financial goals for the contact 

center, importance of customer satisfaction, and training and development of customer representa-

tives. The results were analyzed for alignment and evaluated against current operations. The team 

found that there were many topics that management was not aligned with yet were part of current 

operations. For example, when we asked stakeholders whether increasing outbound sales should 

be a strategy focus, we received a wide range of answers even though we had already seen that this 

was a growing priority in management agendas. Other topics seemed to have unanimous support 

but were not being applied in the field, including leveraging CSR feedback in decision management 

and contact center initiatives.

These inconsistencies showed a significant gap between what management believed was 

best for the company and what was actually put into practice. Alignment around common 

goals was critically needed.

The team found that the 

contact center had higher 

than average handle 

times but also higher 

than average satisfaction 

with representatives.

Figure 2: Current gap analysis
The team mapped attributes of the contact center’s operations into quadrants based on cross-functional 
alignment and how well the initiatives are incorporated into daily activities. The quadrants help identify 
gaps and prioritize next steps.
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As a result, the team recommended eight potential contact center models that would enable a 

cohesive and integrated contact center strategy. The original list of eight was narrowed down to 

two tiered models:

Model 1: Segment/Event Driven Model. With this model, all activities are informed by cus-

tomer data and segmentation information. It focuses on cross-channel customer data visibility and 

advanced predictive modeling. Because this model is so heavily dependent on customer informa-

tion, it would be necessary to ensure the right information is collected about customers across 

channels, analyzed in the most valuable ways, and properly disseminated to the relevant parties 

around the contact center. It requires a redesign of employee dashboards, self-service modifica-

tions, and further channel integration based on customer segments.

Model 2: Two-Shops Model. This model focuses on a clear separation of “sales” and “service” 

functions in the contact center. It is based on the idea that the requirements of representatives and 

capabilities for each function differ and should be handled in different ways.

The contact center would be organized by separating sales and service, then apply a second layer 

of customer segmentation. One group handles customer lifecycle issues, another handles purely 

sales and outbound lead generation, and a third handles specialized, complex issues.

In the end, after much discussion among the stakeholders, the “Segment/Event Driven Model” 

was selected as the desired target state. Leaders recognized this as being the best representation 

of what the company’s target state should look like for the contact center. The company aims to be 

a fully customer-centric organization and this future state model would ensure that that the contact 

center was organized in a way that would enable it to provide a better experience for customers 

based on their specific needs. Company leaders believed they needed to start from within the orga-

nization and this model allows them to accomplish exactly that.

Overcoming Challenges
When developing a plan of execution, it is important to understand the possible challenges that may occur. Within 

any organization, there are complications and roadblocks that may arise and will need to be addressed.

•  Indecision and resistance to change. Because of the 

nature of such an undertaking, there will often be resis-

tance to change and a fear of making concrete decisions. 

When this problem arises, it is crucial to have an execu-

tive team and program management team in place to 

make decisions on whether a consensus is necessary to 

move forward.

•  Organizational alignment. When designing a long-term 

plan that is fully integrated across groups, aligning all 

the key stakeholders behind the initiatives is a great task. 

This can become a considerable roadblock if not handled 

properly. The best way to tackle this obstacle is to identify 

the executives that will be involved in the planning and 

will have a direct involvement on the initiatives. Involving 

these people from the beginning will allow them to voice 

their opinions from the early stages. Using this method 

ensures that there are no surprises to anyone once the 

roadmap has been established.

•  Building a case for customer experience. Executives do 

not always see the direct impact that customer experi-

ence can have on specific groups within an organization. 

In this case, it is important to explain the direct impact 

an improvement in customer experience can have on an 

individual level. Taking the time to make these cases to 

relevant parties can make a big difference in the timely 

and seamless execution of roadmap items.

•  Cultural change. Embarking on a customer experience 

journey requires an organization to transform its cul-

ture to align around customer centricity. Changing the 

culture starts by gradually changing day-to-day behav-

iors of all employees from executive management to 

the front line. Ideal cultural dimensions should be 

defined and a customized change management pro-

gram should be designed with change tools to address 

identified gaps, such as a communication plan, leader-

ship coaching, and training.
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Phase 4: Roadmap
After the selection of a target state and strategy to align all the groups around the contact 

center, the team created a five-year roadmap to identify the key initiatives needed to reach the 

desired target state.

The first step in building the roadmap was to identify which projects needed to be on the 

five-year plan to achieve the company’s customer-centric vision. The team created nine cate-

gories of initiatives necessary for realizing the strategy. The first and most important initiative 

was segmentation. While the company already had a fairly robust segmentation scheme, 

there were still pieces missing that required reevaluation. Also included were the other eight 

sets of initiatives:

•   Program Oversight: Establish oversight functions such as Project Management and Change 

Management Office

•   Sales and Service: Develop a clear sales and service strategy that would be layered over the 

segmentation foundation in the contact center

•   Prospecting/New Customer: Design and pilot on-boarding and prospecting processes and 

organization in the contact center

•   Channel Strategy: Integrate channels, improve self-service options, and enable technology 

infrastructure

•   Specialized Services: Define what is incorporated in “specialized services” and determine 

relevant requirements

•   Information Management & Analytics: Establish procedures and a sound integrated struc-

ture that allows for the collection, storage, and distribution of relevant information that is 

the basis of the segmentation program

•    Infrastructure: Long-term IT initiatives that would modernize the contact center while pro-

viding support for the strategic initiatives

•   Quick Wins: Activities requiring little investment time and resources were identified and 

placed at the front of the timeline to get the client started on its journey.

Once the initiatives and categories were determined, the team prioritized and sequenced all 

projects on a timeline. This process allowed the roadmap to represent a complete and action-

able view of the next five years for the contact center.

Following the creation of the actual timeline, the team created detailed project plans and 

guidelines for execution of each specific initiative for each of the nine categories. These 

included project owners, KPIs to track and measure, critical success factors, anticipated ben-

efits to the client and its customers, key activities, deliverables, and any possible risks. The 

costs of implementing the work streams over the five-year timeline were also determined with 

the client’s input to allow for proper investment allocation and budgeting among initiatives.

Through the steps outlined above, Peppers & Rogers Group and the client project team 

completed the whole process from vision to strategy to the roadmap. Each step involved 

key stakeholders to ensure that the process moved along without much resistance. The 

final roadmap achieved all the goals set out by the client including connecting disconnected 

strategies within the contact center, enabling the contact center to handle future customer 

growth, and balancing bottom-line growth with relationship-building and an optimized 

customer experience.
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Next Steps
With the roadmap agreed upon, it’s now up to the company 

to take the strategy through to implementation. Peppers & 

Rogers Group, along with its operational and technical part-

ners TeleTech and eLoyalty, continues to assist the company 

in combining strategy with execution.

The goal is to keep the momentum for this newly formed 

vision and strategy going with the right people, resources, 

and tools. Peppers & Rogers Group will help identify 

immediate changes needed to get started including proj-

ect management and change management to ensure 

alignment. And as in most large-scale journeys there are a 

number of quick return efforts that will help fuel momen-

tum and justify budget and further deployment. Some of 

those quick implementations include benchmarking of con-

tact center performance and segmentation.

Continued involvement from senior management in the 

program is also critical. Their job will be to start on the path 

with a clear vision, and ensure the right sequence of work 

to keep the project moving. The importance of leadership 

and ownership of such a program is critical as the project 

moves forward in both the short- and long-term.

Figure 3: Implementation Roadmap
The five-year plan included short- and long-term projects, sequenced in an implementation roadmap.

Source: Peppers & Rogers Group

Competing on Trust Builds a Better 

Customer Experience

Don Peppers and Martha Rogers, Ph.D. write in 

their book, Extreme Trust: Honesty as a Competitive 

Advantage, that extreme trust comes when a com-

pany is proactively trustworthy, or “trustable.”

How do you earn it? It requires good intentions, 

competence, and proactive action. You’ll need to 

act in the genuine best interests of your customers, 

even when they are not paying attention, and you’ll 

need the capabilities to be able to do what you say 

you’re going to do—to execute well and not make 

mistakes. In other words: Do things right. Do the 

right thing. Proactively.

The company discussed in this case study takes 

the idea of trustability to heart. Its culture is one 

based on acting in customers’ best interests, and 

each employee is committed to building trusted 

relationships with and among its community of 

customers.
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Best Practices to Stay on Top
This particular company has a strong customer-focused culture and alignment to maintain 

momentum around its customer experience improvements. Not all companies are so lucky. 

Many companies share common struggles when it comes to customer initiatives.

To avoid focusing on tactics that are disconnected, use up extra cost and resources, and fail 

to improve the customer experience, the following steps should be taken by company leaders to 

form a cohesive and effective strategy that will improve the entire customer experience across 

the organization.

Assess the current strategies and gaps in your customer experience. To create an exceptional cus-

tomer experience, a company must start by understanding its ongoing operations and strategies. 

Similar to the client discussed here, a company might find that there are major gaps and disconnects 

between priorities and goals across the enterprise. Understanding how well the experience is deliv-

ered to customers today will help determine how far the company needs to go tomorrow.

Determine the future vision and align the organization. Management needs to determine the 

vision that they see as their future target state. Start regular strategic dialogue with the appropriate 

leaders and align them behind a vision that stands for what the company would like to achieve.

Determine key elements of the strategy. Customer experience leaders must determine the 

needs of customers and how they align to the company offerings. In addition, what are the 

channels and customers that deliver the most value for the organization, and which activities 

and interactions will be most effective?

Prioritize building on this strategy and vision. One of the most important considerations 

when thinking about building a strategy and five-year timeline is being persistent and consis-

tent in pursuing it. Many times, a company will do the initial work of determining a vision but 

this will not be followed up over the course of the following years. To be successful in reaching 

the target state, it is imperative that leaders make following their identified vision and strategy 

and putting the necessary resources and investment behind this a priority in their agenda.

Strategy Quick Wins

The team outlined a number of quick wins that could be used to build momentum around the larger, long-term 

customer strategy. They include:

•  New customer task force. An optimized acquisition 

task force will be created to oversee the design and 

deployment of integrated strategies for acquiring 

and on-boarding new customers. This aligned, cross-

disciplinary leadership team will allow the company 

to expedite new customer sales efforts quickly and 

efficiently.

•  Educate customers about self-service. During its 

analysis, the team found that many customers were 

not fully aware of the self-service options available 

to them for regular transactions. It recommended the 

development of an education program to improve 

customer awareness and education of self-servicing 

options. Customer interest in self-service channels is 

growing, which represents a win-win situation for the 

company and customer. Higher adoption would help 

lower the cost to serve while maintaining customer 

satisfaction through increasingly preferred channels 

such as mobile.

•  Contact center best practice study. The team recom-

mended a program that would be focused solely on 

best practice research and assessment of the contact 

center and its performance. Evaluating current contact 

center processes and procedures and comparing them 

with industry best practices will reveal areas in which 

the contact center is exceeding industry best practices 

and opportunities where management should focus 

on developing efficiency.
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About Peppers & Rogers Group
Peppers & Rogers Group is a management consulting firm, recognized as the world’s leading 

authority and acknowledged thought leader on customer-based strategies and underlying busi-

ness initiatives. Founded in 1993 by Don Peppers and Martha Rogers, Ph.D., Peppers & Rogers 

Group invented the term 1to1® marketing to illustrate the importance of treating different custom-

ers differently, and transformed the concepts into practical methodologies driving financial results 

for companies.

By combining a global perspective with deep expertise in customer strategy, Peppers & Rogers 

Group helps clients create more successful businesses by building the value of their customer 

base. We construct methodologies through which clients can put the customer at the center of the 

enterprise strategy by designing the customer experience, implementing enabling systems, and 

realigning the organization. These elements not only serve as a guide to developing customer-cen-

tric capabilities, but also as a lens through which to evaluate progress during this transformation.

About Peppers & Rogers Group’s Financial Services Practice

Using our unique tools and frameworks, we help financial institutions formulate strategies to 

increase revenues, manage different customer portfolios better, and increase sales and service 

effectiveness. Better customer experience management is an overarching enabler that increases 

the effectiveness and ROI of all other customer-centric initiatives.

For more information, visit www.peppersandrogersgroup.com

Conclusion
Companies that lead the pack in customer centricity should be very proud of their achieve-

ments. Customer focus is easy to talk about but difficult to do. Those with high Net Promoter, 

customer satisfaction, and other scores work hard and deserve their success. But in this 

hyper-competitive marketplace, staying on top can be just has difficult as getting there.

Our client’s experience illustrates that it takes a strong commitment to continuous improve-

ment and evolution to meet changing customer needs. A mix of strategy, execution, and 

technology all designed with the customer in mind is what it takes to go from delivering a 

great customer experience to an exceptional one. n


