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It takes more than digitisation to stand out from the crowd. 
The winners of tomorrow know how to define and live out 
their purpose in an authentic and meaningful way. They know 
how to think and act on their customers´ needs throughout 
the customer journey before their customers even know  
it themselves. 

Customer x-perience on purpose  
– the new paradigm

However, machine learning can be 
copied. So in order for companies to 
stand out from the crowd, they have 
to master the science of creating 
an authentic customer experience. 
A customer experience that cannot 
be copied by competition and that is 
strongly connected to the company and 
the brand. A customer experience with 
an x-factor that makes them seem as 
something unique in all touchpoints 
 – direct and indirect.

Customer service has previously been 
organised in the sales department as 
the “department of customer care” 
making sure that the customers 
received the service agreed and needed 
to make them satisfied. But customer 
service as we knew it back then has 
been commoditised over the years. 
Commoditisation means price competi-
tion and thereby also reduced earnings. 
The only way to regain the ability to 
earn money is through differentiation. 

Digitisation helps us to  
disrupt ourselves
Today, companies are heavily involved 
in finding their winning path in the  
fast developing environment. The  
digitisation of processes and services 
opens up for disruption and compe-
tition from other industries. Many 
businesses have already seen the 
writing on the wall and invest heavily 
in being on top of their own innovation. 
Design thinking is a management tool 
of broad acknowledgement and one of 
the crucial elements in transforming 
companies to meet future challenges.

Datamining, robotics, Internet of things 
and other data-driven processes are  
surpassing the abilities of the human 
brain. We are entering the fourth era of  
industrialisation where automation and 
smart production will rule the world. 
Industry dynamics will change, and 
we as customers will develop more 
confidence in machine learning than 
the human brain. 

DISRUPT YOUR OWN 
BUSINESS OR DIE!
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… But it is our understanding 
of customer needs that makes 
the difference
Value innovation and market dynamics 
arise where company objectives meet 
customer needs – not the other way 
around. Customers do not have to 
change. They just seek alternatives and 
even alternative ways of doing things. 
That is why companies are forced to 
listen, learn and deliver. 

We need to think like our customers to 
really understand what they need. It is 
not just about looking at their behaviour 
and finding smarter ways of doing 
the same. That may work in the short 
run. But to really create a remarkable 

customer experience, we need to find 
alternatives for our customers before 
others do.

It has been said that we cannot 
research our way into understanding 
customers’ needs. That is not true. We 
just have to focus on the benefits, not 
the solutions, when mapping needs. 
People do not want to buy a washing 
machine. They want to have clean 
clothes. 

All big inventions – whether it’s products 
or services – are answers to customer 
needs. Otherwise they fail.

The smartphone is the answer to 
having ’easy access to everything, when 
we are on the go’. Starbucks is the 
answer to ‘charging my batteries away 
from home’, mobile payment solutions 
are the answer to ‘direct access to my 
money 24/7’, and Nespresso is the 
answer to ‘my own café experience at 
home’.

A strong long-lasting way of differentia-
tion is through customer experience. But 
again, it is not just about implementing 
new ways of meeting the customer. It is 
a transformation in which the compa-
nies design and reposition themselves 
in order to be perceived and experienced 
differently.

“ GET CLOSER THAN EVER 
TO YOUR CUSTOMERS. 
SO CLOSE THAT YOU TELL 
THEM WHAT THEY NEED 
WELL BEFORE THEY  
REALISE IT THEMSELVES”.

– Steve Jobs, Apple

Company objectives Customer needs

Value  
innovation

From … To …

Transaction Relation

Market dynamics Customer dynamics

Customer service Customer experience

Strategic management Navigate through options

Implementation Transformation

Governance Culture
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Digitisation will not be doing the job 
alone. It is a sum of all activities experi-
enced by the customer cohesive with 
the perception and heritage of the 
brand that builds a strong and 
authentic customer x-perience.

We see new brands entering the scene 
pushing old and distinguished brands 
down the ladder. New brands that 
even define or redefine new industries.  
Many of the new brands equal a service 
rather than a product. The transaction 
is no longer just the purchase but the 
relation you build with the brand. The 
brands transform your way of doing 
things or even perceiving yourself. 
They tend to be our future way of 
living, which makes them remarkable, 
outstanding and difficult to replace.

The stars are leading the way

Strong brands are strong  
cultures
Being customer-centric seems to pay 
off. The market value increases expo-
nentially with a company’s ability to 
deliver an authentic customer experi-
ence. 

We have accepted that customers 
are different and act differently. A 
one-size-fits-all operating model does 
not exist anymore. We have to be agile 
and differentiated in our approach and 
adaptive to customer dynamics in the 
marketplace. It is about making choices 
and navigate through options. This kind 
of agility forces companies to delegate 
decision power to the employees 
meeting the customers. 

Rules and regulations make it difficult 
to deliver an individual customer  
experience. Therefore, governance 
structures have to be replaced by a 
strong company culture. A culture 
where everybody knows what is 
expected of them in their meeting 
with the market and the customers. 
One-size-fits-all solutions have to be 
replaced with outspoken maxims that 
makes it easy for everybody to live out 
the culture. Companies like Disney and 
Zappos are prime examples of this 
approach. 

Previously, companies were able to 
orchestrate the customer perception 
to a large extent. There is a saying that 
“customer is king”. Today, it is not just 
a saying. It is a fact that customers 
are the ‘destiny’ of all businesses’ 
successes or failures.

“ A BRAND FOR A 
COMPANY IS LIKE A 
REPUTATION FOR A 
PERSON. YOU EARN 
REPUTATION BY 
TRYING TO DO HARD 
THINGS WELL”.

– Jeff Bezos, Amazon

To start the journey towards customer 
transformation, a company needs 
to understand the job to be done. 
However, in order to succeed, they need 
to be able to deliver on those needs in 
an authentic way. 

Differentiation is not about being 
different. It is about being the best 
alternative to delivering on customer 
needs. It all starts with the customer. 
The enablers are the ‘tools and buttons’ 
to push all the way from people, prod-
ucts and services to communication, 
digital platforms and other instruments. 
It is all about coming across with an 
authentic customer experience ‘on 
purpose’. 

What is the essence of company 
branding? What do they bring to the 
table that justifies them as being a 
truthful answer to delivering on the 
customers’ needs? The answer lies 
in the company’s ability to position 
themselves in a unique way that makes 
them the best alternative.

We already experience companies 
leading the way for us. The Interbrand 
list of Top 100 most valuable brands 
shows iconic brands we all refer to 
as good examples of an authentic 
customer experience. The ranking is 
based on three elements: the financial 
performance of products and services, 
the influence a brand has in the 
choices of consumers and a brand’s 
ability to sustain a price premium and 
guarantee a revenue stream for the 
corporation.  
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Organisations that create 
customer experience  
“on purpose” do three main 
things:

Stand up 
Purposeful brands have a clear 
sense of who they are and WHY  
they exist. They stand for something 
beyond making a profit. They 
represent something of value in the 
minds of consumers. Think of Apple.

Stand out 
They are different to competitors 
in some meaningful way that 
creates value for customers. They 
are international in delivering  
their purpose via their customer 
experience across multiple chan-
nels. They deliver consistently, and 
that contributes to their reputation 
in the marketplace. Think of Lush.

Stand firm 
They create cultures that sustain 
them and continually innovate to 
stay ahead. They invest in product 
and service innovation and are 
more concerned with using profits 
to invest in the business and the 
delivery of their purpose rather than 
maximising earnings per share for 
their shareholders and chief execu-
tives. Think of Patagonia.

– Shaun Smith

Interbrand – Top 100 Brands 2016
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So, it is not just a lucky punch that 
these brands appear on the list. A lot 
of them master the new paradigm of 
customer x-perience. 

Customer x-perience is the answer  
to commoditisation

The process of customer  
transformation
Availability is the main driver of a new 
industry. The customers line up to be 
part of this new adventure and are 
often less price sensitive at this stage. 
The margins are high, which attract 
new players to invest in entering the 
market. The increased competition 
forces the companies to focus on cost 
efficiency and customise their offerings, 
first by manufacturing goods and later 
by adding extra services and quality 
lifts. The industry evolves through 
customisation as a response to 
commoditisation. And the customers 
follow the companies as long as it is 
worthwhile and money well saved.

Customer x-perience is the winning 
strategy in an industry, where services 
constantly are copied and investments 
tend to be commoditised at the time 

“ A CUSTOMER EXPERIENCE 
SHOULD BE LIKE AN ECG 
LINE, A FLAT LINE IS 
BAD! SO DECIDE WHICH 
TOUCHPOINTS YOU CAN 
BECOME FAMOUS FOR”. 

– Shaun Smith

of launch. It is not just a new service 
spiced up with ‘balloons and happen-
ings’.

It is a new positioning of the company, 
where customers are customers for a 
reason. They buy with a purpose. 

At this stage, the reason for being 
in a market is not to ‘save time or 
money’ but to ‘spend time and money’. 
Customers gain from being customers 
and start a transformation into being a 
new kind of customer. 

Nespresso and Apple are two strong 
examples of companies starting up 
with delivering goods (coffee and it 
equipment) to a situation today where 
we do not just buy their products and 
services. We experience them. They 
change our way of being customers. 

Time  (money)  
well spent

Time  (money)  
well saved

Commodities Availability

Goods Cost

Services Quality

Experiences Authenticity

Transformations Change

– Joseph Pine

Customisation

Commoditisation
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We brew our coffee in a new way in our 
homes, and we connect differently with 
our surroundings. We are transforming 
our customer behaviour. 

Customer x-perience is scalable. The 
success lies in our ability as companies 
to introduce new industry standards 
that change customer behaviour and 
makes it time and money well spent. It 
is the companies’ ability to understand 
the customer dynamics, deliver on 
them with authenticity and to leverage 
that in an operating model that makes 
the experience come alive in all relevant 
situations and touchpoints. 

6 steps to an authentic  
customer x-perience
1. The key to success lies in the 

ability to understand the customer 
dynamics. Who are the customers 
we want to address in the market? 
What drives them to buy? What 
makes them stay or leave? Do we 
experience different customer “DNA” 
or is it the same? Can we observe 
their needs from their behaviour? Or 
have they not had the chance to live 
out their needs yet? 

2. The next step is to understand 
ourselves as a company. Do we have 
what it takes as a brand? What is our 
purpose, and does it resonate with 
the customer needs, the dynamics 
and tensions in the market and 
society? Do we have an edge that 
gives us the claim to fame in the 
market?

3. Just as we cannot be everything 
for everybody, we cannot be 
present with the same strength 
and resources in all contact points 
throughout the customer journey. 

So where do we want to leverage our 
resources? And where and how do 
we want to invest in new products 
and services? What should the 
enablers of an authentic and differ-
entiated customer experience be?

4. Do we have the capabilities in place 
to meet the new market standards, 
i.e. people, technology and resources? 
What should new best practice look 
like? What does it take to deliver on 
the needs and market standards? 
Should we do it all by ourselves? Or 
is it more profitable to team up with 
other players in the marketplace?

5. How should our operating model be? 
Who does what and when, and how 
do we govern, if we delegate judge-
ment and decision power to the 
individual employee? What does it 
imply to lead by culture? How do we 
make responsive adjustments to our 
bearing when customers prioritise 
change? And how do we evaluate 
and track our own performance in all 
contact points to ensure continuity 
in quality?

6. We want to differentiate our services 
in the marketplace and leave our 
competition behind. And we know 
that we are addressing customer 
needs with our new products and 
services. But how do we attract 
the attention of our customers? 
How do we ensure buy-in from our 
customers? Are there any perception 
barriers that we have overlooked?

“ GOODS AND SERVICES 
ARE NO LONGER ENOUGH; 
WHAT CUSTOMERS  
WANT TODAY ARE 
EXPERIENCES. IN TODAY’S 
EXPERIENCE ECONOMY, 
WE NEED TO INNOVATE  
IN EXPERIENCES”.

– Joseph Pine

Customer  
dynamics Company  

authenticity

Enablers

CapabilitiesOperating 
model

Customer  
transfor- 
mation

1 2

45

36
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The purpose directs the company  
in all touchpoints 

Edge

Experience

Custom
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er value 

propositions

Essence

Essence
• Heritage: Where do we  come from?
• Purpose: Why are we here?
• Mission, promise and values:  

What do we believe in?
• Ambition: What do we strive  

to achieve? 

Enablers
• Organisation and process:  

How do we organise ourselves?
• Behaviour and culture: How do  

we live out our brand? 
• Products and services: What  

products and services do we deliver?
• Technology and digitisation:  

How do we make things happen?

Edge
• Value proposition: How do we  

bring value to the marketplace? 
• Uniqueness: What makes  

us special and attractive?
• Authenticity: How do we stay  

true to ourselves? 
• Expression: How do we come  

across in tone and style? 

Experience
• Customer experience: How and  

where do we meet our customers? 
• Employee experience: How are  

we perceived internally?

A strong purpose often has roots in 
the company DNA, sometimes the 
founding story, but needs to be contin-
ually re-energised to meet the changes 
in the marketplace and society. If the 
brand purpose is placed at the heart 
of the business strategy, all actions 
and decisions revolve around the same 
common idea. We can design customer 
experiences in one touchpoint, but it is 
when all experiences are formed into 
a total impression of the brand and 
company that we really buy into the 
brand. It becomes relevant, authentic 
and what we call ‘on purpose’. 

It forces the company to think in service 
operating models where the ‘where to 
play’ questions are answered by strong 
and appealing ‘how to win’ answers. 

As Porras and Collins already proved 
in a substantial study published in the 
mid-90s, companies that know what 
they stand for and want to achieve 
create more value for employees, 
customers as well as shareholders. 

Today, where products and services are 
commoditised and digital touchpoints 
are becoming frictionless, a clearly 
defined and expressed brand purpose 
is key to creating meaning. Further-
more, a purpose not only aligns internal 
and external behaviour but also 
attracts loyal employees, customers 
and creates true advocates.

 

To live out the purpose, customer 
segmentation and customer journey 
mapping are keys to success. 
Customers act and react differently in 
different situations, and the moments 
of truth for choosing one supplier over 
another depend on the company’s 
ability to meet customer needs in these 
moments of truth. 

Evaluate

Use

Receive and 
activate

Wait

Request

Compare 
alternatives

Search

Friends Review 
sites

Paid  
media

Social 
media Website Online 

banking
Mobile  

app
Call  

centre
Customer 

adviser Letter Email

Indirect touchpoints Direct touchpoints

Need  
expressed

Segment a Segment b Segment c

Customer 
journey



9

However, it is impossible to serve all 
equally every-where, which is why 
companies need to prioritise target 
groups and situations, where they want 
to stand out.

Individualisation and customisation 
are cost-ineffective unless companies 
modulise their products and services. 
In that way, they can lean their supply 
chain and deliver individual services 
at the same time without increasing 
production costs. 

Today, you design your own shoe or 
even your own car, and the only differ-
ence is that you have to wait for your 
product a little longer. The waiting time 
is justified by the feeling of customisa-
tion, and the time is considered to be 
well spent. 

Analytics/  
data

Products/
campaigns

Content  
development

Channel  
operations

Customer  
programmes  

(CRM)

Customer  
experience 

management

Develop focus
Improving the “core” business

Execution focus
Running the “core” business

Role of operations

Role of sales

Role of marketing

Role of supply/logistics

Role of category management

• Creating a robust and cost-effective value 
chain

• Delivering a strong and stable customer 
experience

Downstream

Upstream

A company’s service delivery system

Customer journey

PR

Word of Mouth

Online ads

Email

PPC

Social ads

Reviews

Website Blog

Social Networks

Newsletter

Community 
Forum

Blog

Media

Ecommerce

Store PromotionsFAQ 
Knowledge base

Direct Mail 
Email

Radio 
TV 

Print

Awareness Consideration Purchase Retention Advocacy

 Commercial strategy

Service packages

 Operations strategy

Delivery models

NeedsCustomer segments

The customer
Seamless omni-channel experience …
• What is crucial to our customers’ journey 

to sustain their loyalty?

Front office/back office 
… delivered through an end-to-end optimised service delivery model
• Which services drive great customer satisfaction?
• What capabilities does it take to deliver the services in the right  

quality, on time and at the lowest possible costs?
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Companies return to order produc-
tion, where estimates equal actual 
sales. Planning and developing an 
agile operating model turns out to 
be crucial. Roles and responsibilities 
are delegated to the organisation, 
and business development is an agile 
process involving representatives from 
the entire supply chain. The customer 
journey will be matched with the flow of 
goods and money to ensure a smooth 
operation. 

The process starts with the customer ...

Running the customer x-perience is 
about creating a robust and cost- 
effective value chain and a strong and 
stable customer experience.

The process of customer transformation

Get a thorough understanding of 
customer needs and drivers throughout 
the customer journey.

Do they match our business objectives? 
Where are the possible pitfalls?

Customer needs and 
dynamics

Define the positioning in the market-
place, where the company can shine 
and stand out from the crowd.

Is it authentic relative to our company 
values and heritage? Is it appealing to 
customers? 

Authentic customer 
 experience

Map the customer journey and identify 
the critical moments of truth, where the 
company can differentiate its offerings.

Are we meeting customer needs in 
each prioritised touchpoint? Are we 
outstanding? 

Where to play and  
how to win 

Company objectives Customer needs

Value  
innovation

Edge

Experience
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propositions

Essence

Evaluate

Use

Receive and 
activate

Wait

Request

Compare 
alternatives

Search

Friends Review 
sites

Paid  
media

Social 
media Website Online 

banking
Mobile  

app
Call  

centre
Customer 

adviser Letter Email

Indirect touchpoints Direct touchpoints

Need  
expressed

Segment a Segment b Segment c

Customer 
journey
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… and ends with the customer

“ THE KEY IS TO SET REALISTIC CUSTOMER 
EXPECTATIONS AND TO EXCEED 
THEM – PREFERABLY IN UNEXPECTED WAYS”.

– Richard Branson, Virgin Group

List the required capabilities and 
enablers to fulfil customer needs in 
prioritised touchpoints (moments of 
truth).

Do we have a plan in place and defined 
the needed tracks to deliver best 
practice?

Build the organisational dynamics with 
roles and responsibilities and set the 
standards of best practice.

Do we have an agile governance struc-
ture? Have we empowered the people?

Needed capabilities Operating model

Be ahead of customers and competition 
to avoid commoditisation by constantly 
developing authentic experiences.

Do we manage to deliver an experience 
that will transform the lives of our 
customers?

Customer  
transformation

Customer journey

PR

Word of Mouth

Online ads

Email

PPC

Social ads

Reviews

Website Blog

Social Networks

Newsletter

Community 
Forum

Blog

Media

Ecommerce

Store PromotionsFAQ 
Knowledge base

Direct Mail 
Email

Radio 
TV 

Print

Awareness Consideration Purchase Retention Advocacy

 Commercial strategy

Service packages

 Operations strategy

Delivery models

NeedsCustomer segments

Analytics/  
data

Products/
campaigns

Content  
develop-

ment

Channel  
operations

Customer  
programmes  

(CRM)

Customer  
experience 

management

Role of operations

Role of sales

Role of marketing

Role of supply/logistics

Role of category management

• Creating a robust and cost-effective 
value chain

• Delivering a strong and stable customer 
experience

Downstream

Upstream

Time  (money)  
well spent

Time  (money)  
well saved

Commodities

Goods

Services

Experiences

Transformations

– Joseph Pine

Customisation

Commoditisation
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