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Key Takeaways
Customer Experience Management Maturity 
Requires Discipline
To succeed at scale, CX practices must be well-
defined and deeply ingrained organizational 
habits. Otherwise, there is no way that thousands 
of people can work together to consistently deliver 
the experiences that are associated with large 
quantities of products across dozens of channels.

Discipline Isn’t Enough: CXM Maturity Also 
Requires Empathy
Brands make empathy the central tenant of 
their corporate culture. In empathetic cultures, 
employees notice, internalize, and are sensitive to 
the needs and feelings of the entire ecosystem. 
They assess what’s unique about a situation and 
make good decisions in the moment.

Focus CXM Activities On What’s There
The most efficient way to build CXM is to find 
pockets of maturity and build on them. Do this 
by taking stock of your current CXM activities, 
scoring them, and finding areas for improvement, 
and then incorporate empathy into each step.

Why Read This Report
Not every company needs great customer 
experience (CX). In some cases, good CX may be 
enough. But it’s getting harder to even achieve 
“good” CX consistently. As companies scale, 
employees have to coordinate to deliver products 
and services via many channels. The often-
haphazard CX management (CXM) approach of 
the past won’t cut it anymore, but many CX pros 
aren’t sure what to do differently. Forrester’s CXM 
maturity model answers that question. It spells 
out the activities, processes, and habits that 
define mature CXM in the age of the customer.
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Success Requires Strong CX Management Across Six Competencies

Not every company needs an exceptional customer experience. Depending on your strategy, good CX 
might be good enough.1 But even getting to good is hard these days. Eighty-four percent of brands 
in Forrester’s Customer Experience Index (CX Index™), US Consumers Q3 2015, got “OK” scores 
or worse from customers, which is a clear sign that their current approach to CXM needs work.2 
Forrester’s CXM maturity framework, which we first published in 2011, defines the CX practices that 
every firm needs to master. In this report, we share an updated model that we based on interviews with 
19 companies, new research that we’ve done since the model launched, and lessons that we learned 
from helping clients mature their CXM programs (see Figure 1). The model includes 30 practices 
organized into six CXM competencies (see Figure 2):

 › Customer understanding. Today’s pace of change requires a constant stream of insight into what 
customers are thinking, feeling, and doing (see Figure 3). USAA gets data about recent experiences 
from formal voice of the member and employee programs, but it doesn’t stop there.3 Exploratory 
research keeps USAA on top of how its customers are changing. One research study planned to find 
out how Millennials think about checking accounts but found that few have them. Millennials instead 
rely on services like Venmo to meet their banking needs.4 Deep knowledge about members helped 
USAA retain the top score in all four financial services industries in our 2015 US CX Index — banking, 
credit cards, insurance, and investments — and succeed where others flounder.5 For example, it 
grabbed Millennials with the colloquial game-like user experience (UX) of its Savings Coach app. 
Adoption rates topped 50% at launch, which is a staggering figure given that the target user base has 
an average savings rate of -2%.

 › Prioritization. Mature brands don’t try to manage every nook and cranny of every customer 
interaction. Instead, they concentrate on the parts of CX that are critical to the business (see Figure 
4). For example, human resources (HR) technology firm Aon focuses CX efforts on its self-service 
portal, in part because 90% of interactions happen there. But high usage isn’t the only reason 
that the portal gets top prioritization. Good portal experiences satisfy two of the company’s three 
constituencies — end users (the client’s employees) and HR technology buyers. Users get the 
services they need, and 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.”

 › Design. Marriott is 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-centered design to expand high-level concepts like “lively social spaces” into CX blueprints 
that employees and partners can actually execute (see Figure 5).6 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 redesign.7 The Marriott Innovation Lab gives employees a place to 
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prototype and test new experiences (see Figure 6).8 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.9

 › Delivery. 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 companies make sure that customers experience what designers intend them to (see Figure 
7). 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 (see Figure 8). 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 
centralized CX team takes ownership for fixing.

 › Measurement. Customer perception metrics are the cornerstone of mature brands’ CX 
measurement programs (see Figure 9). In 2012, CIBC chose Net Promoter Score (NPS) as its 
high-level CX metric for all client-facing areas of the bank, including branches, contact centers, 
and other teams like fraud and collection.10 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 checking account that’s a better fit for their needs or a 
mortgage refinance with a lower interest rate. Surveys ask customers how proactive they feel that 
employees have been, with responses rolled up into a “proactivity score” on a weekly dashboard 
that managers at the company, region, and branch level track.

 › Culture. In mature companies, employees manage CX because it’s the right thing to do, not just 
because their boss tells them to do so. Customer-centric behaviors are ingrained into culture 
alongside traits like empathy, trust, fairness, and cooperation. And executives work hard to 
make sure that it stays that way (see Figure 10). 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 penalize the many for the mistakes of the few” 
(see Figure 11). 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.
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FIGURE 1 How The Customer Experience Management Maturity Model Has Changed 

What changed Why it changed

Changed the model’s
name from “CX
maturity” to “CX
management maturity”

Some people interpreted “customer experience maturity” as describing a
company’s ability to deliver differentiated CX, but not every company can or
should have differentiated CX. Instead, every company needs the ability to
manage CX even if that experience is intended to be at parity with competitors’.

Added a prioritization
competency

Companies that effectively manage their CX don’t try to be everything to everyone.
They focus on the most critical aspects of the experience and have the discipline
to say no to other work. While less mature companies spread themselves too thin,
mature ones narrow their focus and have processes to prioritize investments.

Added a delivery
competency

Even companies that follow design best practices don’t always see results. Part
of the problem lies with a �rm’s ability to operationalize designs. These delivery
practices re�ect how leading �rms ensure that employees deliver experiences as
they’re designed every time.

Distributed practices
from governance into
the prioritization,
design, and delivery
competencies

We found that people have an easier time understanding governance when we
associate those practices with the competency being governed. Companies need
to govern: 1) prioritization — how you will decide which projects to do or not do;
2) design — who makes the �nal call on what the ideal experience is; and
3) delivery — what employees do to ensure they implement the ideal experience
properly across the company (e.g., contact center, stores/branches, and
application testing).

Clari�ed the description
of each competency
and practice

CXM maturity engages the entire enterprise. People with no CX background have
to be able to understand the activities that make up CX management. We clari�ed
the description of every practice to make it easy for non-CX experts to understand.

Rede�ned the scale
that we use to evaluate
how disciplined a
particular practice is

The previous model described a company’s level of discipline for each practice as
“missing, ad hoc, repeatable, or systematic.” Most companies were ad hoc at
nearly everything, differing in the level of ad hoc-ness. The new criteria for
evaluating discipline re�ect the most common issues that a company has when
implementing CXM practices — unclear accountability, irregular action (cadence),
unde�ned processes (rigor), and siloed execution (coordination).
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FIGURE 2 The Practices That You Need To Have Mature Customer Experience Management

CX competency Purpose

Customer
understanding

At any moment in time, ensure that employees have a complete, accurate, and
rich sense of customers and the experience they want to have with the company.

Prioritization Focus limited resources on work that will advance the most important parts of
the experience for the most important customers and drive business results.

Design Translate the company’s CX vision into detailed blueprints that describe what
employees need to do to deliver the right experience to customers every time.

Delivery Manage day-to-day operations so that customer experiences match what
designers intended and drive business results.

Measurement Quantify 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.

Employees in mature companies manage CX because it’s the right thing to do,
not just because they are told to. Customer-centric beliefs and behaviors are
ingrained, and executives make sure that they stay that way.

Culture

FIGURE 3 The Customer Understanding Competency

Customer understanding by practice Why it’s important

Ask customers for qualitative feedback
about their interactions with the company.

Ultimately, the customer’s opinion of an experience is the most
critical. Rich details from qualitative data complement
quantitative data to create a deeper picture of the experience.

Analyze unstructured data (e.g., call
transcripts, social media posts) for insight
into customers’ values, needs, and
expectations.

Tools like text and voice analytics can extract insight on the
themes that customers talk about and the emotional
experience that they may struggle to put into words. Also,
unsolicited data like call recordings and social media posts don’t
require customers to do extra work, such as �lling out a survey.

Analyze customer analytics to identify
patterns and trends in customers’
behavior.

People are notoriously bad at explaining or predicting their own
behavior. Customer behavior data helps companies determine
what really matters about an experience, which is often different
from what customers say is important to them.

Conduct open-ended qualitative research
that deepens understanding of
customers and explores unmet needs.

People leave out critical pieces of information when asked for
feedback, often because the experience is perceived at the
unconscious level or they don’t think certain details are
important. Companies need to know what customers aren’t
saying to meet their unconscious needs and expectations.

Consolidate what the company knows
about customers into a single artifact that
paints a vivid picture of who they are
(e.g., design personas).

Many CX issues happen because employees have incomplete
or inaccurate information about customers. With higher-quality
information, they will make better decisions about how to design
and deliver on target customer experiences.
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FIGURE 4 The Prioritization Competency

Prioritization by practice Why it’s important

Model the impact that CX quality has on
your core business goals (e.g., revenue
growth, retention).

The link between CX quality and business metrics, like loyalty,
revenue, and cost, depends on two things: customers’ freedom
of choice and competitors’ degree of CX differentiation. Knowing
what CX can and can’t do for the business helps executives
choose how much to emphasize and invest in CX.

Identify the most important customer
groups, the core customer experience,
and the characteristics that each core
experience must have.

Some customers are more important to the business than
others. Some parts of the experience have a bigger impact on
loyalty. Employees need to know where the greatest value lies in
order to prioritize work that has the biggest return.

Assess the impact that all projects and
decisions will have on core customer
experiences.

Because CX is delivered by a complex interdependent
ecosystem, it can be hard to know how a decision or project will
ripple throughout the organization. Companies need to explicitly
think through those potential effects to avoid unintended
problems and verify that opportunities will actually make things
better.

Reject or rework projects that would hurt
core experiences in unacceptable ways.

All companies do things that their customers don’t like, such
as raise prices. Executives need to make tradeoffs that don’t
endanger long-term goals for the sake of short-term gain.

Say no to work that might improve
customer experience in general but does
not align with core CX priorities.

Even if most ideas for CX improvement are good, it’s impossible
to implement them all. Companies need clear, �rm criteria to
determine what should and shouldn’t go forward.
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FIGURE 5 The Design Competency

Design by practice Why it’s important

Document the company’s overarching CX
vision — an aspirational description of an
organization’s intended experience for its
customers.

A CX vision keeps everyone in sync about what they need to
deliver. Documenting it forces executives to clarify the vision so
that people can easily understand it and gives designers a
tangible description against which to validate proposed designs.

Use a human-centered process to
design/update each of the company’s
corecustomer experiences.

Human-centered design is an approach to problem solving that
focuses on empathy for customers, fast iteration and agility, and
simplicity — exactly the things that companies need to keep up
with rapidly changing and highly empowered customers.

Include partners from across the CX
ecosystem in the design process (e.g.,
product managers, developers, legal).

Bringing members of the ecosystem into the design process
helps them empathize with customers, understand why things
have to happen the way they do, and raise issues with a project
early enough to be addressed.

Validate that the design/update of each
core experience aligns with the CX vision.

Just because customers like an experience doesn’t mean that
it’s on-brand or will help achieve the company’s business goals.
Governance processes must test for that explicitly. By validating
updates, companies prevent the original design from degrading
over time.

Use a human-centered process to
design/update the ecosystem that’s
needed to deliver the core experiences.

Designing the ecosystem behind core experience makes it clear
to employees throughout the company and to partners what
they need to do to support frontline employees.
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FIGURE 6 The Marriott Innovation Lab Gives Employees A Place To Prototype And Test New Experiences

Source: The Wall Street Journal website
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FIGURE 7 The Delivery Competency

Delivery by practice Why it’s important

De�ne the speci�c activities that every
role must do to deliver or enable core
experiences as designed.

Employees are more likely to do their part to support CXM if they
know exactly what that entails. Also, knowing how their work
contributes to serving customers boosts job satisfaction and
employee engagement.

Train and coach frontline employees on
how to execute the part of the customer
experience that they personally deliver.

When something is an ingrained habit, employees don’t have to
think about doing it — they just do it. Instilling the right habits
increases the likelihood that they’ll deliver good experience every
time. And as with anything else, practice and coaching help
employees correct problems and master their work over time.

Provide tools that help employees deliver
core experiences the right way every time
(e.g., templates, work�ow automation).

Employees need help maintaining the right habits when things
get busy. Tools can also keep processes consistent across all
of the employees who might do a particular job.

Validate that digital and physical
touchpoints deliver or enable experience
designs accurately.

Many customer interactions occur without an employee present.
It’s up to the people who write customer letters, build mobile
apps, and code IVRs to make sure that customers will have a
good experience with whatever digital or physical asset they use.

Monitor customers’ feedback and CX
metrics for signs that actual experiences
aren’t matching CX designs.

When customers have a bad experience, the problem might be
with the design itself or how employees executed the design.
Leaders need to �gure out which is at the heart of an issue so
that they can make appropriate corrections in the right place.
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FIGURE 8 Travelodge Uses Simple Drawings To Help Employees Deliver The Right Customer Experience

Source: Travelodge
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FIGURE 9 The Measurement Competency

Measurement by practice Why it matters

Measure customers’ overall perception
of core customer experiences.

Customers make decisions about whether to do business
with a company based in part on whether they perceived past
experiences as good or bad. Those perceptions need to be at
the heart of every CX measurement system.

Measure events and attributes of
customer interactions that are
likely to affect customer perceptions.

Data about what happened during an experience helps
companies understand why customers perceived it the way they
did. Data also helps set operational goals like hold times that
people can track without a survey.

Measure how well actual customer
experiences match the must-have
characteristics for each core
experience.

Just because customers like an experience doesn’t mean that
it makes them more loyal. Employees need feedback on whether
or not they’re delivering the speci�c elements of the experience
that advance business goals.

Design measurement communications
so that they are useful and usable
for employees.

Metrics are only useful if employees use them to improve how
they do their job. They must understand what the numbers mean,
how to interpret them, and how the work that they do in�uences
quality in order to manage performance.

Report CX quality metrics to governing
bodies (e.g., budgeting, design,
technology) to inform future decisions.

Scorecards that include CX metrics tell a �rm if the work it’s
doing to improve CX is having expected results. CX metrics can
also reveal places where CX quality is very low or competitors
are slipping so that executives can pursue those opportunities.
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FIGURE 10 The Culture Competency

Culture by practice Why it’s important

Assess the empathy and
customer centricity of job applicants.

The easiest way to create a culture of shared values and beliefs
is to only hire people who already have the values and beliefs
that the company wants.

Educate employees about customers,
the CX vision, the ecosystem that delivers
it, and their role in that ecosystem.

To correctly assess the in�uence that their actions might have on
customers, employees need a basic understanding of customers,
the ideal CX, and the role that they play in delivering it.

Carry out rituals and routines that keep
customers and CX top of mind for
employees.

Even the most customer-centric people can become absorbed
in their own day-to-day reality. Rituals and routines reconnect
employees to customers and reinforce empathetic behaviors.

Formally reward employees for delivering
or enabling good CX (e.g., bonuses,
promotions).

The activities of CXM need to be an essential part of what it
means to do your job well, whether you’re a call center rep or a
tax accountant. Putting CXM criteria into formal rewards
systems makes this clear and explicit.

Informally recognize employees who
deliver or enable good CX (e.g.,
employee of the month, email
recognition).

Formal rewards only come a few times a year. So they aren’t
always good motivators of day-to-day behavior. Getting a thank
you from a manager, recognition at a team meeting, or
acknowledgement from a peer offers the immediate, positive
reinforcement needed to sustain good CX behavioral norms.

FIGURE 11 HubSpot Uses A Culture Code To Align Employees And Job Applicants Around Core Beliefs

Source: HubSpot
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Customer Experience Management Maturity Requires Discipline

If your company surveys customers, trains frontline staff, or makes tradeoffs about what features 
to put on a website, you do some CXM. But to succeed at scale, you can’t follow CX practices in a 
disjointed or inconsistent way. Instead, they must be well-defined, deeply ingrained organizational 
habits. Otherwise, there is no way that thousands of people can work together to consistently deliver 
the experiences that are associated with scores of products across dozens of channels. Each of the 30 
CXM practices requires:

 › Accountability. Customer experience should be a part of everyone’s job, but that responsibility 
can’t just be implied or assumed. Job descriptions must lay out what each employee must do to 
enable good CX. And someone has to make sure that they follow through, not because people 
don’t care but because it’s easy to let good habits slip when things get hectic. So the CEO of 
Saskatchewan Government Insurance (SGI) reviews strategic plans to ensure that business 
managers have articulated the link between their top priorities and corporate CX goals. Security 
pros at Citrix measure their work against metrics like task completion rate, sending designs back 
to the drawing board if they degrade CX.11 And at CIBC, CX quality is an important factor for a 
President’s Club award. Salespeople also qualify if their clients give the bank high marks for CX.

 › Cadence. Most companies have run a satisfaction survey or tried human-centered design at some 
point. And while doing something once is better than not at all, mature firms schedule their CXM 
practices. Some happen very regularly. For example, managers at Southwest Airlines, Travelodge, 
and BMO review CX metrics with their teams every day. And health insurer Medica convenes 
a review board twice a week to refine communications so that they’re easier for members to 
understand.12 For less frequent activities, mature companies set triggers to tell employees when 
to act. For example, digital agency DigitasLBi puts expiration dates on personas to indicate when 
clients should revalidate the underlying research.13

 › Rigor. Anyone can say that they “designed” a new customer-facing process or “analyzed” 
customer feedback. Mature CXM defines what it means to do these things well. For example, 
Fidelity Investments uses data-driven criteria to pinpoint “moments that matter” in its end-to-end 
journey (see Figure 12).14 Nordstrom’s innovation lab helped bring well-known processes like CX 
design, Lean, and Agile into a single comprehensive approach (see Figure 13).15 And Sage Software 
North America uses a tool called “the Grinder” to score CX improvement opportunities, helping 
leaders compare projects across the business and weigh opportunity costs before deciding which 
ones to greenlight (see Figure 14).

 › Coordination. Employees rarely create pain on purpose. Poor CX is often a side effect of 
disjointed processes colliding in unanticipated ways. Mature firms use checks and balances to 
stop collisions before they happen. For example, FedEx’s “Service Corridor,” which is its version 
of a CX ecosystem map, lists all of the groups with a vested interest in the design of each core 
experience.16 Teams consult with everyone on the list to assess the ripple effect that a proposed 
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change might have before moving forward. Tools like templates and design patterns can also 
keep large groups in sync. General Electric’s design team maintains a library of design patterns for 
customer tasks that can happen in the UX of many different systems, like making a payment. And 
to combat the fear of draconian compliance checks, it holds a monthly forum where developers 
can give feedback on how various patterns meet their needs and when changes should be made.

FIGURE 12 Fidelity Investments Uses Data-Driven Criteria To Determine “Moments That Matter”

Source: Fidelity Investments
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FIGURE 13 Nordstrom Has A Defined Innovation Process That Combines CX Design, Lean, And Agile

Source: Nordstrom Innovation Lab website
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FIGURE 14 Sage Software North America Uses “The Grinder” To Help Decide Which CX Projects To Greenlight

Source: Sage Software North America

Discipline Isn’t Enough: CXM Maturity Also Requires Empathy

As one interviewee put it, “You can do everything right from a process perspective but still struggle if 
people don’t understand the heart and soul of what you’re doing.” So brands like Starbucks, Virgin, 
and Shake Shack make empathy the central tenant of their corporate culture. In empathetic cultures, 
employees notice, internalize, and are sensitive to the needs and feelings of the entire ecosystem, 
including customers, other employees, and shareholders. They assess what’s unique about a situation 
and make good decisions in the moment, like when waiving a fee is appropriate or when enforcing a 
policy is worth the potential hit to customer loyalty.

How do companies build and sustain this kind of empathy? Many of our 30 CXM practices help, 
especially the ones in the culture competency (see Figure 15). But empathetic behavioral norms run 
much deeper at companies like Amazon, The Container Store, and Ritz-Carlton Hotel because they 
foster a workplace with high other centricity. They do that by:

 › Thinking differently about the company’s purpose. One chain of car dealerships in New England 
uses the slogan, “We don’t sell cars, we help people buy them.”17 Mature companies embrace 
that mentality, identifying and reinforcing elements of work that are about serving others more 
than personal gain. In 2014, leaders at KPMG asked employees: “What do you do at KPMG?” It 
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was a seemingly straightforward question, but they weren’t allowed to respond with a list of job 
duties. Executives challenged people to describe the work that they do in terms of its “higher 
purpose.” One team said, “We mend little hearts,” which was much more compelling than the literal 
explanation — auditing hospitals to make sure that they comply with federal regulations to qualify 
for pediatric cardiology grants (see Figure 16).

 › Acknowledging that they don’t exist without customers. No one wakes up and says, “I’d like to 
give Amazon money.” But millions of consumers do so every day. Why? Because Amazon focuses 
first and foremost on helping customers do the things that they care about like buying holiday 
gifts that arrive on time, watching movies wherever they are, and not running out of paper towels. 
Customer obsession has topped Amazon’s list of leadership principles since its founding, and 
that’s paying off: Amazon was the only brand to achieve best-in-class scores in all three regions 
that we tracked in our 2015 CX Index and overtook Wal-Mart in 2015 to become the world’s most 
valuable retailer. Ally Bank, another CX Index high scorer, takes the same approach. Leaders told 
Forrester: “Our goal isn’t to make money off of our customers; it’s to make money with them.”

 › Managing employee experience as deliberately as customer experience. Danny Meyer, 
CEO of the Union Square Hospitality Group (USHG), sees employee experience as the path to 
consistently good CX. He told attendees at Forrester’s Age Of The Customer Executive Summit: 
“I can’t expect someone to care for others if they don’t feel cared for.” That mentality led him to 
end tipping at his restaurants in November 2015, folding the typical tip amount (21%) into menu 
prices.18 Now, servers and back-of-the-house staff share the proceeds through higher base pay 
and a revenue sharing program that’s based on customer ratings. And because he knows that 
money can’t be the only motivator, Meyer tries to create workplaces that employees are excited to 
come to every day. “Optimistic warmth,” which he defines as “genuine kindness, thoughtfulness, 
and a sense that the glass is always at least half full,” is No. 1 on the list of must-have emotional 
traits for all USHG employees.19

 › Emphasizing good judgment more than rules. One CX leader in the midst of a maturity-building 
effort told us: “In the past, we got in trouble with regulators so we became compliance-led, unable 
to empathize and go off script. But we need to be able to figure out the right thing to do outside 
of the letter of the policy.” He’s right. Great brands teach and trust employees to know what’s 
best in a situation. One Southwest Airlines pilot held a flight for a grandfather en route to see his 
dying grandson.20 Starbucks baristas are well known for replacing drinks if a customer drops the 
first one.21 These actions don’t undermine long-term profits: Mature firms help employees strike 
the right balance between short-term gain and long-term customer loyalty. The Container Store 
designs many of the 263 hours of first-year training for employees to hone these instincts.22 And 
Ritz-Carlton doesn’t punish workers for going “too far” in the name of CX. Instead, managers 
acknowledge their good intentions and work with them to think through a more balanced way to 
handle similar future situations.23
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FIGURE 15 The CXM Maturity Model Includes 30 Practices That Fall Under Six CX Competencies

Customer understanding

Ask customers for qualitative feedback about their interactions with the company.

Analyze unstructured data (e.g., call transcripts, social media posts) for insight into customers’ values,
needs, and expectations.

Conduct open-ended qualitative research that deepens your understanding of customers and explores
unmet needs.

Consolidate what the company knows about customers into a single artifact that paints a vivid picture
of who they are (e.g., design personas).

Prioritization

Identify the most important customer groups, the core customer experience, and the characteristics that
each core experience must have.

Assess the impact that all projects and decisions will have on core customer experiences.

Design
Document the company’s overarching CX vision — an aspirational description of an organization’s
intended experience for its customers.

Use a human-centered process to design/update each of the company’s core customer experiences.

Include partners from across the CX ecosystem in the design process (e.g., product managers,
developers, legal).

Use a human-centered process to design/update the ecosystem that’s needed to deliver the core
experiences.

Delivery

Train and coach frontline employees on how to execute the part of the customer experience that they
personally deliver.

Validate that digital and physical touchpoints (e.g., mobile apps, bills, offers) deliver or enable experience
designs accurately.

Monitor customer feedback and CX metrics for evidence that actual experiences aren’t matching CX
designs.

Analyze customer analytics to identify patterns and trends in customers’ behavior.

Model the impact that CX quality has on your core business goals (e.g., revenue growth, retention).

Reject or rework projects that would hurt core experiences in unacceptable ways.

Say no to work that might improve customer experience in general but does not align with core CX
priorities.

Validate that the design/update of each core experience aligns with the CX vision.

De�ne the speci�c activities that each role must do to deliver or enable core customer experiences as
designed.

Provide tools that help employees deliver core experiences the right way every time (e.g., templates,
work�ow automation).
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FIGURE 15 The CXM Maturity Model Includes 30 Practices That Fall Under Six CX Competencies (Cont.)

Measurement
Measure customers’ overall perception of core customer experiences.

Measure events and attributes of customer interactions that are likely to affect customer perceptions.

Measure how well actual customer experiences match the must-have characteristics for each core
experience.

Design measurement communications so that they are useful and usable for employees.

Culture
Assess the empathy and customer centricity of job applicants.

Educate employees about customers, the CX vision, the ecosystem that delivers it, and their role in that
ecosystem.

Carry out rituals and routines that keep customers and CX top of mind for employees.

Formally reward employees for delivering or enabling good CX (e.g., bonuses, promotions).

Informally recognize employees who deliver or enable good CX (e.g., employee of the month, email
recognition).

Report CX quality metrics to governing bodies (e.g., budgeting, design, technology) to inform future
decisions.
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FIGURE 16 KPMG Asked Its Employees What They Actually Did At KPMG Beyond The Literal Explanation

Source: KPMG
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Recommendations

Focus CXM Assessments On What’s There, Not What’s Missing

The most effective way for customer experience professionals to advance their organization’s CXM 
maturity is to find existing pockets of maturity and build on them. To do that:

 › Take stock of CXM-like activities that already exist. Most CX professionals whom we’ve worked 
with want to start their CXM maturity journey with a gap analysis, but we don’t recommend it. 
It’s easier and more compelling to position CXM as a way to strengthen what people are already 
doing instead of a way to fix their past mistakes. Start by compiling a list of any activities that are 
similar to, or achieve the same goal as, the 30 in our CXM model, like customer surveys, customer 
service training, and customer research projects from the past few years. As you do this, think in 
the broadest terms possible. For example, Six Sigma black belts are designing CX ecosystems 
whether they know it or not.

 › Rate the accountability, cadence, rigor, and coordination of current efforts. For each of the 
items on your list, find out if it’s part of anyone’s job description. For example, is someone on the 
hook for updating design personas on a regular basis? If so, give yourselves a check mark for 
accountability and cadence. To evaluate rigor, ask people who do CXM work how they do it. For 
example, if project sponsors use a defined methodology to evaluate impact on CX, put a check 
mark in the rigor column. And finally, speak with all of the teams doing similar CXM work to see 
how coordinated they are. For example, the enterprise CX program at Verizon pulls together 
findings from 50 rigorous, ongoing voice of the customer (VoC) programs that used to operate 
in silos.24 This type of coordination helps leaders find themes that span business units and work 
together to address recurring CX issues.

 › Use every step forward on CXM discipline to foster empathy, too. True maturity requires a 
balance of discipline and empathy (see Figure 17). CX pros at “haphazard” firms that are low on 
both must make every CXM work stream do double duty. So AT&T used personas to deepen 
customer empathy, market-size each persona group, and prioritize which personas to serve.25 
Companies that skew to one side have to restore balance. CX pros at “rigid” firms — heavy 
on discipline and light on empathy — should include qualitative customer insights in every 
conversation. That might mean putting customer quotes alongside metrics on dashboards or 
attaching audio files of customer calls to VoC reports as Lego does.26 If you’ve got the opposite 
problem and you rely too often on the heroic actions of employees to mask operational chaos, 
it’s time to codify CXM practices. Take a cue from Northern Trust, which went from doing a one-
off design project with innovation firm Ideo to creating an in-house design lab that applies design 
thinking to the firm’s most strategic CX initiatives.
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FIGURE 17 Customer Experience Management Maturity Is A Blend Of Discipline And Empathy
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Endnotes
1 Recent Forrester research shows that the link between CX quality and revenue growth depend on two factors — how 

much freedom customers have to choose who they do business with in an industry and how much CX varies across 
the competitors. For a more detailed explanation of this analysis, see the “Does Customer Experience Really Drive 
Business Success?” Forrester report.

http://www.forrester.com/go?objectid=RES125102
http://www.forrester.com/go?objectid=RES125102
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2 For more information, see the “The US Customer Experience Index, Q3 2015” Forrester report.

3 For more information, see the “Lessons Learned From The 2011 Voice Of The Customer Award Winners” Forrester 
report.

4 Savvy CX pros are adopting an approach to innovation that’s focused on fostering and cultivating the conditions that 
give rise to innovations rather than leading the innovation effort itself. For more information on the three actions that 
CX pros must take to create a culture of CX innovation in their organization, see the “How CX Pros Innovate” Forrester 
report.

5 Forrester’s US CX Index benchmarks CX quality at 299 brands in 18 industries. For highlights of the most recent 
benchmark results, see the “The US Customer Experience Index, Q3 2015” Forrester report.

6 Source: Courtyard by Marriott (http://courtyard.marriott.com/) and “Marriott Brands,” Marriott International (http://
www.marriott.com/marriott-brands.mi).

7 Forrester used the results of its 2013 CX Index benchmark to see which firms made big strides in the race for 
customer experience excellence. Marriott was one of those companies. For information on what it and other 
companies did to drive CX up, see the “How Companies Improved Their Customer Experience Index Scores, 2013” 
Forrester report.

8 Marriott created a massive underground lab beneath its Bethesda, Maryland, headquarters in 2013. Source: 
“Designs on the Future – Big Ideas Become Reality at Marriott Hotels’ New ‘Underground’ Innovation Lab,” Marriott 
International, May 30, 2013 (http://news.marriott.com/2013/05/designs-on-the-future-big-ideas-become-reality-at-
marriott-hotels-new-underground-innovation-lab.html).

9 In early 2015, Forrester predicted a shift in focus beyond mobile to a broader view of digital customer experience, 
greater emphasis on an emotional connection with customers, users having active control of their own experiences, 
and new interfaces entering the mainstream to enrich the experience ecosystem. See the “Digital Customer 
Experience Trends, 2015” Forrester report.

10 Net Promoter and NPS are registered service marks, and Net Promoter Score is a service mark, of Bain & Company, 
Inc., Satmetrix Systems, Inc., and Fred Reichheld.

11 Enterprises are paying much more attention to design when considering how to build quality experiences for their 
customers. For insight into the emerging role of security designer, see the “Create And Support The New Security 
Designer Role” Forrester report.

12 Forrester recently began a stream of research into the link between emotional CX and customer loyalty. Our first report 
on the topic lays out the basic rules that govern our emotional response to the world and offers CX pros a set of 
proven best practices that leading firms use to create emotionally positive experiences. See the “Understanding The 
Impact Of Emotion On Customer Experience” Forrester report.

13 Personas are valuable tools that support customer experience professionals’ tactical design decisions and high-
level strategic goals. For answers to some of the common questions that Forrester hears about personas, see the 
“Executive Q&A: Design Personas And Customer Journey Maps” Forrester report.

14 In 2011, Fidelity Investments won an award from Forrester for its VoC program. For more information on the program 
submission, see the “Lessons Learned From The 2011 Voice Of The Customer Award Winners” Forrester report.

15 For more information, see the “Design Methods In The Age Of The Customer” Forrester report.

16 For more information, see the “The Customer Experience Quality Framework” Forrester report.

17 Source: Herb Chambers (http://www.herbchambers.com/).

http://www.forrester.com/go?objectid=RES127442
http://www.forrester.com/go?objectid=RES58750
http://www.forrester.com/go?objectid=RES118090
http://www.forrester.com/go?objectid=RES127442
http://www.forrester.com/go?objectid=RES94982
http://www.forrester.com/go?objectid=RES115773
http://www.forrester.com/go?objectid=RES115773
http://www.forrester.com/go?objectid=RES121224
http://www.forrester.com/go?objectid=RES121224
http://www.forrester.com/go?objectid=RES122503
http://www.forrester.com/go?objectid=RES122503
http://www.forrester.com/go?objectid=RES58350
http://www.forrester.com/go?objectid=RES58750
http://www.forrester.com/go?objectid=RES121161
http://www.forrester.com/go?objectid=RES42321
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18 Under current law, only people who interact with customers at least 80% of the time can get tips. That created tension 
between servers and the back-of-house staff whom they depend on. Prep cooks, dishwashers, and general managers 
are critical to CX but couldn’t share the reward. The final bill is the same for patrons, but things are radically different 
for employees. Server pay is $9 per hour instead of $2.13 and behind-the-scenes roles get a boost, too. Source: 
Danny Meyer, Forrester’s Age Of The Customer Executive Summit, 2015.

19 Source: Micah Solomon, “Hire Like Meyer: Danny Meyer Reveals His 6 Secrets Of Great Customer Service Hiring,” 
Forbes, June 22, 2015 (http://www.forbes.com/sites/micahsolomon/2015/06/22/hire-like-meyer-danny-meyer-reveals-
his-6-secrets-of-great-customer-service-hiring/).

20 Source: William Lee Adams, “Hero Pilot Pulls Out the Stops to Help Grandpa Reach Funeral: 2011’s Most 
Heartwarming Travel Story?” Time, January 13, 2011 (http://newsfeed.time.com/2011/01/13/pilot-who-cares-the-
most-heartwarming-airline-story-of-2011/).

21 Source: Joseph Michelli, The Starbucks Experience, McGraw-Hill Education, 2006.

22 The Container Store’s culture is based on seven foundation principles. The fifth is, “Intuition does not come to an 
unprepared mind. You need to train before it happens.” Source: “Our Foundation Principles,” The Container Store 
(http://standfor.containerstore.com/our-foundation-principles/).

23 Source: Speech that was given by Diana Oreck, former vice president of the Ritz-Carlton Leadership Institute.

24 Forrester recently highlighted the top 10 tactics that CX professionals can use to rally internal stakeholders around CX 
metrics by making them more relevant, specific, easy to use, and appealing. For details, see the “Top 10 Ways To Rally 
Your Organization Around Customer Experience Metrics” Forrester report.

25 Forrester’s research uncovered pragmatic and creative approaches that five organizations have used to ensure 
that their investments in customer understanding tools like personas pay off. For details, see the “Five Creative 
Approaches For Using Personas And Customer Journey Maps Effectively” Forrester report.

26 At Forrester’s Marketing Forum EMEA 2009, Conny Kalcher, Lego’s vice president of consumer experiences, told 
audiences how the company used a variety of tactics — including a strong focus on the consumer experience — to 
bring itself back from the brink of financial disaster. For details, see the “Measuring Customer Experiences At LEGO” 
Forrester report.

http://www.forrester.com/go?objectid=RES122330
http://www.forrester.com/go?objectid=RES122330
http://www.forrester.com/go?objectid=RES101241
http://www.forrester.com/go?objectid=RES101241
http://www.forrester.com/go?objectid=RES55814
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