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As we embark on this journey of organizational growth and
success, it's essential to recognize the pivotal role of customer
experience (CX) in shaping the trajectory. Through a series of
webinars by Medallia, Nienke Bloem CCXP, expert and educator
in Customer Experience Management and Gerben de Boer, CX
Expert & Sales Director Medallia EMEA North hosted the first
edition of the 2024 Webinar series. They extended an invitation
for organizations to explore the depths of CX maturity, aimed
at unleashing transformative feedback that drives sustainable
success in today’s competitive landscape.

In the Webinar, we introduced the “signals to action approach,”
emphasizing the need to track comprehensive customer data
and ensure its trustworthiness. This laid the foundation for
understanding the maturity curve in CX, from tracking individual
customer data to closing the loop with predictive behavior and
personalized experiences.

We explored the crux of conducting a maturity assessment,
delving into the six levels of maturity and the strategic
significance of capturing customer feedback signals. By
encouraging a collaborative approach to the assessment
process, Nienke and Gerben underscored the value of
objective evaluation and the actionable insights it proffers.

We want to highlight the vital role of collaborative efforts in
driving product and service innovation, unearthing opportunities
within customer problems, and seamlessly integrating feedback
with operational and financial data. The convergence of
technology and Al in bolstering rapid follow-up and innovation
underscored the actionable potential.

As we proceed into the unfolding chapters, we dive deeper
into insights on the pivotal shift towards customer-centric
change, customer-driven decision-making, and embedding
the ecosystem of customer experience. Navigating

the transformation, we are called upon to embark on a
contemplative voyage towards organizational maturation and a
resilient business success.

It is a true opportunity for you in CX, because did you know that
Nienke is doing an ongoing personal research when it comes

to actively closing the loop? A mere 1% response rate to her
feedback surveys, of over 900 feedbacks she provided over the
last nine years. Which highlights the reactiveness in Customer
Feedback within organizations. We have work to do in our
organizations, which proves the low maturity we still see. We
need to spice up our CX leadership, and this e-book will help you
HOW.
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CHAPTER 1:

Understanding the maturity curve

The Signals to Actions approach is fundamental for organizations aiming to
navigate through the maturity curve of customer experience (CX) and unlock
business success. This strategic evolution not only benefits the customers but
also drives sustainable growth for the organization by emphasizing Signals,
Insight, Engagement, and Action.

Beginning with Signals, organizations recognize the need to capture and
analyze customer feedback. At this stage, basic tools such as surveys and
direct customer interactions are utilized, but the approach lacks depth and
often fails to address comprehensive customer needs.

Moving into the Insight phase, organizations start to explore more
sophisticated methods for capturing and analyzing customer feedback. They
connect this feedback to financial metrics, understanding the direct correlation
between customer satisfaction and business success. Insight shifts the focus
from merely collecting feedback to deriving actionable insights.

Engagement marks the next stage, where the fixation shifts towards initiating
improvements based on the analyzed feedback. This phase is characterized
by a proactive approach in addressing customer pain points and enhancing
the overall experience. Companies at this stage prioritize the utilization of
technology for root cause analysis and undertake comprehensive measures to
drive continuous improvement.

The penultimate stage, Action, brings about a transformative shift where
organizations lay emphasis on embedding a customer-centric culture. Moving
from simply fixing issues to innovating and becoming customer experience
leaders, businesses align their entire operational framework with the goal of
enhancing the customer journey.
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At the pinnacle of the maturity curve, sits the seamless
integration of customer experience into the fabric of every
function and process. This integration symbolizes a holistic
approach where customer feedback is proactively sought and
strategically integrated into the organizational ecosystem.
Moreover, it signifies the ability to continuously innovate and
deliver exceptional experiences by leveraging sophisticated
technologies and predictive analysis.

The Signals to Actions approach not only enables organizations
to progress through the maturity curve, but also necessitates a
clear evaluation of their current position and the formulation of a
roadmap for progression. Through conducting a comprehensive
maturity assessment, businesses can gain valuable insights into
their current CX capabilities and identify areas for improvement.

This assessment comprises answering pivotal questions that
address the elements of Signals, Insight, Engagement,

and Action. These questions serve as a compass, guiding
organizations to pinpoint their position on the maturity curve and
outline the necessary steps for advancement.

It's important to note that the progression along the Signals to
Actions approach is not only about responding to customer
feedback but also about closing the loop with clients and creating
a personalized experience. As organizations ascend the maturity
curve, they drive towards predictive behavior, using customer data
to anticipate needs and exceed expectations.

In conclusion, the Signals to Actions approach is imperative

for organizations aiming to thrive in today’s dynamic business
environment. By recognizing the stages of progression

and focusing on Signals, Insight, Engagement, and Action,
organizations can pave the way for sustainable success and create
a competitive edge through exceptional customer experiences.
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CHAPTER 2:
The Maturity Assessment

In this section, the focus is on the concept of a maturity
assessment, which is a powerful tool for evaluating an
organization’s current state and identifying areas for
improvement in customer experience (CX) maturity. The
chapter opens with a personal anecdote to emphasize
the need for organizations to effectively capture and act
on customer feedback and underscores the significance
of the maturity assessment as a means to objectively
evaluate the customer experience and address areas for
improvement.

The assessment involves answering a set of questions
related to four key elements: listening, analyzing,
reacting, and acting. By evaluating these areas,
organizations can gain insights into their current state
and identify potential areas for growth. The assessment
process can be undertaken independently or with
outside help.

The six levels of maturity start with organizations that
have no focus on client feedback, and progress through
exploring, fixing, improving, and utilizing technology

for root cause analysis in the improvement phase. This
framework provides organizations with a clear roadmap
for understanding where they stand in their CX journey
and what steps they can take to progress to higher levels
of maturity.

The maturity assessment is a valuable tool for
organizations to gain insights into their CX maturity and
identify opportunities for growth. It is of importance to
collaborate and gain a comprehensive understanding
of an organization’s CX maturity, as involving various
stakeholders in the assessment process can lead to a
more holistic evaluation.

Overall, the maturity assessment is a critical tool for
organizations to gain a deep understanding of their
current CX maturity. By answering key questions related
to listening, analyzing, reacting, and acting, organizations
can position themselves within the six levels of maturity
and gain valuable insights to drive their CX strategy
forward. It can guide organizations towards higher levels
of CX maturity, unlocking business success.

medallia.com



No Focus on Client Feedback

At the base level of maturity,
organizations have yet to prioritize
client feedback as a critical
component of their operations.
Customer feedback is likely not
actively sought after, and there may
be minimal to no processes in place
for collecting, analyzing, or acting

upon feedback received. At this stage,

the organization’s understanding of
customer sentiment and preferences
may be limited, potentially leading

to missed opportunities for
improvement and growth.

The Six Levels of Maturity in Customer Feedback

IGNORING r—

y

Exploring

As organizations move to the
exploring stage, there is a recognition
of the value of gathering customer
feedback. Initiatives to capture
feedback may begin to emerge,

but they are often ad-hoc or siloed
within specific departments, lacking
a unified approach. While there is an
increased focus on understanding
customer sentiment, the organization
has yet to fully integrate feedback
initiatives across all touchpoints,
limiting the breadth and depth of
insights gained.

— 4 EXPLORING r—

In understanding customer experience (CX) maturity, it's essential to recognize the various levels of development that organizations may progress
through. These levels provide a framework for assessing an organization’s current state and identifying areas for improvement.

3

Fixing
In the Fixing stage, organizations
actively strive to address collected
customer feedback. A more
structured approach to feedback
management is evident, with
established processes for capturing
and analyzing feedback. However,
these efforts may still lean towards
reactivity, prioritizing the resolution
of immediate customer concerns
rather than proactively identifying
and addressing underlying issues.

— 4 FIXING r—
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Using Technology for

Improving Root Cause Analysis in the Becoming a Customer Experience

Improvement Phase Leader

Organizations at the improving At this stage, organizations leverage The highest level of maturity is achieved
level demonstrate a commitment to advanced atechnologies and data when organizations become true leaders
continuously enhancing the customer analytics to conduct in-depth root in customer experience. At this stage,
experience. Feedback initiatives are cause analysis of customer feedback. customer feedback is woven into the
more holistic and interconnected, Data-driven insights play a significant fabric of the organization, influencing
allowing for a deeper understanding role in understanding the underlying deCiSiF’”‘ma!(ing atalllevels. The
of customer behavior and sentiment factors contributing to customer organizations commitment to customer-
across various touchpoints. satisfaction or dissatisfaction. By centricity is ingrained in its culture, with a
There is an emphasis on not only harnessing technology, organizations relent!ess focus Or': dehvermﬁ exceptf|onal
resolving issues but also identifying can identify patterns and trends, egpenengets. Fhurt Iermore,(tj © U(Sf?
opportunities for innovation and enabling them to make strategic 2ngf?iies a||i?/\/8nl%?§rlﬁet§3ianat(frrearlﬁ((:jlve
differentiation based on customer @mprovements that have a meaningful persénalizeol customer in?eracéons, setting
feedback. |m|oaqt on the overall customer the organization apart as a benchmark for

experience. customer experience excellence.

"~ IMPROVING ~ INNOVATING ~ LEADING -

In navigating the maturity curve, organizations can use these levels as a guide to assess their current standing and chart a path toward advancing
their customer experience capabilities. By progressing through the levels of maturity, organizations have the opportunity to not only address existing
pain points but also unlock new avenues for growth, differentiation, and sustained customer loyalty. The big question is: at what maturity level is your
organization and what will be the next best action to take?
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CHAPTER 4.
Signals for Feedback

In the ever-evolving landscape of customer experience management,
the ability to capture and interpret customer feedback is a critical factor
for businesses seeking to enhance their operations and stay aligned with
customer expectations. This chapter explores the diverse methods and
tools available for organizations to gather valuable feedback from their
customers across various touchpoints.

A key element highlighted is the importance of offering multiple
channels through which customers can provide feedback. By providing
options such as website buttons, pop-up surveys, telephone calls, and text
analytics for call center interactions, businesses can enable customers to
share their opinions conveniently and offer insights into their experiences in
a manner that suits them best.

Moreover, the implementation of speech and text analytics tools
presents a significant opportunity as an advanced means of gathering
feedback. These tools can provide comprehensive insights, surpassing
traditional survey methods. This allows businesses to capture real-time
feedback, analyze customer sentiments more accurately, and identify
specific pain points or areas for improvement.

The approach to capturing customer feedback signals also encompasses
the integration of feedback mechanisms into the customer experience
flow. By embedding feedback collection in the customer journey,
businesses can ensure a continuous influx of valuable information,
effectively enhancing the customer feedback loop in real time.

Also take a good look at how to leverage predictive behavior to create
personalized experiences and demonstrate responsiveness to customer
feedback. This emphasizes the value of not only gathering feedback but
also acting upon it to enhance the overall customer experience.

As businesses navigate the complexities of the digital age, the ability
to capture, interpret, and act upon customer feedback signals stands
as a pivotal driver in shaping customer-centric strategies and ensuring
sustained success in an increasingly competitive market.

) 2.
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CHAPTER b5:

Three Opportunities of Transformative Feedback

There are three major opportunities when it comes to Transformative Feedback.

Culture & Strategy:

There is a significance of cultivating a customer-first culture within organizations.
This goes beyond superficial acknowledgment of the customer; it requires a deep-
seated commitment to aligning every aspect of the business with the needs and
expectations of the customer. By fostering a culture that prioritizes the customer,
organizations can instill a mindset where every decision and action is viewed
through the lens of how it impacts the customer experience.

Strategically, this customer-centric culture is underpinned by a clear roadmap
and long-term vision. Instead of perceiving customer experience as a short-term
initiative, organizations are encouraged to adopt a strategic outlook that focuses
on long-term transformation. This requires CEOs and top-level leadership to
prioritize the customer-centric change, driving the organization's commitment to
consistently delivering exceptional experiences.

medallia.com 10



Inner and Outer Loop:

The concept of inner and outer loops is where the customer will feel your action. It is all about acting upon
customer feedback. The inner loop represents a rapid and immediate response to customer feedback,
allowing organizations to address and resolve customer issues in real-time. It involves swift follow-ups,
problem resolution, and immediate action to rectify any aspects of the customer experience that fall short of
expectations.

In contrast, the outer loop focuses on strategic, long-term improvements based on aggregated customer
feedback data. It involves analyzing patterns and trends across a broader spectrum of customer interactions to
identify systemic issues or areas for significant enhancements. By integrating both loops into their operations,
organizations can create a comprehensive and proactive approach to refining the customer experience.

Inner and Outer Loop:

The third opportunity involves leveraging service design methods to create a cohesive and customer-centric
experience. This approach entails empathizing with customers, defining their needs, generating innovative
solutions, and prototyping new experiences based on real-time feedback. By embracing design thinking
methodologies, organizations can continuously test and refine their offerings, ensuring they are continually
aligned with customers’ evolving needs and expectations.

Importantly, the integration of service design methods necessitates a collaborative effort across various
business units. It breaks down silos, fostering cross-functional collaboration to ensure that the customer’s
perspective is incorporated throughout the organization's design and operational processes. The ultimate goal
is to develop a customer-first culture that consistently seeks to improve the overall customer journey.

Explore how to cultivate a customer-centric culture and strategic approach, integrate inner and outer loops, and leverage service
design methods to ensure that organizations are aligned with the ever-changing needs of their customers.
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CHAPTER 6:
Quantifying Business Value and the Big Shift

The big shift in customer experience (CX) is not a sudden change from today to Establishing the CX Ecosystem:
tomorrow; rather, it represents a longer-term transformation that spans over 3 to As organizations transition to the Exploring stage, they begin to

5 years. This shift involves evolving into a customer-centric organization, which recognize the importance of gathering customer feedback. Initiatives to
can be approached through a three-phase process: building the foundation, capture feedback may start to emerge; however, they often remain ad-
optimizing the experience, and establishing the CX ecosystem. hoc or confined within specific departments, lacking a unified approach.
While there is a heightened focus on understanding customer sentiment,
Building the Foundation: the organization has yet to fully integrate feedback initiatives across all
The first phase of this transformation involves laying down the touchpoints, thus limiting the breadth and depth of insights gained.

groundwork for customer-centric change. This encompasses aligning
the organization’s vision and strategy with the goal of enhancing

the customer experience. It also involves creating the necessary
infrastructure, processes, and systems to capture and analyze customer THE BIG SHIFT
data effectively. This foundational phase is critical for setting the stage

for subsequent improvements and initiatives that will enhance the

customer experience. \ i

gathered to make targeted improvements across various touchpoints

in the customer journey. It involves identifying pain points, addressing Building The  Optimizing The Evolve The
customer feedback, and implementing changes that enhance the Foundation Experience Organization
overall experience. By optimizing the experience, organizations can
drive greater customer satisfaction and loyalty, thereby differentiating

themselves in the market and building a reputation for superior customer
service.

2 Optimizing the Experience:
Once the foundation is in place, the focus shifts to optimizing the
customer experience. This phase entails leveraging the insights and data

CX Maturity

CX COMMUNICATIONS, CELEBRATIONS & TRAINING

TIME (3-5 years)
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How to progress along the Maturity Curve

In the pursuit of this big shift, and combining the Signals to Action Approach
with the three levels of the Big Shift, there are many actions that can be
taken. The big question is, how can you progress along the Maturity Curve?

The suggestion is to first define where you are in the Big Shift: Are you in the
phase of laying the CX Foundation, optimizing the CX Discipline, or evolving
the organization to be customer-led? Once you've determined your position,
you can choose from the Signals, Insights, Engagement, and Actions the
elements that need action.

Both Nienke Bloem CCXP and Medallia thought leader Gerben de Boer,
chose two elements they suggest CX leaders start working on. These are a
total of four key actions that organizations can consider to quantify business
value and drive the transformation towards becoming a customer-centric
organization.

@ Conducting a Maturity Assessment to baseline
organizational readiness (Engagement and Laying the CX
Foundation):

Evaluating the maturity of the organization’s customer experience
capabilities is a fundamental step in quantifying the business value.

By conducting a comprehensive maturity assessment, organizations
can gain insights into their current CX capabilities, identify gaps and
opportunities for improvement, and set benchmarks for progress. This
assessment provides a structured approach to understanding where
the organization stands in its CX journey and what steps are needed
to advance towards greater customer centricity.

©® Experience design drives product & service innovation at

scale (Action and Evolve the organization to be customer
led)

To drive the big shift in customer experience, organizations need to
focus on evolving their internal structures, processes, and mindset.
This involves aligning various functions and departments towards a
common goal of prioritizing the customer. It also requires investing
in technology, training, and resources to support customer-centric
initiatives and foster a culture of continuous improvement. Evolving
the organization ensures that customer experience is not just a
buzzword, but a fundamental principle that guides decision-making
and operations across the board.
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In conclusion, quantifying business value and embarking on the big
shift in customer experience represent a strategic imperative for
Measuring the impact of customer experience initiatives is essential organizations seeking sustainable success in a customer-centric
for quantifying business value. Organizations can leverage metrics landscape. By taking proactive steps to assess maturity, evolve the
and data analytics to assess the tangible outcomes of their CX efforts, ~ Organization, measure impact, and cultivate long-term leadership,

such as improvements in customer satisfaction, retention, and lifetime ~ companies can position themselves for long-term success in delivering

® Connectfeedback to operational and financial business
data (Insight and Optimize the CX discipline)

value. By quantifying the impact, organizations can demonstrate the exceptional customer experiences and reaping the associated business
ROI of their customer experience investments and garner support
for further CX enhancements. This data-driven approach provides
the evidence needed to justify ongoing strategic focus on customer
centricity.

Expand signal capture to other touchpoints that matter
in the journey and/or other business units (Signals and
Optimize the CX Discipline)

To sustain the big shift in customer experience, organizations must
prioritize long-term transformation and cultivate visible, dedicated
leadership that champions customer-centric change. This involves
developing a clear roadmap for the organization’s CX journey,
outlining milestones, initiatives, and resource allocation over an
extended time horizon. It also requires engaging leadership at

all levels to drive and support the transformation agenda, with a
particular emphasis on CEOs and executives embracing customer-
centric culture as a strategic imperative.

rewards.

c»
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1. CX Maturity
Assessment to
baseline organizational
readiness

&

3. Connect feedback
to operational and
financial business

data

2. Experience design
drives product &
service innovation at
scale

@
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to other touchpoints that
matter in the journey
and/or other business
units
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CONCLUSION:

To finalize this e-book, we thank you for going on this journey with

us. We have embarked on a deep exploration of the critical journey
towards unlocking business success on the customer experience
(CX) maturity curve. All based on the fabulous webinar of Medallia

on the 21st of March, hosted by us, the writers of this e-book: Nienke
Bloem CCXP and Gerben de Boer. Our discussion will continue

and delve into the challenges and opportunities that organizations
encounter when seeking to create enduring value through feedback,
progression, and strategic transformation.

Throughout our discussions, we have found that customer experience
maturity is a multifaceted process, involving the conscientious
tracking of individual customer data over time, connecting data

to financials, and capturing inputs from all relevant touchpoints.

The significance of closing the loop with clients and delivering
personalized experiences through predictive behavior needs to be
underlined. The six levels of maturity can help you position your

CX stage, ranging from no focus on client feedback to the use of
technology for root cause analysis in the improvement phase.

Be aware of the “big shift” in customer experience, which clarifies
that transitioning to a customer-centric organization is a longer-
term transformation that requires a guided roadmap and steadfast
leadership commitment. The evolution into a customer-centric

organization is dissected into three transformative stages: building
the foundation, optimizing the experience, and establishing the CX
ecosystem.

See where you can act and deliver business value, by acting on
strategic themes and critical actions organizations can take, such as
conducting a maturity assessment and evolving the organization to
embrace customer-centricity. As organizations strive to navigate the
complexities of the CX maturity curve, it's clear that a collaborative
effort between CX and service design is essential to develop
customer-centric processes and promote a customer-first culture.
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About Medallia
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