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No matter what industry you are in or who you serve, today’s customers embrace an increasingly
digital mindset and ever-greater expectations of the experiences they get from those that wish to
serve them.

This is one of the key reasons why the business imperative of enabling—and consistently
delivering—‘digital first but not digital only’ multichannel experiences means that to get the
business value out of digital transformation, you shouldn’t focus on it without a parallel customer
experience transformation effort.

And these aren’t (just) technology issues. These are workforce issues.
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The world of business and the customers you serve Tangible benefits for your business
o has changed 7 high-profile digital-first, customer-centric leaders
Business Success in the 2020s: What Differentiates you already know
Leaders Case study: Global Digital Marketing Organization
What a digital-first, customer-centric culture means Case study: Fortune 500 Technology Company
3. How Leaders Are Getting There 4. How to Get Started

An integrated approach p.14 3-phase launch plan: Four areas to begin

9 common things that digital-first, customer-centric working on now p.26

organizations do well p.16 About us p.27

Best-practice capabilities: Leveraging the tools
of proven success p.19

Digital Academies: Accelerating digital-first,
customer-centric ways of working p.24



The fact is, this era of smart, ever more digitally-enabled customers requires companies to shift
their culture in two key but interrelated ways, enabling and adopting:

A customer-centric way of looking at their business
A digital-first way of thinking in the workforce

That’s where this guide comes in—providing a quick look at what success looks like for leaders
and how they got (and stay) there, as well as some steps your enterprise can take to get there.



As work went remote, schooling
virtual, and shopping even more
online, the adoption of digital ways
of working, learning and interacting
have radically accelerated.

We—along with most analysts and
pundits—see this adoption as a simple
acceleration of existing technology,
business and customer-related trends.

These are trends that every organization
needs to understand and embrace to
effectively compete in the years ahead.
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There’s a reason business leaders such as Best Buy,
Microsoft, American Family Insurance and others
pursue their digital-first and customer-centricity
efforts as a fundamental change of mindset focused
on the customer, along with operational and IT
improvements.

Because together, a focus on integrated, digital and
customer experience transformation can generate
a 20 to 30% increase in customer satisfaction and
economic gains of 20 to 50%. 2
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Simply stated, a digital and customer-centric workforce is a workforce that has the willingness, motivation
and learning mindset to bring the customer view to decision making—and that does so in a way that
recognizes and embraces the impact that various digital developments have on customer and employee
experiences, as well as a focus on business, process and IT efficiencies.

Much like the TQM (Total Quality Management) movement, it’s about having a culture that embraces
transformation and that operates in ways that drive continuous and incremental improvement because of
workforce involvement.
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How can you develop these workforce capabilities?
“Tell me and I'll forget; show me and | may remember; involve me and I'll understand.”
Benjamin Franklin’s words ring true here.

A key reason why employees resist change is that they’re typically not involved or invested in it.
Top-down edicts with little context and lack of clarity on vision and strategy don’t drive change;
they drive resistance.

That's why successful transformations exhibit these four things:

1. A co-created ‘change vision’ to provide focus and context while driving motivation and willingness
in the workforce

2. Developing the learning mindset to ensure adoption and “stickiness” of a digjtal-first, customer-
centric way of working

3. Skills creation and enablement cascaded across the organization

4. Ongoing skills enhancement and accountability for those skills



“Leveraging both digital
and customer experience
transformation forces
companies to understand,
address and optimize

all the ways in which

they interact with their
customers.”

Market Performance of Leaders
15x Greater Than Laggards

Looking at the customer experience
capabilities of public companies over a ten-
year period, leaders returned an average of
450% to shareholders, whereas laggards
returned 30%. In other words, market returns
for leaders are about 15 times greater than
market returns for laggards. 4
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What Success Looks Like
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Source: Medallia Analysis. Leaders and laggards are defined using the
American Customer Satisfaction index
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What Success Looks Like

“Together, a focus on integrated, digital and customer experience
transformation can generate a 20 to 30% increase in customer
satisfaction and economic gains of 20 to 50%.” 2

Benefits for Customer-Centric Leaders Benefits for Digitally-Enabled Leaders
Customer experience leaders are proven to have At the same time, digitally mature companies realize
consistently greater business results than those that a myriad of benefits thanks to digjtal activation
have yet to make customer experience transformation and adoption, especially compared to those who
a priority. A few of those benefits include: invest in digital without the organizational ability to
= Customer-centric companies are 60% more optimize those investments. For example:
profitable than companies that don’t focus on = Digitally mature companies are 23% more
customers. > profitable than their less mature peers. 7
= Over a 300% greater lifetime customer value 6 = Digital-first companies are 64% more likely to

= Greater bottom-line revenue growth 12 achieve their business goals than their peers. 3

= 71% of digitally mature companies say they
can attract top new talent compared to 10%
of early-stage digital companies. 70% of digital
transformations fail, most often due to resistance
from employees. 8

= 84% of companies that work to improve their
customer experience report an increase in their
revenue. 12

= Up to 200% greater customer and employee

loyalty 12
= The biggest reason: failure to effectively

communicate the goals, strategy, purpose and
outlook with their employees. 2

= Significantly reduced (up to one-third) cost to
serve customers 12

= Up to 2.4 times per-customer revenue increase 12

= Brands with superior customer experience bring
in 5.7 times more revenue than competitors that
lag in customer experience. 11
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What Success Looks Like

The highest profile leaders aren’t a mystery.
You know them, too.

You know who the highest profile leaders are today. In fact, you probably
interact with several of them on a regular basis.
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AMAZON

Famously delivering
on the “voice of the
customer” in every
market it's entered
with leading digital
technologjes. 13

Amazon is
investing $700M
to retrain workers
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LOREAL

“Inventing the beauty
of tomorrow” from
product design to the
beauty experience
and embracing digijtal
technologijes. 14

LOréal has
upskilled over
14,000 customer-
facing employees
on digital

Walmart’'s $4B
investment

for launching
workers into the
future pays off

MICROSOFT

Shifting from product-
focused to a customer-
obsessed leader has
driven a 60% revenue
increase and a 355%+
stock price rise. 16

WALMART

Accelerating innovation
across all channels to
become an ecommerce
and brick-and-mortar
retail leader. 15

JPM CHASE

Investing heavily in
digital and experience,
gaining market share
from traditional banks
with better user
experiences. 17

DISNEY

With a laser focus on
their customer from the
beginning, today they're
also a digitally-driven
company. 18

What Success Looks Like

JPM Chase
has committed
$600M to
reskilling
workers for a
digital future

SALESFORCE

Transforming multi-
channel customer
management, and the
leader in the move to
cloud solutions. 19



What Success Looks Like

Case Study: Global Digital Marketing Organization

Client: This digital agency with operations in New York, London, Singapore, and Mumbai helps its clients
develop and activate corporate marketing strategies for global organizations using a range of PR, digital,
video and mobile services.

Business Imperative Outcomes
| | |
| |
|
||
Solution
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What Success Looks Like

Case Study: IT Services for a Fortune 500 Technology Leader

Client: The leadership and 5,000 employees of this $1.2B IT services group is responsible for planning

for, deploying, and managing technology solutions across enterprise environments for this multi-national
technology company.

Business Imperative Solution
| | |
| |

HW?;Q

R\ Wy, | |

11
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How Leaders Get There

An integrated approach,
proven in academia and business

A strategic framework for successful digital- Driven by two decades of real-world business
first, customer-centric transformation. applications and primary research.
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How Leaders Get There

Becoming a digital-first, customer-centric leader is not simple. But it is straightforward.
We have learned that while there are, of course, myriad differing approaches, there are also a number
of core digital-first and customer-centric capabilities that that drive successful transformation efforts.

By success, we mean those organizations that achieve the economies, returns, growth, and competitive
advantages that the best-executed transformations promise.

A proven model you can begin to leverage today.
On the pages that follow, we will share some of the things that we learned as well as the capability
frameworks we’ve created.

These frameworks are strategic management tools designed to help companies innovate,
orchestrate, and accelerate digjtal-first, customer-centric business transformation.

McorpCX + Gestalt Page 15



How Leaders Get There

How well does your organization do
these 9 things today?

How leaders lead: 9 common success factors for digital-first,
customer-centric transformation

Digital-first, customer-centric leaders do many things well—driven by new, integrated ways of
thinking and working across their organizations.

For those who succeed, these are some common success factors. The time to start thinking
about them—and assess how well you’re doing—is now.

To what degree does your organization...

. Continually empathize with the customer?

. Develop the motivation and willingness to change?

. Embrace a culture of collaboration, speed, and agile operations?
. Eliminate silos across the business?

. Enable seamless, omnichannel customer experiences?

. Assess the business operating model?

Show pathways to continuously learn and apply “New Tech?”

. Adopt digital methodologijes like continuous innovation and data-driven decision making?

1
2
3
4
5
6
7.
8
9

. Align key performance indicators to desired business outcomes?
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How Leaders Get There

1. Continually empathize with the customer: It's crucial to ensure that your decision making is
informed by relevant data about your customer, including operational, perceptual, behavioral and
business value insights.

2. Develop the motivation and willingness to change: The workforce needs to embrace the
realization that they need to change; a compelling narrative can help create excitement and buy-in
as they help drive the organization forward.

3. Embrace a culture of collaboration, speed, and agile operations: This requires the entire
workforce to leverage digjtal tools to seamlessly collaborate across boundaries, acting in an agile,
swift, and “hierarchy-less” manner to empower and enable people, teams and systems.

4. Eliminate silos across your business: Customers expect to interact seamlessly across channels,
departments and groups. But most companies aren’t built this way. Now’s the time to radically
improve performance, simplify internal processes, integrate insights and data sources and change
how you deploy initiatives across your entire business.
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How Leaders Get There

5. Enable seamless, omnichannel customer experiences: Customers increasingly expect to start a
transaction in one channel and seamlessly continue in others, giving them the ability to transact on a
website, move to a call center or chat function, switch from a desktop to a mobile device, and even walk
into a store without having to start over.

6. Assess your operating model: Put the customer at the forefront of your transformation by optimizing
people, processes, technology, and data across your customer journeys. You'll help ensure a future-proof,
innovation-driven, (and perpetually improving) digital-first and customer-centric business operating model.

7. Show the pathway to continuously learn and apply “New Tech”: Digital ways of working take root
through the emergence, exploration and use of pervasive digital technologies and access to unlimited
information. Those who are not digital natives need to learn new technology-enabled skills in a digitally
immersive ecosystem to consciously, methodically unlearn practices which can hold them back.

8. Adopt digital methodologies like data-driven decision making, digital storytelling and continuous
innovation: And we can add design thinking, agile ways of working and more. Given the digital
developments around us, each of these and other digital-first methodologies have disproportionate
significance as they are each and collectively vital to enabling the digital customer experience.

9. Align key performance indicators to desired business outcomes: A digjtal customer transformation
effort is an investment. As such, it doesn’t make sense to begin unless you're able to measure business
impact from it, most often by linking critical KPIs to anticipated outcomes.
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How Leaders Get There

“When leveraged together, these capabilities—digjtal-first and customer-centricity —
help organizations shift culture and drive competence, enabling the efficient design
and delivery of great customer and employee experiences, at digital speed.”

Best-practice capabilities:
Leveraging the tools of proven success

A digitally enabled, customer-centric

workforce: The starting point for digital and

customer experience transformation

The six best-practice capabilities
of digital-first leaders

It's typically hard to create broad excitement for
change initiatives within an organization. But

adopting a customer-centric view is an excellent
starting point because engaging with customers A
throughout the process places the emphasis on

Digital-First,
solving customer’s problems. Customer-Centric
This aligns cross-functional teams as they better Culture and Ways

understand and leverage the organization’s of Working
capabilities and expertise, decreasing internal
and external friction, eliminating inefficiencies and
driving a focus on bottom-line value.

And that creates organization-wide buy-in—and
real excitement.

The eight best-practice capabilities

of customer-centric leaders

McorpCX + Gestalt Page 19



How Leaders Get There

The 6 best-practice capabilities
of digital-first leaders

“T9% of CEOs see the lack of digital skills in their
employees as a threat to growth.” 10
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How Leaders Get There

These 6 capabilities provide the internal skills digital
leaders leverage to develop organization-wide ways of
working and thinking in a digital-first manner.

0 Digital is not just about usage of technical
tools; leaders must be able to comprehend the application and potential of digjtal initiatives and
competently manage them.

Ensuring customer delight by developing empathy for the customer and
aligning with their changing expectations due to continuous technical innovations are core to the
digital-first way of working.

A digjital mindset means to instinctively look first for a
digital solution to any problem. It's a mindset that continuously explores and evolves with new
technology developments. Leaders with this mindset incorporate agile and adaptive ways of
working and establish a digital culture of learning and growth in the organization.

Identify decision issues and instinctively look for answers
through data. Know what questions to ask the data experts. Get knowledgeable about sources,
types of data and the kind of insights, predictions and projections that could be possible.

Understand the core aspects of technology, its adoption, and
usage for day-to-day tasks; in addition, apply the best digjtal practices and new technology
developments specific to the organization and industry.

®© 0 6 o ©

Achieve greater efficiency by developing new and best
practices such as intelligent automation, integrated data insights and predictive and adaptive
maintenance through empowerment of the workforce to explore emerging technologies such as
Al/ML, RPA, Blockchain, I0T, smart machines, and more.
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How Leaders Get There

The 8 best-practice capabilities
of customer-centric leaders

“Only one in ten organizations see
themselves as ‘very advanced’ in
respect to customer experience.” 11

Page 22




How Leaders Get There

These 8 best-practice-driven customer-
centric capabilities provide a roadmap for
scaling and systematizing customer-centric
ways of working and thinking.

Aligned to your brand and business strategies, this provides the
“north star” for you to deliver on the expectations set by your brand.

Deep insight into customer wants, needs, and perceptions provides
the foundation for design and delivery of experiences that meet expectations.

This capability allows you to design products, services, and
experiences that meet customer needs and differentiate your business.

Despite its tedious overtone, oversight is critical to effectively prioritize investments,
guide delivery, and hold the business accountable for improving the end-to-end experience.

A customer-centered culture helps align the behavior of your people and
the meaning they attach to those behaviors (e.g. rewards, social cues).

Gauging the CX metrics that drive business results is critical to understanding
experience delivery and its impact on business performance.

Comprehensive tools enable your organization to understand and distribute
knowledge of your customers; these tools help your organization deliver and support customer
experience.

© 000006000

The systems your organization develops and enables will support the design,
delivery, and management of customer knowledge, data, and experiences.
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How Leaders Get There

Continuous Learning Organizations:
Digital CX Academies

Digital CX Academies are the answer to the issues today’s workforce has
with traditional “corporate education.”

“Tell me and | forget, teach me and | may remember,
involve me and | learn.” - Benjamin Frankiin

McorpCX + Gestalt Page 24



How Leaders Get There

“To upskill or not to upskill is no longer the question.
‘How quickly can we upskill?’ is what we need to answer now.”

Attributes of highly-effective Digital CX Academies:

The Digital CX Academy is an institutionalized upskilling platform, armed with learning
pathways, processes, tools, content, and more, enabling your organization to digitally
upskill its workforce and become more customer-centric.

“‘\ ™ oC @)

Plug & Play Co-Created Flexible Custom Learning
A modular approach, designed to A program co-created with the Provides multiple learning Immersive exercises are customized
seamlessly integrate with existing client organization to enable modalities and pathways based on to the needs and learning priorities
enterprise learning systems. highly relevant internal upskilling business objectives and the of the organization.

capabilities for sustained learning. digital maturity of the organization.

What Digital CX Academies do:
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Getting Started

A 3-Phase launch plan: Four focus areas to begin working on now

3
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Build Digital and
Customer-Centricity
Capabilities

Assess current capability levels
across leadership and the
entire organization. End with
program design and short-term
action plan.

Map organizational capabilities
to ideal state outcomes, and
prioritize focus areas across
divisions, roles, and work
groups. End with a multi-year
roadmap.

Begin working the top priorities
to show the entire organization
commitment and focus.

Engage Key
Leadership and
Stakeholders

Align leadership and key
stakeholders on the drivers of
change and visions of success,
and a draft plan to get there.

Work through early movers,
change agents, role models
and influencers to socialize,
educate and bring to life
benefits of the transformation.

Begin to embed governance
systems to guide priorities
and investments, and choose
metrics to track success.

Adopt Customer-Centric,
Digital-First Tools and
Methodologies

Assess the current set of
systems for understanding
the customer experience &
listening platforms. Gather
customer skills around them.

Design an “optimal adoption
and leverage program” around
existing systems. Optional:
Make recommendations for
enhancing the systems.

Roll out those priorities

and integrate them into the
organization’s culture and way
of working.

Educate and
Upskill the Broader
Organization

Set the foundation for digjtal
and customer-centric upskilling
with a hands-on, experiential
“bootcamp.”

Run the immersive experiential
program to ensure learning,
practice & development of

a digital & customer-centric
mindset.

Actively coach and continue to
have the team apply skills on
the job.

Page 26



About Us: Gestalt and McorpCX

Gestalt and McorpCX are two proven leaders, partnered to bring a unique combination of expertise
together to help enterprises develop digjital and customer-centric cultures and ways of working,
maximizing return on both customer and digjtal investments.

Some of the organizations we’ve helped include American Family Insurance, Best Buy, Intel,
Microsoft, and many others. We’'d be delighted to help you, too.

@ Gestalt mcorplay

About Gestalt About McorpCX

www.gogestalt.io WWW.MCOrp.Ccx
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