ROI on CX Programmes

A framework and practical tips
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Welcome

Allow me to introduce myself
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Our activities

2 Operationalise

1 Design G

V] Asstes§tyour Customer Experience Design the Translate your @ Conduct gap analysis to identify actions
m . . 5
. Experience your Customer Experience @ Draw up a programme roadmap
@ uncover customer insights customers deserve design into @ Listen to the Voice of the Customer
@ Map multi-channel customer journeys CUSTOMER operational reality ® Modify processes and systems
@ Articulate your Customer Experience : :
st JOURNEY @ Commit to Key Performance Indicators
. @ Align data and information architectures
@ Draw up a Customer Experience MANAGEMENT _ 9
Roadmap @ Review organisational structure
@ (Re)Desi t [ Wharweilo @ Implement NPS
e/besign your customer experience We support our clients on every stage of their CX P
@ |Introduce Service Design thinking program development, in all aspects of customer

experience design and delivery. When doing
so, we scale our involvement based on

what makes sense in view of the

4 Improve objectives to be achieved. 3 Engage

O

Close the loop to save unhappy @ Ensure employees are willing, skilled and able

Qustomers Act on the customer Get your people to @ Align leadership behaviours and skills
Turn satisfied customers into advocates voice and the deliver Customer @ Build a customer movement
Nurture customer advocates for extra insights it brings Experience beyond

@ Connect people strategy with Customer

profit and word-of-mouth Experience vision

the manual

Act cross-functionally on customer

insights @ Align the Employee Experience

) ] le’s insigh ivi
BandhiadeyourCuslomer Brpotioncs Capture your people’s insights and creativity

Create innovative experiences
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We know that CX brings value — and that VoC drives CX

Why are we here?

1/12/2019
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Customer Experience, VoC and the Creation of Profit

Calculating the value of an (un)happy customer

Customers who recommend
you are more profitable

Customers that are so happy they are
likely to recommend a company

e spend more

* negotiate less

 stay longer as customers

« are more open to upselling
, * are easier to service

N\ > |  upgrade quicker

' * increase staff morale

* generate new business
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So we all believe in the value of CX
But...
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Setting up the CX (or VoC) programme correctly
Getting buy-in from the rest of the organisation
Driving action

Getting ROI

Existence management

What we learned — also from your questions

Typical pain points
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How to get the full value out of your programme

We have developed a framework
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CCC Framework

EEEEEEEEEEEEEEEEEEER CREATE VALUE

Based on the outputs of the Core, the
organization can create value. Key
opportunities:

*  Close the loop to improve CX

* Use insights to drive sales

* Improve operational efficiency

Uttt CAPTURE VALUE
It isn’t enough to create the value, we must
@ also capture it, to effectively prove it to the
organization. We need to show:

¢ The value of CX and recommendation
e A full scale Business Model
* Implement the right KPIs

CORE

The Core of the framework delivers
actionable insights, through:

e Systems

e Metrics

¢ Processes

Once the value is captured, it needs to be

communicated into the organization, to

inspire more people to generate value.

*  Ensure all stakeholders are Willing,
Skilled and Able

*  Showcase success and ROI

»  Bring other departments and senior
management on board
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CCC Framework

CORE

The Core of the framework
delivers actionable
insights, through:

« Systems

* Metrics

* Processes
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CCC Framework

CREATE VALUE

Based on the outputs of the Core, the
organization can create value. Key
opportunities:

« Close the loop to improve CX

» Use insights to drive sales

* Improve operational efficiency




Feedback from customers (but also employees & vendors)

Tactical / Narrow focus Strategic / Wider focus

1 Immediate follow-up 1 Identify root causes

® 00 :
with customer/team o i o 2 Involves multiple
2 Learn what does and SpECIftIC client ® ® @ Organisational functions and
doesn’t work orteam b aned improvements departments
3 Identity behaviour improvements Engaged clients 3 Systemic change needed

changes needed and people

Make sure unhappy customers
(detractors) stop being
unhappy

@ Find ways to turn merely

@ recommenders

Capture the value of
recommenders

Source: Bain & Company

VoC magic: customer verbatims lead to

Instant ROI and structural impact through closed loop
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NPS by Margin group Great NPS on the key
0% 20% 40% 60% 80% 100% accounts """ or IS It?
<200 K (n=83) 47% 31% 229, NPS = 25%
Look at it differently - 7
accounts of more than 1MM
Margin are at risk!

500 K - 1 min (n=58) 45% 38% 17% NPS = 28%

200-500 K (n=104) 1% 2% m NPS = 25%

=1 min (n=90) 48% 44%

Noifo(n=10)  30% 40% NPS = 0% Account recovery = Nr 1 ROI
Promaoter Passive m Detractor D rlve r!

M= 345

G Based on your overall relafionship with METINVEST, how likely are vou! fo recommend us fo a colleague oranyone who would be infereshea?
{0: Extremely umilkely— 10 Extramely kel |

Its the individuals that count

Driving Action In
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My favourite case

How to Learn from Verbatims
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Would | recommend you? Ha, | already sold 3 grills
for you. Why? Because the meat tastes so much
better!

My favourite case

How to Learn from Verbatims
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Hmmm, vielleicht
etwas gunstiger
werden?(9)

Die Preise senken ;)
(9) na ja, die Preise sind
schon "saftig, (10)

Leider sind lhre Preise

doch recht hoch. Kann

Preise sind sehr man Uber eine gunstigere
hoch. (10) Serie anbieten? Meine
Freunde scheuen die

hohen Preise. Ich bin

mit meinem Performer

Pre?s/Leistung . super zufrieden! (10)
Preis hoch, Den Preis :-) (10)

Leistung auch gut...
schones Design (9)

My favourite example

How to learn from verbatims the easy way
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Some Lessons & quick wins achieved:

- Adapt your marketing to the customers °
perception -> double sales in 3 years

- Figure out that * price’ is just a default
answer by comparing the verbatims in
the different categories: -> keep
margins

- 80% of all customer unhappiness is in
the end due to communication
shortcomings -> the ultimate quick and
cheap wins

My favourite example

How to learn from verbatims the easy way
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= Check share of wallet
= Just pick up the phone
= “Thanks for the great score...”

sonepar

My favourite (B2B) example

Make sales your friend....




BETTER

Get increased customer satisfaction (C55)
due to case ewnership and ability te
prieritise

Reduced wastage in the system and
irritation to the customer due to
boomerang cases

Personalised engagement for customers

T

Case: Empowering Contact Center Agents

FASTER

They may handle fewer cases a day than
average, but get a higher OVERALL case
completion rate

May also handle fewer cases concurrently but
will have faster overall completion rate [run-
through time)

A5 an organisation we may save time on the
Total Case Handling Time, when taking a
halistic view of all time spent

l

CHEAPER

Operational Efficiencies

FUTURELAB

HAPPIER
et greater job satisfaction
ncrease employee engagement

Reduce shrinkage due to breaks and
illnesses
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CCC Framework

CAPTURE VALUE

It isn’t enough to create the

value, we must also capture it,

to effectively prove it to the

organization. We need to

show:

* The value of CX and
recommendation

 Afull scale Business Model

* Implement the right KPIs




Let’s calculate for real

Which are the main customer value drivers in automotive?




How to build a (simple) business case Car margin € 1.000
Average life: 5 years

Let's calculate Avg. service visit margin: € 50

Detractor Passive Promoter
0-1-2-3-4-5-6 7-8 9-10

# Purchases over life time

Purchase margin of car

Value service visits over life time

"B Customer Value - -

Word-of-mouth effect (+/-)

Total Customer Value - - -




How to build a (simple) business case Car margin € 1.000

Average life: 5 years
Let's calculate Avg. service visit margin: € 50
Detractor Passive Promoter
0-1-2-3-4-5-6 7-8 9-10
# Purchases over life time 1 2 4
Purchase margin of car € 1.000 € 2.000 £4.000

Value service visits over life time

Customer Value

Word-of-mouth effect (+/-)

Total Customer Value - - -




Word of Mouth Impact at a Global Luxury Car Brand

How many customers How many customers
did you stop from did you bring us?
choosing us?

1 4



How to build a (simple) business case Car margin € 1.000

Average life: 5 years
Let’S CaICU Iate Avg. service visit margin: € 50
Detractor Passive Promoter
0-1-2-3-4-5-6 7-8 9-10
# Purchases over life time 1 2 4
Purchase margin of car € 1.000 € 2.000 i

Value service visits over life time

Customer Value

€ -2.500 €0 € 10.000

Word-of-mouth effect (+/-)

Total Customer Value € 15.000
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B2B Business Case, simple version

120.000 -
102.956

100.000 - B
80.000 - +25% 75.358
60096 ....................................
60000 1 e

40.000 -

20.000 -

Detractor Passive Promoter

Q.: Wie wahrscheinlich ist es, dass Sie XXX einem Freund, einem Familienmitglied oder einem befreundeten Unternehmer empfehlen wiirden?

Based on Umsatz 2016
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B2B Business Case, simple version

Value (€)
Detractors 60.000
Passives 75.000 Total Customer

Promoters 100.000 50.000

35% Passives 50% Promoters
17.500 25.000

o I/

Potential: € 112 M Potential: € 437 M
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Grant Thornton outcomes, examples

The Net Revenue from saving just 1 or 2 ‘valued clients' pays for the annual cost of ClientVoice

Grant
Thomton
Grant Fact: The discovery of at least one unhappy client occurs
Thomnton within two weeks of launching ClientVoice.
nghly satisfied clients IJI'OdUCE greater fram: Harvard Business Review, Zero Defeclions: Qualily Comes to Service

fee revenue growth and higher realization
Fact: “It's common for a service business to lose 15%-20% of its

Research from long-term ClientVoice Net Fee Growth Realisation = ”
firms (US, Canada) vs. average client vs. average client clients ann uaﬂy.

Promoters/ ‘Raving Fans™ (9s &

10s +7% to 10% 58.4% to 85% .

: median revenue of

(Fr:g‘r:_;";:ig;;ans} negative 7% to +2% 55.8% to 78% one Valued Client *

» o , potentially lost
S s 8% to 14% additional revenue Realisation=261t07.0

B ’ growth percentage points higher

ClientVoice
Basic Service

* "Valued clients’ are clients that together represent 75% of a firm's revenue.

S g
@ GrantThomton o s g %

Q GrantThomton | an insinct for gt

1/12/2019 28.
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Customer Value Calculation: Example (NPS Style)

The amount the
customer spends per The number of
purchase customers
attracted/chased away

X I by word-of-mouth I

Cost to serve differential

Staff morale & turnover

The number of X . :
purchases a customer s e religenss
makes a year The value of a new
customer _
X Reputation management

The number of years a
customer stays loyal.
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Start building from there — pragmatic and practical
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Goodhart’s law: “When a measure becomes a
target, it ceases to be a good measure.”

Overall: average NPS score vs. days of case closure

Mrofcases dosed —Awerage NPS soore

AR

14

The spikein closures before day 8 actually results inlower MPS score

What is the problem with many KPIs?

Challenge all KPIs
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Mercedes-Benz
Customer Assistance Center Maastricht

Best example

Kill the KPIs
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CCC Framework

Once the value is captured, it

needs to be communicated into

the organization, to inspire more

people to generate value.

» Ensure all stakeholders are
Willing, Skilled and Able

« Showcase success and ROI

* Bring other departments and
senior management on board
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TELL ME WHY?

Internal & External = Closing the Loop!

Once you actioned it — tell it
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Getting to action requires more than good intentions

Able

Can they act, or does
business get in the way

Skilled

Do they have the knowledge and
practice to do what is right

Willing
Do they want to behave in a customer-centric manner

The bottom line

People need to "want” to be customer-centric
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To start a customer movement

1. Unite your ambassadors into a community
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To start a customer movement

2. Do what you can to help them be successful

o
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e ‘
WX

To start a customer movement

3. Switch on the spotlights (ignoring others)
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Conclusions

Almost done ©
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CCC Framework

EEEEEEEEEEEEEEEEEEER CREATE VALUE

Based on the outputs of the Core, the
organization can create value. Key
opportunities:

*  Close the loop to improve CX

* Use insights to drive sales

* Improve operational efficiency

Uttt CAPTURE VALUE
It isn’t enough to create the value, we must
@ also capture it, to effectively prove it to the
organization. We need to show:

¢ The value of CX and recommendation
e A full scale Business Model
* Implement the right KPIs

CORE

The Core of the framework delivers
actionable insights, through:

e Systems

e Metrics

¢ Processes

Once the value is captured, it needs to be

communicated into the organization, to

inspire more people to generate value.

*  Ensure all stakeholders are Willing,
Skilled and Able

*  Showcase success and ROI

»  Bring other departments and senior
management on board



FUTURELAB

Customer Value Calculation: Example (NPS Style)

Intrinsic customer value Word-of-mouth value Other value drivers

The amount the
customer spends per The number of
purchase customers
attracted/chased away

X I by word-of-mouth I

Cost to serve differential

Staff morale & turnover

The number of X . :
purchases a customer Market intelligence
makes a year The value of a new
customer .
X Reputation management

The number of years a
customer stays loyal.



ROI Models Should Be Useful, Not Perfect

CX transformation leaders should not strive to
create a model based on assumptions that are
exactly right but Dh ones that reasonable people
will say are not wrong. Leaders should track
success metrics to evolve their assumptions
over time.
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+ Gain customer insights.
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Ask for a private webinar

How to choose the right metric for your Voice of Customer program

FUTURELAB

FUTURELLE

Improve accountmanagement & sales effectiveness
Prioritise customer issues.
Improve customer portfolio management
Improve distribution experience
Align organisational siloes around the customer
Make customer “happiness™a hard metric
Improve your competitive position
drive peopl

PN RN

https: .net/Futurelab/g
in-which-nps-can-add-value-to-your-business

8 Ways in which NPS can add value to your business

Send an email: sko@futurelab.net

For resources, brainstorming or sparring

Talk to us



mailto:sko@futurelab.net

FUTURELAB

Interested? Inspired?
Curious? Book?

So You Want To Be

Customernr

Centric?
entric?

8 Steps to Profitable Customer Relations

ALAIN THYS

DANKE:

x TINGKI

Let’s talk ‘customer’ — over the phone or a cup
of coffee:

Stefan Kolle

g Direct Ik TH ANK
anaglng Irecior SU_KESK&#TNL
sko@futurelab.net GRA%GCAI'I%QSEEE'“ s ;
+32 473 88 89 96 SHUKURIA -2 S5 &,
e e L
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www.futurelab.net % BOLZIN MERCI

www.futurelab-deutschland.de

FUTURELAB Wir machen Customer-Centricity geschehen. Profitabel.
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