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What does your business provide?

When you’re first asked this question, the answer might 
seem simple—X product or Y service.

But what you sell and what you provide are two very 
different things. Businesses sell products and services
—they provide experiences. And while you might have 
a good grasp of what you’re selling, you might not know 
exactly what experience you’re providing.

While customer experience—or CX for short—is made 
up of every interaction a customer has with your brand, 
it’s much more than simply the sum of these parts. By 
extension, improving the customer experience means 
more than just improving each of these individual 
instances.

To generate exceptional experiences, you need to start 
viewing experiences as a cohesive whole—through a 
360-degree view of your customers, made up of data 
gathered across interactions, channels, and platforms. 
And if you want to be effective on this front, you can’t 
just be customer oriented.

You need to be customer obsessed.

However, there is a catch: There’s no winning at 
customer obsession. No matter how hard you try 
to provide the perfect, personalized end-to-end 
journey, your customers will never be happy. For every 
improvement in experience, their expectations will only 
increase—turning what was once exceptional into what 
is now expected.

But this shouldn’t stop you from trying. After all, 
continually rising customer expectations can motivate 
your company to rise to new heights. Going above and 
beyond what you would have previously imagined—to 
earn a best in class reputation amongst your customers 
and competitors—is only possible precisely because 
you’ll never perfect customer experience.

And how you do this? Where does this moving target 
of a marketing strategy start?

By redefining the customer experience.

INTRODUCTION
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REDEFINING 
THE CUSTOMER 
EXPERIENCE

“...performance on journeys is substantially more 
strongly correlated with customer satisfaction 
than performance on touchpoints...”
– McKinsey & Co.

At its core, customer experience is made up of three key components:

Within each of these components, companies can reach 
customers on several different levels—ranging from 
rational, to emotional, to sensory, to physical, and even 
spiritual.

In the past, companies have focused most of their 
customer experience efforts on improving touchpoints, 
whether that meant streamlining website navigation for 
site visits, organizing inventory for in-store browsing, or 
shortening response-time on service tickets. Companies 
devoted the majority of their resources toward 
maximizing satisfaction at each point, without taking 
into account the larger experience.

Aside from missing improvement opportunities, 
this narrow view also distorts perceived customer 
happiness. By looking at reported satisfaction at 
touchpoints, companies lose sight of what customers 
want—not just better touchpoints, but a better overall 
experience.

It’s important to note that poor customer experience 
almost always arises from a disconnect across these 
touchpoints.

Shifting your strategy away from touchpoints and 
towards overall experience requires two fundamental 
changes:

1) Modifying processes towards creating    
    complete  journeys

2) Adjusting incentives to support journeys, 
     not just touchpoints

As McKinsey & Co. notes, “delivering a distinctive journey 
experience makes it more likely that customers repeat a 
purchase, spend more, recommend to their friends, and 
stay with your company.”

CUSTOMER
EXPERIENCE

CUSTOMER
JOURNEYS

TOUCHPOINT
INTERACTIONS

OVERALL
ENVIRONMENT
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WHAT IS CUSTOMER 
OBSESSION? “Although leaders pay attention 

to competitors, they obsess over 
customers.”
(Amazon’s #1 Leadership Principle)

To create the personalized journeys customers want, 
you need to be customer obsessed. But customer 
obsession goes beyond journeys—this obsession 
fundamentally redefines the customer experience 
as it relates to the journey, touchpoints, and buying 
environment. It’s all about choice and letting people 
buy how they want, not just what they want. 

NORDSTROM GOT THIS RIGHT.
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CASE STUDY: 
NORDSTORM

Founded in 1901, Nordstrom is a classic example of 
excellence in customer experience and service. The 
secret to the company’s century-long success is in their 
unique combination of careful hiring, empowered 
employees, and strong company culture—which, 
for Nordstrom, translates into a series of polished 
touchpoints and an exceptional experience.

However, Nordstrom recently took a major leap forward 
in customer experience. Using cross-channel marketing, 
their customers can now choose exactly how they want 
to shop—elevating the customer experience.

After years of being solely brick and mortar, Nordstrom 
transitioned from providing a pure in-store experience, 
to providing one incorporating web and mobile. Nord-
strom’s customer wants and needs—both existing and 
undiscovered—were met through five additional 
purchase options:

•	 Curbside pickup: combines the speed of buying    	
online with the convenience of picking up curbside

•	 Texting for pickup: allows online customers to 
text when they are nearby and ready for curbside 
pickup

•	 Buying by text: connects customers with a 
salesperson by mobile to view and purchase 
personally curated items

•	 Shopping via app: allows customers to find what 
they need at any time and from anywhere

•	 In-store purchasing with shipping: enables 
shoppers to browse and buy in-store, but have 
their goods conveniently shipped



6

“I think data offers us a really important capability to 
offer personalization, which we’ve traditionally been 
known for as a business, in a much broader scaled 
way.”
– Notes Nordstrom’s Senior VP of Customer Experience, Shea Jensen

Question
What does this new cross-channel approach mean to 
customers? 

Answer
It means increased convenience and personalization, 
the kind that customers hadn’t previously known they 
even needed. By improving both the overall journey 
and the purchase environment, customer experiences 
with Nordstrom improved immensely.

Question
And what does this new cross-channel approach 
mean to Nordstrom? 

Answer
Well, for starters, it doesn’t mean that their brick and 
mortar locations are any less relevant. These new 
purchase options aren’t designed to replace the 
in-store experience Nordstrom has expertly crafted 
over the course of the last hundred years. Rather, 
they provide convenient alternatives and augment 
the purchase process.

Nordstrom’s immaculate displays, luxe locations, and 
meticulously executed service can never be replaced 
by purely digital alternatives—however by prioritizing 
efficiency in cross-channel customer journeys, Nordstrom 
captures customers who would otherwise seek out a 
more streamlined path to purchase elsewhere.

Importantly, the company relies heavily on data analysis 
to support the customer experience through more 
touchpoints and increased personalization. Integrating 
data between channels and brands creates a seamless 
buying experience for their customers, to enhance the 
ongoing customer journey.

Creating a deeper understanding of their customers, 
data is at the heart of Nordstrom’s customer experience 
success. And while they’ve been experts in in-person 
service for decades, the data afforded by new technology 
enhances customer experiences more than manual 
improvements ever could.

6
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MOVING MINDSETS FROM 
TOUCHPOINTS TO JOURNEYS

“Optimizing a single customer journey is tactical; 
shifting organizational processes, culture, and 
mind-sets to a journey orientation is strategic 
and transformational.” 
– Harvard Business Review

When done correctly, this exercise leads to embedding 
journeys into every component of your organization. 
As the Harvard Business Review notes, moving to a 
journey-centric approach changes the way the entire 
company operates, in that it “allows companies to 
move from siloed functions and top-down innovation 
to cross-functional processes and empowered, bottom-
up innovation.”

But to do this effectively (and efficiently), you need 
to first identify the journeys that matter most to your 
customers and company, then determine opportunities 
for optimization through top-down judgement and 
evaluations and bottom-up, data-driven analysis.

Top-down evaluations enable you to identify and fix 
issues in your journeys, but it’s bottom-up analysis that 
transforms the overall customer experience—by refining 
the journeys that matter most to your customers and 

your bottom line. And to know which journeys to focus 
on, you need to know your customers. But more than 
that, you need to understand them—through a full 
360-degree view.

The better you understand your customers, the more 
accurately you can decide which journeys to optimize. 
Gaining a solid understanding of your customers starts 
with data—the kind obtained from Enterprise Resource 
Planning (ERP), Customer Relationship Management 
(CRM), and Marketing Automation (MA) platforms. Once 
you perform in-depth analysis on this data, you can 
begin efficiently optimizing customer journeys.

All this to say, when you employ integrated data to 
create better customer experiences, those improved 
experiences in turn increase revenue generation.

WHICH IS EXACTLY WHAT AMAZON DOES.

Most companies are hardwired to focus on individual touchpoint interactions with customers—transactions rather 
than journeys. So, how do you overcome this inertia and begin implementing and managing customer journeys?

Observe the current 
journeys customers take 
from their point of view

Anticipate customer 
wants, needs and 
expectations at each 
point in the journey

Fill the most 
important gaps and 
create opportunities 
along the journey

Improve the journey 
by redesigning it for 
a better end-to-end 
experience

Identify how they 
navigate through 
touchpoints along 
their journeys

Fix the root 
causes of issues
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CASE STUDY:
AMAZON

“You can be competitor focused, you can be 
product focused, you can be technology focused, 
you can be business model focused… But in my 
view, obsessive customer focus is by far the most 
protective of Day 1 vitality.”
– Jeff Bezos, CEO, Amazon

One of the guiding principles behind Amazon’s success 
is already familiar to most businesses: “The Customer 
is Always Right”. But Amazon takes this old adage even 
further, by maintaining that the customer is correct, 
even when that means apologizing. And there’s a reason 
for this attitude. Today’s customers are listening to 
what their peers and online reviews are saying about 
companies—good or bad.

More essential than the occasional mea culpa, the key to 
Amazon’s success lies in their ability to build a customer-
centric company based on data.

Amazon’s ecommerce empire is built on data. All 
departments and brands are completely data-driven, 
meaning they’re able to react quickly to what’s working 
(and what isn’t) in every area of the customer experience. 
The more they know about their customers, the better 
they can cater to them and their purchase preferences. 
As Amazon’s data analytics abilities improve, so does 
customer experience.

With all this information in hand, they can provide 
selection, service, speed, and convenience across 
multiple channels to deliver a seamless end-to-end 
customer journey—and keep customers coming back 
for more. And it works. An overwhelming 85% of Prime 
shoppers visit Amazon at least once per week and 56% 
of non-Prime shoppers do the same.

In 2017, Amazon was responsible for 
about 44% of all ecommerce sales in the 
US, and about 4% of the country’s total 
retail sales figures. These are staggering 
numbers, but there’s a clear strategy 
behind them.
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Customer obsession, above necessity, is the mother 
of invention for Amazon. Bezos goes on to say that 
no customer ever asked them to create the Prime 
membership program, but as soon as they had it, it 
became essential.

And customer obsession is clearly working for them. 
Amazon reported a better than expected Q4 2017, as 
global sales in the holiday gift-giving quarter jumped 
38%—to $60.5 billion. These increasing revenues are 
continually fed back into fueling further improvements 
to the customer journey—from voice-powered shopping 
through Alexa, to checkout-free grocery stores through 
Wholefoods. Leveraging new technological avenues, 
Amazon continues to enhance the overall customer 
experience.

In his 2016 letter to shareholders, Jeff Bezos explains,

“There are many advantages to a customer-centric 
approach, but here’s the big one: customers are 
always beautifully, wonderfully dissatisfied, even 
when they report being happy and business is great. 
Even when they don’t yet know it, customers want 
something better, and your desire to delight 
customers will drive you to invent on their behalf.”

$60.5

38%

BILLION

INCREASED

Q4 2017
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Technology—specifically data-centric technology—is the 
secret to meeting the challenge of customer experience 
and expectations.

To meet their expectations and deliver an exceptional 
experience, you need a full 360-degree view of your 
customers—across the touchpoints, environments, and 
journeys composing the customer experience.

As technology continues to advance to meet these 
requirements, it’s time to embrace customer obsession 
and create complex, scalable, end-to-end customer 
journeys—and exceptional customer experiences.

After all this effort, will your customers be completely 
satisfied? Likely not. The more you satisfy customer 
expectations the higher they rise. But with the right 
technology, technology that captures, analyzes, and 
optimizes on data, you can provide an experience that 
keeps your customers coming back.

TECHNOLOGY IS THE 
KEY TO CUSTOMER 
OBSESSION

Only recently, customer experience was a trending 
business strategy, as companies jumped on board 
with the experience economy—largely driven by 
Millennials. However, Forrester predicts that this year, 
30% of companies will see further declines in customer 
experience. Why? Too many customer experience 
initiatives carried too little weight for meaningful 
operational change.

Companies failed to consider the entire customer 
journey—and now customer expectations are 
outpacing current customer experiences. It’s a 
simple truth: no matter what they get, customers are 
always going to expect more. Customer experience 
improvement tactics like first-name personalization, 
cross-channel campaigns, dynamic content, and 
personalized campaigns all went from extras to 
expected almost immediately after being introduced.

ADDRESSING 
CONSTANT CUSTOMER 
DISSATISFACTION “30% of companies will see further 

declines in CX quality and lose a point 
of growth.”
–Forrester

At its core, customer experience is about expectations. 
When customers open an email or SMS message, 
they expect personalized content, campaigns, and 
recommendations. And the only way to provide these 
is through technology. Here’s the tricky part though, as 
technology fulfills expectations, it also elevates them.

Through technology like marketing automation and 
CRM, we can give customers better experiences, but 
that technology needs to be agile enough to adapt as 
expectations continue to rise.

Notably, Forrester predicts that in 2018, 20% of CEOs 
will fail to act on digital transformation and put their 
firms at risk. Digital transformation is critical to “meet 
rising customer expectations, deliver individualized 
experiences at scale, and operate at the speed of the 
market.”
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