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CX professionals report changes to governance,
focus, and operations
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Introduction

Covid-19 has has a dramatic effect on business
and indivudals all over the world.

Some businesses have closed, and others have seen huge
iIncreases in demand. The vast majority of companies have
had some negative impact. But what was happening to cus-
tomer experience work? Were CX teams becoming more
active as customers became more concerned, more hesitant
to purchase? Or were CEOs finding themselves in situations
where extreme cost-cutting was a necessity, resulting in CX
teams being reduced or eliminated? It was difficult to know
just based on reading stories on professional websites and
social media.
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OCX Cognition / sandsiv+

OCX Cognition and sandiv+ collaborated on research

to provide more specific answers to the questions and
fears raised by the pandemic, using a survey instrument
distributed by email and via social media, targeting CX pro-
fessionals globally. Conversations with leaders in the field
helped shape the research effort.

Invitations to take the survey were sent to the mailing lists
of both companies and posted on LinkedIn and Twitter.
862 people responded by the time we processed the data.
Results were analyzed manually and by using the Sandsiv+
software platform. Questions required a mix of pre-defined
answers and open text responses.

The full survey is shown in the appendix



Key Findings

Respondent group reports
higher than average program
maturity

EXHIBIT 1
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Respondents self-rated the overall maturity of
their CX efforts. Results showed maturity
levels slightly higher than a standard
distribution would have predicted. Exhibit 1
shows companies self-ratings.
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Self-rated program maturity, 1-5 scale



Stopped all data collection

Added new data collection

Stopped some data collection

No change

Key Findings Only a small number of
companies stopped survey

programs

EXHIBIT 2

Gathering and interpreting the voice of the customer becomes more difficult
during mandatory closures, partly due to decreased opportunities for inter-
action. Some VOC programs kept functioning even though their businesses
were effectively closed. Few actually halted VOC / survey work, as shownin
Exhibit 2.

Slightly more companies decided to increase data collection than decrease.
This is understandable for companies such as e-commerce sites, some types
of healthcare products and services and logistics companies, for example.
However, since over a quarter of companies increased data collection, we be-
lieve the effort goes well beyond such businesses and demonstrates a desire
to be closer to customers during the pandemic.

Just 11% of companies stopped all data collection.

“Not the right time to ask people
torecommmend. People arein
survivalmode.”



Key Findings

“We're inretail/e-commerce,
theres noreason to stop or
changeitaswestilneedto
measure customer sentiment
using same methodology tobe
comparable.”

Customer journeys and employee experience were the top two areas impacted

EXHIBIT 3

Customers and companies have had to interact in new ways during
the rapid shifts in business operations. Physical steps in customer
journeys have often been replaced by digital interactions. Accord-
ingly, customer journey was the top area of change identified by CX
professionals. Respondents could choose multiple answers. We
predict the greater adoption of digital channels will only be partially
reversed when the crisis ends and will discuss the impact on CX
professionals in detail later in this report.

Many CX professionals also noted an impact on employee experi-
ence. This was particularly the case for companies with low levels
of CX maturity. For such companies, employee experience was
the top scorer at 31%. The full list of the most-impacted areas are
shown in Exhibit 3.
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Customer Journey Employee Experience  Communication

In their answers to the open question about reasons for change,
quite a few respondents commented that they felt corporate
external communications had to be adjusted to show far more
empathy for customers than usual. Indeed, if the ‘Communica-
tions'and ‘Messages and tone’ items are combined, they be-
come the largestimpact area.

Digital channels became more important for some companies
and were noted asimpacted by 14% of respondents. Thisiis par-
ticularly understandable for companies where physical inter-
actions with customers stopped or became extremely limited,
and may reflect a growthin the importance of self-help channels
when contact centers became overwhelmed.
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Messagesand Tone Digital Channels CX Governance



Key Findings

Increased executive
attention may require
adjustment

The results suggest that CEOs and senior leaders are taking more interest in what customers are thinking and are looking to the
CXleader to be the customer spokesperson. That is quite a challenge for those CX leaders who have seen their primary role as
the production of scorecards, rather than insights, or perhaps to supply insights rather than to propose and implement improve-
ments.

The external situation changes rapidly in times of crisis. The only tool most CX leaders have at their disposal is the humble sur-
vey. Using surveys to get a picture of the leader’s own company’s performance is difficult enough and a crisis means the usual
time lag of up to two or three weeks to create the picture is simply unacceptable. And as for gathering information about com-
petitors... Traditional benchmark surveys take months to complete and document and are therefore uselessin the short term.

“We are part of anindustry
deemedessential. We want
to especially reach out to our
B2B customers at thistime.
Relationships stillgo onevenif
times are hard! We still want to

v hear from them and perform

' N the closed-loop process now,

. _ more thanever.”

ARESPONDENT



Key Findings

Money matters more
than ever

The jobrole of the CX professional s likely to
undergo significant change, according to our
research. Less than 6% of respondents ex-
pected to carry on as before.

Higher focus on cost, revenue, and profitability was the most cited shift that CX
professionals expect to see in their own roles from the Covid-19 crisis.

Most CX professionals face obstacles to making this change in their roles. To
credibly demonstrate financial impact, they need to be able to accurately predict
the financial impact and ROl of changes they (and customers) propose, whether in
terms of growth or of cost reduction. Most CX leaders do not know how to do this,
and are doubly challenged by the lack of financial standards for critical CX con-
cepts like customer lifetime value (CLTV).

See our recommendations for standardizing CLTV calculationsin the
following section.



Interpretationand
suggestions

Recap of what research
findings indicate

Torecap, research findings indicate that most companies are adapting their pro-
grams, most companies expect changes in messaging and communication, execu-
tive scrutiny is more likely, and greater emphasis on financial performance is likely.

The companies that succeed in this shifting environment must make funda-
mental changes to operations.

We recommend these three key areas of focus:
* Proving the impact of CX on financial outcomes

Advocating for wise cost-reduction

Building more sophisticated data assets for
real-time insights

We have chosen to focus on future-facing items, things that take customer
experience and NPS to new levels. Our intention here is three-fold: to help CX
teams achieve improved financial outcomes, indicate appropriate ways that
CXleaders should address corporate cost reductions, and to suggest how
technologies that did not exist when NPS was invented can better integrate
CX work with day-to-day corporate operations.



Interpretationand
suggestions

Standardize your customer
lifetime value calculation

It's easy to say that CX leaders need to be able to demonstrate the ROI of
relevant investments. Easy to say, but not so easy to do, Or at least that must
be the conclusion based on how few CX leaders do so. The lack of a stand-
ardized calculation for customer lifetime value (CLTV) presents a significant
obstacle. We suggest CX teams lay the foundation for overcoming this road-
block by agreeing the precise CLTV calculation with their CFOs. Here is our
proposal:

The basic principle is that for most companies the financial value of the com-
pany and the value of their customers has to be identical. We are not talking
about the stock market value. There is only a single generally accepted
methodology for valuing companies: discounted cash flow (DCF), the current
value (the net present value) of all future cash flows forever, from all sources
of cash. Unless your company has substantial investmentincome, the only
relevant source of cash is customers.

As sources of cash, customers fall into just two categories: your current
customers, and those you will attract in the future by word of mouth and by
demand generation. You should already know the average contract renewal
rate, the average purchase amount and the average annual purchase fre-
quency for your existing customers. This means you can quite easily calcu-
late their DCF. Companies tend to be a little less rigorous in documenting the
financial for new customers. If you don’t have precise data we suggest agree-
ing some approximations with your CFQ.

Now you know what your customers are worth. The next step for CX leaders
is to split customers into relevant categories. We suggest starting with their
NPS status. If you have an existing brand-level NPS metric, you should have
all the information you need to establish the different purchasing and renewal
rate habits of Detractors, Passives and Promoters. If you do not find mean-
ingful differences in behaviors between the three categories your survey
programis worthless and you have a different problem.



Interpretationand
suggestions

“We need to track customer
needs and behaviors constant-
ly now more thanever”

Become an advocate for ‘invisible’
cost savings

While some companies come out winners in times of crisis, the majority lose
out. Companies with sudden drops in revenue will naturally seek out ways

to minimize the damage to profits. For many companies, cost reduction be-
comes a question of survival. In our experience with cost reduction efforts
over the years, we can say with confidence that customer experience lead-
ers are never spontaneously asked to be part of the small team deciding what
to do. Multinational companies have extreme restrictions on what they are
allowed to communicate before they have briefed workers councils and un-
ions on planned actions.

CEOs are human. They want the various members of the leadership team to
consider them as being fair. It is common to see them demand an equal per-
centage of cost reduction to every member of staff. At a psychological level
it does indeed sound fair. The problem is that a general 15% reduction in cost
can easily lead to a 15% or greater reduction in customers.

This is where the modern customer experience leader needs to intervene.
Allcompanies have costs in areas that have no effect whatsoever on the cus-
tomer journey; costs that are totally invisible to customers.

Real estate costs are a good example. If you move your rented company

HQ from where it is now to a smaller space in a lower-rent part of town, your
customers will never notice it. We don't feelitis appropriate for the CX leader
to gointo fine detail about which of the thousands of areas of cost belongin
which category. It should be enough to have the general principle accepted.
To pick an example, if you have already outsourced your contact center and
its case volumes have not changed, there should probably not be a cost
reduction objective for that. If you operate your own security and canteen
services; things customers never see, why not go for a 20% cost reduction by
subcontracting the work?



Interpretationand

suggestions

Expand customer insights well
beyond traditional survey methods

There is ageneral, easily understood problem with traditional survey meth-
ods: We think a 40% response rate is sensational. Putting this more negative-
ly, we think it is sensational to have no information on how 60% of our custom-
ers feel about us. Additionally, traditional survey methods examine the past,
not the future. A modern world full of technologies like Al that did not exist
when survey-driven NPS was created placed new demands on CX teams,
and provides new solutions.

So, how should CX leaders deal with the new demands? Real-time operation-
al and other data should be combined into an Al model that suggests what the
NPS status is for 100% of customers. Survey NPS data is primarily used to
calibrate the model. Work by both OCX Cognition and Sandsiv suggests that
thisis indeed possible. The predictive model allows companies to intervene
beforeitis too late, before customers reach out to your competitors to solve
their urgent problems. At OCX Cognition, this is called Spectrum NPS.

“We runalow volume VOC program at the

end of consulting engagements. Its our way of
ensuring that our clients got what they wanted
(and more) from our engagement. While we
are working remotely, that connection with
clients remains critical to ensure that we are
delivering high quality work and adjusting to our
new remote work methods’



Conclusion

Covid-19 continues to impact many major aspects
of the lives of everyone on our planet.

Itis therefore unsurprising that companies and their CX teams have been
impacted, some negatively and a larger number positively. CX leaders and their
executive sponsors must step up to this new reality. Stepping up involves taking
customer experience work from the simple production of scorecards to initiatives
and other work that willimprove corporate financial outcomes during this crisis
and beyond. Prerequisites are deep corporate understanding of and believe in
the relationship between customer experience, as well as the addition of new
techniques to predict NPS status of 100% of customers based on operational and
other fast-changing data.



This is the future of NPS.

Meet your CX challenges head on.

Getin Touch

success@ocxcognition.com
US: +1650 996 6192
UK: +44 (20) 81583492

OCXCognition

OCX Cognition delivers the future of NPS. The company implements CX programs that result in financial value through its revolutionary

NPS Outcome Engineering approach. Drawing on more than 15 years of CX expertise and 1000+ CX initiatives, OCX Cognition ensures

customer experience success with a combination of technology and data science powered by Al-enabled machine learning, program-
matic consulting, and research-based CX insights and education. Learn more at www.ocxcognition.com.
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