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The Best Of Customer Experience Matters, Volume #1 October 16, 2007 
Posted by Bruce Temkin   

Well, this is a big moment — my 50th blog post. I just started a few months ago, but the uptick 
in readership has been fantastic. So let me start with by saying thank you to everyone who has 
been reading, linking to, writing about, and passing along my blog! 

Rather than introducing something totally new to mark this milestone, I decided to go with a 
retrospective. TV series do this to get new audiences caught up with the plot line – why not do it 
with my blog?! So, here goes, a look back at some of my favorite posts from the first 49: 

• My Manifesto: Great Customer Experience Is Free. This post lays out my argument 
that the need to improve customer experience today is as strong as the need to 
improve quality was in the 1980s. It highlights the following areas where the “great 
customer experience is free” movement is just like the ”quality is free” movement: 
nobody owns it, it requires cultural change, it requires process change, it requires 
discipline, upstream issues cause downstream problems, employees are a key asset in the 
battle, and executive involvement is essential. But in the end, the payback will be off the 
charts. In a follow-up post called Great Customer Experience Is Free, Part II, I offer my 
observations that customer experience is critical for firms… but they aren’t enjoyable to 
work with… and they deliver poor experiences… because they lack customer experience 
discipline. Please join the Great Customer Experience Is Free movement!  

• Experience-Based Differentiation. This is the name of a “Forrester Big Idea” report that 
I published in the beginning of this year. It’s been phenomenally successful in terms of its 
readership by Forrester clients and its impact on companies that read and internalize it. It 
is still the number one thing that I am asked to speak about. The concept, called “EBD” 
for short, is based on three principles: 1) Obsess about customer needs, not product 
features; 2) Reinforce brands with every interaction, not just communications; and 
3) Treat customer experience as a competence, not a function. You can see an excerpt of 
a keynote speech about EBD that I gave at Forrester’s Finance Forum in this post: My 
Takes On YouTube.  

• Five Disruptive Customer Experience Strategies. This post represents another highly-
read Forrester research report. My research uncovered five different ways in which 
companies had successfully disrupted the status quo: 1) Ultrasimplicity; 2) Online 
infusion; 3) Service infusion; 4) Service amplification; and 5) Value repositioning. I’ve 
also written a couple of posts that provide examples of these strategies: WaMu Heads For 
Simplicity: Follow! and NetFlix Ends Email Support; Tries Another Disruptive Strategy. 
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I’ve found this to be a very effective tool for companies to use at off-sites. How? 
Breakout teams look at each one of these strategies as either an opportunity and a threat.  

• Lessons Learned From Chief Customer Officers. Yes, this was my previous post. It 
makes the ”best of” list because I believe that any customer experience transformation 
effort needs dedicated leadership. This came out loud and clear when I interviewed 
executives with responsibility for customer experience (we generically call these execs 
Chief Customer/Experience Officers or CC/EOs). I wrote a post about one of those 
interviews: The Colorado Rockies Embraces Its Guests. The need for leadership can also 
be seen in the post Words Of Wisdom: Picasso On Organizational Change. But 
organizations should not just blindly appoint this type of an executive. I tried to frame the 
decision in a post called Chief Customer Officer: To Do, Or Not To Do? As one CC/EO 
said: “It takes massive support from senior management. This role can destruct careers.”  

• Don’t Let Profits Replace Purpose. I wrote this post after reading about the role that 
founders have played in some successful companies. It’s clear to me that a founder often 
has a different set of characteristics than “professional managers.” In what ways? He/she 
often has both a clear picture of where he/she wants the firm to go PLUS the passion to 
constantly evangelize that vision. This clear and constant communication can align 
everyone across the company about what’s important. The bottom line of that post sated: 
Founders help companies focus on something that is much more aligning than profits - a 
raison d’être. In related posts, I noted that organizations that have lost their sole in Firms 
Need Some Soul Searching (there’s a self-help video in that one) and quoted from 
Mohatma Gandi in Words Of Wisdom: Gandhi On Sustainability.  

• Lessons Learned From 1,001 Web Site Reviews. The final spot goes to my inaugural 
blog post on June 15, 2007 in which I looked back at more than 1,000 Web Site Reviews 
that Forrester had completed. The methodology we follow is called an “expert review” 
which is where a trained analyst attempts to complete a specific goal as-if he/she was a 
target customer. We then evaluate the experience against 25 Web Site experience criteria 
(we also have criteria for other channels like email, phone, kiosks, and blogs as well as 
for experiences that cross over channels). This post makes the list because it was the first 
to mention Scenario Design. For almost a decade, the most powerful, yet seemingly 
simple piece of advice that we’ve been giving clients is to always ask — and answer — 3 
questions (the foundation of Scenario Design): Who are your users? What are their goals? 
How can you help them achieve those goals? I revisited the importance of Scenario 
Design in a recent post called Web 2.0 (a.k.a. Web And Weberer).  

The bottom line: I hope that you’ve enjoyed the first 50! 
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Great Customer Experience Is Free, Part II September 20, 2007 
Posted by Bruce Temkin ]  

As the title of this post suggests, this is a follow-on to a previous post called “My Manifesto: 
Great Customer Experience Is Free” in which I drew a parallel between today’s customer 
experience efforts and the quality movement of the 70’s and 80’s. 

My manifesto is based on a strong belief that customer experience needs as much fixing today 
as did quality in the 1970’s. Here’s some of what I’ve found through our research at 
Forrester that shapes this belief: 

• Customer experience is critical for firms... 85% of customer experience professionals 
(from Forrester’s Customer Experience Peer Research Panel) told us that customer 
experience will play a very important or critical role in their firms’ competitiveness over 
the next three years. And in a joint survey between Forrester and the American Banker, 
we found that 97% of North American banking execs see customer experience as 
very important or critical.  

• …but they just aren’t enjoyable to work with... We asked consumers how much they 
enjoyed doing business with 14 different types of firms. At the top of the list, 73% of 
consumers enjoy doing business with discount stores. But enjoyability drops off quickly 
after that – only 5 of the 14 industries are enjoyable to at least half of their customers. At 
the bottom of the list, less than one-third of consumers enjoy interacting with health 
insurers and cable TV providers.  

• … and they deliver poor experiences... Forrester applied its 57-criteria Cross-Channel 
Review methodology to the experiences at 16 firms - four of the largest credit card 
issuers, consumer electronics retailers, PC manufacturers, and wireless providers. While 
Dell and Circuit City received the top overall scores, none of the 16 companies received a 
passing grade.  

• …because they lack customer experience discipline. When we asked customer 
experience executives to desribe their company’s overall approach to customer 
experience, only 11% said that they had a very disciplined approach and 31% said that 
they had a somewhat disciplined approach. But a total of 57% of firms said that their 
approach to customer experience was undisciplined.  

Hopefully, I’ve convinced you to join the cause. If so, here’s how you can you get involved: 

• Post your thoughts in this blog. Go ahead and tell everyone what you’re thinking. I’d 
like to promote a healthy dialogue.  

• Send around a link to this blog. Let’s raise awareness about customer experience by 
getting more people to read the manfesto.  
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• Join our group on facebook. I’ve created a group on Facebook called “Customer 
Experience Is Free.” Join us!  

• Spread customer experience discipline. Keep everyone in your company focused on 
customers with an outside-in perspective. One good approach is to get people asking 
these three questions: Who are the target users? What are their goals? How are we 
helping them achieve those goals? (This is from Forrester’s concept called Scenario 
Design)  

The bottom line: Welcome to this grassroots movement! 
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My Manifesto: Great Customer Experience Is Free September 11, 2007 
Posted by Bruce Temkin in Customer experience, Experience-Based Differentiation.   

Here’s my new quest: To dramatically increase the focus on customer experience within 
companies by getting everyone to understand that great customer experience is really good 
business. 

Great customer experience is not only free, it is an honest-to-everything profit maker. In these 
days of “who knows what is going to happen to our business tomorrow” there aren’t many ways 
left to make a profit improvement. If you concentrate on improving customer experience, you 
can very likely increase your profits. 

Good customer experience is an achievable, measureable, profitable entity that can be installed 
once you have commitment and understanding, and are prepared for hard work. But I’ve had a 
great many talks with sincere people who were clear that there was no way to attain great 
customer experience: “The engineers won’t cooperate.” The salesman are untrainable as well as 
too shifty.” “Top management cannot be reached with such concepts.”  

So how do I plan on igniting the great customer experience is free movement? 

First, it is necessary to get top management, and therefore lower management, to 
consider customer experience a leading part of the operation, a part equal in importance to every 
other part. Second, I have to find a way to explain what customer experience is all about so that 
anyone can understand it and enthusiastically support it. And third, I have to get myself in a 
position where I have a platform to take on the world in behalf of customer experience. 

That’s really what I believe, but I must confess that those aren’t all my words. Just about 
everything written after the first paragraph came directly from the book Quality Is Free: The Art 
of Making Quality Certain by Philip B. Crosby. I’ve made minor edits 
and changed references from ”quality” to “customer experience,” but those are Crosby’s words 
from his book that was initially published in 1979.   

Why did I ”borrow” Crosby’s words? Because I see a lot of similarities between today’s need for 
customer experience improvements and the 1980’s quest for quality in the US. I was actually 
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involved in the quality movement in the late 80’s and early 90’s — running quality circles, 
developing process maps, running workout sessions at GE, using fishbone diagrams, etc. 

Here are 7 critical areas in which the great customer experience is free movement can learn 
from the quality is free movement: 

1. Nobody owns it (or the corollary, everybody owns it). In the early stages of the quality 
movement, companies put in place quality officers. Many of these execs failed because they 
were held accountable for quality metrics and, therefore, tried to push quality improvements 
across the company. The successful execs saw their role more as change facilitators –
 engaging the entire company in the quality movement. Today’s chief customer officers need 
to see transformation as their primary objective — and not take personal ownership for 
improvement in metrics like satisfaction and NetPromoter.    

2. It requires cultural change. Many US companies in the 1980’s put quality circles in place 
to replicate what they saw happening in Japan. But the culture in many firms was 
dramatically different than within Japanese firms. So companies did not get much from these 
efforts, because they didn’t have the ingrained mechanisms for taking action based on 
recommendations from the quality circles. Discrete efforts need to be part of a larger, longer-
term process for engraining the principles of good customer experience in the DNA of the 
company.  

3. It requires process change. Quality efforts of the 1980’s grew into the process 
reengineering fad of the 1990’s. As business guru and author Michael Hammer showcased in 
his 1994 book Reengineering the Corporation: A Manifesto for Business Revolution, large-
scale improvements within a company requires a change to its processes. That perspective 
remains as valid today as it was back then. Customer experience efforts, therefore, need to 
incorporate process reengineering techniques. That’s why these efforts must be directly 
connected to any Six Sigma or process change initiatives within the company.  

4. It requires discipline. Ad-hoc approaches can solve isolated problems, but systemic change 
requires a much more disciplined approach. That’s why the quality movement created tools 
and techniques — many of which are still used in corporate Six Sigma efforts. These new 
approaches were necessary to establish effective, repeatable, and scalable methods. A key 
portion of the effort was around training employees on how to use these new techniques. 
Customer experience efforts will also require training around new techniques. Here are a 
couple of my posts that describe this type of discipline: Experience-Based Differentiation and 
Are You Listening To The Voice Of The Customer.  

5. Upstream issues cause downstream problems. This is a key understanding. The place 
where a problem is identified (a defective product, or a bad experience) is often not the place 
where systemic solutions need to occur. For instance, a problem with a computer may be 
cause by a faulty battery supplier and not the PC manufacturer. A bad experience at an 
airline ticket counter may be caused by ticketing business rules and not by the agent. 
So improvements need to encompass more than just front-line employees and customer-
facing processes.   
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6. Employees are a key asset in the battle. The quality movement recognized that people 
involved with a process had a unique perspective for spotting problems and identifying 
potential solutions. So the many of the tools and techniques created during the quality 
movement tap into this important asset: Employees. Customer experience efforts need to 
systematically incorporate what front-line employees know about customer behavior, 
preferences, and problems as well as what other people in the organization know about 
processes that they are involved with.  

7. Executive involvement is essential. For all of the items listed above, improvements (in 
quality then and in customer experience now) require a concerted effort by the senior 
executive team. It can not be a secondary item on the list of priorities. Change is not easy. To 
ensure the corporate resolve and commitment to make the required changes, customer 
experience efforts need to be one of the company’s top efforts. Senior executives can’t just 
be “supportive,” they need to be truly committed to and involved with the effort.  

Corporations removed major quality defects in the 80’s, re-engineered business processes in the 
90’s, and now it’s time to take on the next big challenge for corporate America:  Customer 
experience. 

It’s critically important, it’s broken, and fixing it can be very profitable. So don’t settle for the 
status quo! It’s up to you. 

As Crosby said in his book: 

You can do it too. All you have to do is take the time to understand the 
concepts, teach them to others, and keep the pressure on. 

The bottom line: The great customer experience is free movement is officially underway. Join 
me! Pass along the following link to this post to everyone who you think might be interested: 

http://experiencematters.wordpress.com/2007/09/11/my-manifesto-great-customer-experience-is-
free 
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Experience-Based Differentiation June 17, 2007 
Posted by Bruce Temkin  

Earlier this year, I published a report called Experience-Based Differentiation (only Forrester 
Research clients can read the full report). As of this point in time, it’s Forrester’s most-read 
report this year.  I’ll get into some of the details about the report a little later in this post, but I’d 
like to talk about the report’s popularity a bit. Why have so many people wanted to read this 
report? 

I don’t have hard data on why everyone’s reading my research, but I’ll throw out a 
hypothesis: Many execs believe that: 1) customer experience is critical to their future success (I 
do have data on this in my research) and 2) they currently deliver subpar experiences to their 
customers. This alone provides enough motivation for reading the report. But I think there’s 
something else at play as well. 

Customer experience is, well, that’s the thing… what exactly is customer experience? Many 
people know that it’s important, but most people don’t really know what it is. That creates a 
black hole of insight — which generates a lot of demand for this type of research. My goal is 
to help shrink this black hole. 

Now, on to some information about Experience-Based Differentiation (EBD) which we 
define as: 

A systematic approach to interacting with customers that  
consistently builds loyalty. 

Don’t focus too much on the definition. Instead, take a closer look at the three principles of 
EBD: 

1. Obsess about customer needs, not product features. Rather than racing to bring new 
product features to market, companies need to refocus on the needs of their customers — 
who might even want fewer features. While most firms have invested in customer analytics, 
even the largest data warehouse and most sophisticated software can’t model the nuances of 
human likes and needs. That’s why firms should augment data crunching with some old-
fashioned techniques like talking to customers and observing their experience. This insight 
needs to be widely communicated across the organization.  

2. Reinforce brands with every interaction, not just communications. Traditional brand 
messaging is losing its power to influence consumers — that’s why branding efforts need to 
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expand beyond marketing communications to help define how customers should be treated. 
To master EBD, firms must articulate their brand attributes to both customers and employees, 
clearly describing how the firm wants to be viewed. That’s just the first step, because 
companies must go on to translate brand attributes into requirements for how they’ll interact 
with customers.  

3. Treat customer experience as a competence, not a function. Delivering great customer 
experiences isn’t something that a small group of people can do on their own — everyone in 
the company needs to be fully engaged in the effort. It all starts at the top; the CEO and his 
executive team need to be fully engaged in the effort. To keep a companywide focus on 
customers, companies need a systematic and continuous approach for incorporating customer 
insights into all of their efforts. That’s why we recommend building a voice-of-the-customer 
program. (Note from Bruce: voice-of-the-customer is another hazy concept out there – that’s 
why we defined a five level model for voice-of-the customer; we’ll definitely touch on that 
topic in later posts.)  

EBD is a core focus of my research, so you’ll definitely find these concepts making their way 
into future blog posts. But for know, I encourage everyone to add thoughts or examples of how 
companies can head towards Experience-Based Differentiation.  
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Five Disruptive Customer Experience Strategies July 12, 2007 
Posted by Bruce Temkin   

In one of my earlier posts about Webkinz, I mentioned my research on five disruptive customer 
experience strategies. But I failed to list them out (thanks for those emails). So here they are: 

1. Ultrasimplicity: stripping away features to better meet the needs of customers. Companies 
often compete with each other by squeezing new features into their offerings. Over time, this 
process of “continuous enhancement” can lead to products and services with more 
capabilities than most customers need. So there’s an opportunity to develop a simplified 
version of existing offerings. [examples: ING Direct and JetBlue]  

2. Online infusion: integrating online features into core offerings. The number of US 
households with broadband more than doubled in the last few years - growing from 20 
million in 2003 to almost 45 million in 2005. The increasing willingness of consumers to do 
things online has outpaced most companies’ online efforts. That’s why there’s an opportunity 
to disrupt the status quo by designing offerings that natively incorporate online capabilities as 
part of the core product definition. [examples: Netflix and Disney Mobile]  

3. Service infusion: integrating service features into core offerings. Companies often think of 
service independently of the products that they deliver. But customer needs are best met with 
a strong combination of both. That’s why firms can create a distinct advantage when they 
blend together product and service offerings. [examples: iPod/iTunes and Panasonic Plasma 
Concierge program]  

4. Service amplification: investing in distinctly high levels of service. For many companies, 
“human” service is viewed as pure cost - putting service capabilities on the chopping block 
whenever they face cost pressures. With this relentless marketplace squeeze on services, 
firms can differentiate themselves by bucking the trend and making a significant investment 
in raising their service levels. [examples: Mandarin Oriental hotels and The Container Store]  

5. Value repositioning: offering a radically different value proposition. One of the things that 
Starbucks’ success has taught us is that coffee shops don’t have to compete based solely on 
their coffee. When companies take a closer at a targeted set of customers, they’ll often find 
an opportunity to appeal to a different, less obvious set of needs and desires. 
[examples: Starbucks and Umpqua Bank]  

All firms should ask themselves a couple of questions about these strategies: 

• Which of these can we use to differentiate our firm?  

• Which of these can competitors use to disrupt our business?  

The bottom line: It’s better to be disruptive than disrupted! 
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WaMu Heads For Simplicity: Follow! August 27, 2007 
Posted by Bruce Temkin   

In the American Banker last week, there was an article called Web Simplicity Initiative Bearing 
Fruit for Wamu. As an example of Washington Mutual’s (WaMu’s) focus on simplicity, the 
article described changes that WaMu made to the online application for its free checking 
account– cutting the process from 8 pages & 15 minutes to 3 steps & 6 minutes. And to 
eliminate the need for mailing forms to new customers, WaMu uses the first check as a signature 
card. 

I really, really, really liked the this quote from Richard Blunck, a senior vice president and 
WaMu’s director of e-commerce: 

Simple, for us, is critical 

My take: Simple is critical for just about every bank (along with just about every investment 
firm and every insurer). Many customer-facing processes are based on outdated requirements, 
overly complex business rules, old technology, and organizational silos that discourage 
innovation. The result: A complicated experience for customers.  That’s why there’s enormous 
opportunity for financial services firms to apply a principle that I call ultrasimplicity, which is 
one of the Five Distruptive Customer Experience Strategies that I’ve written about in previous 
posts.  

The bottom line: When it comes to financial services, simpler is almost always better. 
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NetFlix Ends Email Support; Tries Another Disruptive Strategy August 19, 2007 
Posted by Bruce Temkin   

NetFlix decided to stop its email customer service and, instead, beef-up its phone support. 
According to an article in the New York Times: 

Netflix took an unusual step for a Web-based company: it eliminated e-
mail-based customer service inquiries. Now all questions, complaints and 
suggestions go to the Hillsboro call center, which is open 24 hours a day. 

My take: Wow! Gutsy move. Okay, now for a more analytical discussion… 

NetFlix probably recognizes the realities of handling customer service emails — it’s incredibly 
difficult to do right. Here are some datapoints to think about: 

• Most emails deliver a poor customer experience. In a recent Forrester research report 
called Best And Worst Of Email Interaction Design, 2007, we evaluated the email service 
experience delivered by 16 large firms. None of the 16 firms passed our reviews — 
although Circuit City came closest. The biggest problem: Emails lacked essential 
content.    

• Consumers aren’t thrilled with email. We asked about 5,000 consumers how satisfied 
they were in handling customer service through different channels. Here are the 
satisfaction numbers for different channels: in-person (44%), phone (29%), Web (15%), 
and email (13%). (Forrester Research clients can read: Match Channel Capabilities To 
Customer Goals).  

So NetFlix is just focusing on an area that it can deliver better experiences. And the firm isn’t 
outsourcing its call center overseas to save money, it’s investing in its Hillsboro, Oregon 
facility. NetFlix thinks that it can staff that location with empathetic phone reps. 

In a previous post, I defined Five Disruptive Customer Experience Strategies: 

1. Ultrasimplicity: stripping away features to better meet the needs of customers.  

2. Online infusion: integrating online features into core offerings.  

3. Service infusion: integrating service features into core offerings.  

4. Service amplification: investing in distinctly high levels of service.  

5. Value repositioning: offering a radically different value proposition.  

NetFlix has been one of the examples that I use to explain online infusion — it integrates a 
robust set of online features to deliver value well beyond just DVDs by mail (for another great 
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example of this strategy, check out WebKinz). With this move to enhance its phone support, the 
company is adopting another one of the disruptive strategies: service amplification. While most 
companies are looking at phone service as a cost center, NetFlix is investing in it as an 
experience differentiator. 

My advice to NetFlix: Augment this strategy with a strong online chat capability. That will 
provide a solid option for customers that really want to complete the interaction online. 

The bottom line: If customer service drives a key portion of NetFlix customers’ overall 
experience, then this disruptive strategy could be a great move. If it’s not, then they’re likely to 
move the call center offshore within 24 months. In any case, there are three disruptive strategies 
left for them to try! 
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Lessons Learned From Chief Customer Officers October 14, 2007 
Posted by Bruce Temkin  

I just published a report called the “The Chief Customer/Experience Officer Playbook.” To 
research the report, I interviewed executives with responsibility for customer experience that cut 
across normal product and/or channel boundaries (we call them Chief Customer/Experience 
Officers or CC/EOs) from several different organizations including Air Transat, Alaska Air 
Group, Bank of America, Bombardier, the California State Automobile Association, Century 
Furniture, the Colorado Rockies, and Symantec. In addition, I spoke with Jeanne Bliss, author of 
the book Chief Customer Officer: Getting Past Lip Service to Passionate Action. 

The research identified five categories of things that CC/EOs should do: 

1. Make sure that you’ve got the right environment.  

2. Prepare to take on a broad change agenda.  

3. Establish a strong operating structure.  

4. Kick off high-priority activities.  

5. Look ahead to the future.  

The report goes into much more detail for each of these items. While I can’t share the whole 
report in my blog (that’s reserved for Forrester clients), I did want to share some of the most 
interesting quotes from the CC/EOs: 

• “It takes massive support from senior management. This role can destruct careers.”  

• “What’s more important, but less tactical and takes longer, is the realization that 
customer experience is culture. It’s the mindset of our associates and their empowerment. 
Not stuff, but attitudinal. We’ve recognized that this is a journey.”  

• “Each of the groups in our company already had some customer experience efforts, so I 
wanted to make sure that they were on board and not threatened. I needed to talk to each 
of those groups individually. It’s an ongoing issue - and it’s an ongoing effort for me.”  

• “We focus on employees first. Happy employees make a happy customer. They were very 
skeptical - so much of our communication is internally driven. We need to support the 
hell out of them.”  

• “I do a read out to the leadership team every month and tell them my perspectives on 
how we’re doing (fact-based); a no-holds-barred discussion. No attempt to keep any of 
that stuff under the rug.”  
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• “Customers want one relationship with us and we’ve given them about 10. Our data 
sources and systems are isolated; the organizations are isolated. We’re trying to break 
down the silos.”  

• “We’re changing metrics in the call center to eliminate focus on average talk time.”  

• “If I did it over again, I would have focused earlier on consolidating our customer 
listening posts and voice of the customer efforts. We now look at the perception of 
reliability, not the actual reliability.”  

• “We’re looking for line of site between our initiatives and NPS, which is a lagging 
indicator. We’ve worked on projects that have taken three quarters to improve the NPS.”  

The bottom line: CC/EOs shouldn’t “own” customer experience, but they can really 
help support the organizational transformation required to improve it. 
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Chief Customer Officer: To Do, Or Not To Do? June 20, 2007 
Posted by Bruce Temkin   

There’s a question that I’ve heard a lot that seems to stir up some debate: Do firms need a Chief 
Customer Officer? Well, I’ve run into zealots on both sides of the argument. 

Those that say “absolutely yes” are convinced that companies can’t change without a senior 
executive who “owns” customer relationships; someone who can bring senior executive visibility 
to all of a company’s customer-facing efforts. The argument is compelling — customers are 
certainly important enough to deserve a dedicated executive. 

Those that say “absolutely not” are convinced that companies can’t just fix the problem by 
creating a new executive position.  They believe that this ends up being a superficial move — 
like putting lipstick on a pig. The argument is compelling — people often call for a new 
executive whenever they don’t know what else to do. 

It’s an interesting dilemna when both sides of an argument are compelling. My position on this 
question is equally dogmatic: Absolutely yes and absolutely no. 

To understand my position, let’s start by shifting the questin a bit. Instead of asking whether or 
not you need a person with the specific title of “Chief Customer Officer” let’s ask whether or not 
you need an executive in charge of a concerted effort to improve customer experience across the 
enterprise. If a company is truly committed on improving their customer experience, then an 
executive in charge of that change process will be very important. That person (who may or 
may not be called “Chief Customer Officer”) can lead a host of efforts like the establishing 
customer experience metrics and developing of a voice of the customer program. 

But this type of position only makes sense if the CEO is truly committed to a significant 
change and will hold the entire executive team (not just the new executive) accountable for 
results. If the plan is to make the new executive responsible for “owning” the customer 
experience, then don’t create this position — it will only provide a handy scapegoat for 
executives that don’t make the required changes in their organizations. 

If you’re a Forrester Research client, then you can read more about my point of view in the 
report “Considering A Chief Customer/Experience Officer?” 
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Another great resource for anything having to do with a Chief Customer Officer is Jeanne Bliss – 
she wrote a great book on the topic: The Chief Customer Officer.
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The Colorado Rockies Embraces Its Guests August 9, 2007 
Posted by Bruce Temkin   

I was recently talking with Kevin Kahn, Chief Customer Officer and Vice President of Ballpark 
Operations of the Colorado Rockies. Kevin leads a cross-functional group that focuses on 
delivering great experiences for sponsors, employees, and guests (I like that they refer 
to someone who goes to their park as a ”guest” which the Meriam-Webster 
dictionary defines as ”a person to whom hospitality is extended.”) 

His vision was clear: to make Coors Field the safest, cleanest, most family-friendly facility in 
professional sports. 

During our discussion, Kevin told me a story that he felt showcased how empowered and 
committed the Rockies employees were to delivering a great guest experience: 

At one of the Rockies’ home games, a guest lost the keys to his car. An 
employee took him in his car to the guest’s house to get a spare key and 

then drove him back to the park — an hour each way! 

How do the Colorado Rockies create an environment where this type of experience can happen? 
Kevin provided a few insights into the answer: 

• Executive commitment. According to Kevin, the guest experience has always been the 
primary focus of the Rockies. Why is that? Because the Rockies’ President makes it clear 
to the entire organization that it’s critical.  

• Employee communications and training. Recognizing that employees influence many 
moments of truth for its guests, the ballclub focuses on communicating with 
employees (including daily briefings) and it puts a lot of time and effort into training — 
which actually includes some role playing.  

• Employee recognition. The ballclub looks for ways to provide an enhanced experience 
for its employees. Besides bonus programs and highlighting special efforts by employees, 
the Rockies also try to find ways to connect employees to the overall business. Some of 
their programs: players give autographs at employee entrance gates and the General 
Manager and scouting team (who focus on the players) meet with the employees to 
discuss the strategy and goals of the team.   

• Cross-functional cooperation. The team recognizes that the guest experience depends 
on a number of internal organizations like ticketing, retail operations, and baseball 
operations as well as partners like foodservice provider Aramark, the parking service, and 
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the local police. That’s why Kevin leads a cross-functional group that works collectively 
to raise the level of service for the guests.  

As everyone around me knows, I’m a huge Boston Red Sox fan (Kevin was willing to speak with 
me anyway). I go to a number of games at Fenway Park throughout the season and have run into 
many less-than-ideal experiences at the park. Maybe it’s because there’s no Chief Customer 
Officer on the Red Sox executive team. My advice to the Red Sox and ALL sports teams: Follow 
the Rockies lead. 

The bottom line: Fans have to deal with both wins and losses, but “guests” shouldn’t have to 
deal with anything less than a great experience.
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Words Of Wisdom: Picasso On Organizational Change August 22, 2007 
Posted by Bruce Temkin  

In my quest to find new insights (and interesting material for my blog), I ran across this quote 
attributed to Pablo Picasso: 

Every act of creation is first of all an act of destruction 

Picasso may not have been thinking about customer experience initiatives, but his insights are 
right on the mark. Any major intitiative requires significant change – typically crossing 
over many organizational boundaries.  For these efforts to succeed, many employees have to do 
things differently. As Picasso’s quote highlights, doing something differently requires the 
destruction of the status quo. And, as companies often find out the hard way, many people aren’t 
ready to make that shift. 

So what keeps people from changing? Often times it is because they: 

• Don’t understand the initiative  

• Don’t agree that it’s in the company’s best interest (they may — or may not — be right)  

• Don’t think it’s in their own personal best interest (they may — or may not — be right)  

• Don’t like the people running the initiative  

• Don’t like change of any type  

So if firms want their customer experience efforts to be successful, they can’t just focus on the 
new stuff. Firms need to also understand what’s being “destroyed.” These efforts must examine 
exactly what’s changing – from the perspective of the employees. 

To try and overcome people’s resistance, large-scale initiatives should include: 

• Broad-based communications. Have an explicit plan for regular communications with 
employees using things like newsletters, intranet sites, and roadshows. Make sure you 
communicate what is happening, when it’s happening, and why it’s happening.  

• Front-line feedback sessions. Before you change what employees do, include them in a 
discussion about how the changes will be initatives. These types of discussions will help 
to fine-tune the approach and also raise the awareness of some potentially big obstacles.  

• Senior executive commitment. It’s much easier to resist change than to make it succeed. 
So employees need know that it’s important to embrace the change. To create that type of 
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an enviornment, senior executives need to demonstrate their commitment to the effort in 
a very visible, sustained, and hands-on way.   

The bottom line: To turn customer experiences into a work of art (don’t forget, the quote came 
from Picasso), firms must destroy a lot of status-quo. That’s why one of the principles of 
Experience-Based Differentiation is “Treat customer experience as a competence, not a 
function.” If you’re not prepared to understand and deal with the destruction, then don’t bother 
starting the process. 
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Don’t Let Profits Replace Purpose August 23, 2007 
Posted by Bruce Temkin   

In this past Wednesday’s (Aug 22) USA Today, there was an article called ”Firms, investors tend 
to prosper with founders at the helm” that showcased some interesting findings: 

Shares of companies that retain their founders as CEOs, even after they 
become large corporations, have enjoyed gains that top the market by four 

times on average, according to a USA TODAY database study. 

The article presents explanations for these results from a number of different experts (no, I was 
not one of them).   

My take: I see two key reasons why companies with long-term founders tend to out-perform the 
overall market: 

1. The poor performers don’t last. Let’s face it, if a firm wasn’t doing well, the 
founder would have likely been replaced. So the founders that last are, almost by definition, 
running companies that are doing much better than average.   

2. The founders provide vision. Founders provide something that many other CEOs don’t — 
an unrelenting commitment to a clear mission. They know why the company was created and 
they often retain a very strong point-of-view about where the company needs to 
be heading. For the founders, it’s often more than just business, it’s personal.  

Let’s focus on #2 , because that’s where firms can learn a key lesson. 

Most large companies have some vision statements floating around their hallways. But when it 
comes to the decisions that they make on a day-to-day basis, the vision is nowhere to be found. It 
plays NO ROLE in how the company is actually run. Instead, companies make decisions based 
on individual goals and objectives, a handful of hard metrics, and by finding compromises across 
conflicting executive agendas. And that’s the best case. Often times decisions aren’t coordinated 
at all.  

But the presence of a founder can change that dynamic. How? He/she often has both a clear 
picture for where he/she wants the firm to go PLUS the passion to constantly evangelize that 
vision. This clear and constant communication aligns everyone across the company about what’s 
important. The result: this vision becomes an integral part in how employees make day-to-day 
decisions. 
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After a founder moves aside and lets another executive run the business, it often becomes more 
“professional.”  A clear vision and the supporting values gets replaced by structured processes 
and metrics and the company becomes more focussed on growth and profits. 

Interestingly, this connects back to a previous post in which I wrote about this quote from 
Mohatma Ghandi: 

All compromise is based on give and take, but there can be no give and 
take on fundamentals. Any compromise on mere fundamentals is a 

surrender. For it is all give and no take. 

The clear vision provided by a founder can make it clear what decisions represent “a 
compromise on fundamentals.” Non-founding executives that focus intensely on profits and 
growth often don’t recognize these compromises — or understand their significance. 

The bottom line: Founders help companies focus on something that is much more aligning than 
profits — a raison d’être. Non-founding senior executives need to provide this same compelling 
purpose in their organizations. How? By following 3 steps: 1) Have a clear vision about how the 
company adds value to its most important constituency — often that’s its customers; 
2) Proactively communicate the vision ALL THE TIME; and 3) Always make decisions that 
are consistent with that vision – ”walk the talk.” 
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Firms Need Some Soul Searching September 25, 2007 
Posted by Bruce Temkin   

Let me start with an observation: most organizations have lost their souls. 

Don’t worry, I’m not going to go on a diatribe about Satan or religious redemption. What I mean 
is that most organizations don’t know what they stand for — they’ve benchmarked themselves 
into cookie-cutter imitations of all their competitors. It’s really hard to tell the actual difference 
between banks or retailers or airlines or whatever. Firms try to use marketing gimmicks to 
fool customers into believing that there’s a real difference. And some more advanced firms use 
micro-segmentation and analytics to deliver customized messages to smaller and smaller groups 
of people. But, alas, customers are getting smarter — and any type of marketing pitch 
is becoming less effective. So what are firms to do? 

Find your soul!  

The path to redemption starts by answering two questions (honestly): 

• How is your organization truly different? 

• How do you want your organization to be truly different? 

These questions need to be asked from the perspective of all of your key constituent groups, 
which for most companies starts with customers and employees. Howard Shultz, founder and 
Chairman of Starbucks, has been quoted as saying… 

Customers must recognize that you stand for something. 

If your looking for me to now provide a step-by-step process for saving your souls, you’ll be 
disappointed. While I’ll probably touch on some left-brained approaches in future posts, the path 
to salvation starts with a more right-brain commitment to re-defining or re-invigorating what 
your organization stands for. So instead of reading some itemized advice, I suggest that you start 
by watching this video…   
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YouTube: http://www.youtube.com/watch?v=STKkWj2WpWM] 

The bottom line: It’s time to find (or restore) your organization’s soul!
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Words Of Wisdom: Gandhi On Sustainability August 13, 2007 
Posted by Bruce Temkin  

Management insights aren’t just the purview of business execs and management gurus. Key 
lessons about customer experience can come from many different places. In this post, I’ll turn to 
a quote that’s been attributed to Mohatma Gandhi: 

All compromise is based on give and take, but there can be no give and 
take on fundamentals. Any compromise on mere fundamentals is a 

surrender. For it is all give and no take. 

So what can we learn about customer experience from these words of wisdom? 

Firms need clearly articulated customer experience “fundamentals.” 

I think that Gandhi’s quote means that organizations start to fall apart when they 
compromise their fundamental beliefs. Over time, these compromises can undermine, or even 
eliminate, the core value of the organization. 

Increasing profits represents a very clear mission for firms — everyone can understand the 
concept and most companies have an army of accountants tracking performance against this 
mission. But customer experience visions are often much less formed and not nearly as well 
tracked. 

Without a clear vision about customer experience, firms will constantly feel the pressure to make 
decisions that optimize the well-defined goal (profits) at the expense of less-defined goals (like 
customer experience). It’s not that profitability is bad (I am a big believer in higher profits), but 
firms need to think of profits more as an outcome than as a goal. That’s why companies 
need to more clearly articulate their beliefs about how they create value — which more often 
than not involves interacting with customers. 

The bottom line: Understanding your customer experience “fundamental” beliefs is critical to 
sustainability.  
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Lessons Learned From 1,001 Web Site Reviews June 15, 2007 
Posted by Bruce Temkin   

Hi everyone: 

This is my first blog posting — so HELLO! 

I’m excited to start the blogging process by looking back at lessons we’ve learned from doing 
expert reviews since 1999. At Forrester, we do Web Site Reviews for our research efforts as well 
as for client projects.  Based on my analysis of those evaluations, I recently published a research 
report called “Lessons Learned From 1,001 Web Site Reviews.” (Note: Only Forrester clients 
can see the full report). You can also read about this research in a Q&A with Lee Gomes in the 
Wall Street Journal. 

One of the most interesting findings from the data is that the problems have shifted over the 
years. Our criteria fall into 4 buckets: Value, Navigation, Presentation, and Trust. From 1999 
through 2001, most sites failed to pass our value criteria. Today, the average site does a much 
better job of offering customers the value they came for, but they fail to provide 
adequate navigation — which currently represents the most severe category of problems for 
sites. 

Our analysis also loked at individual criteira. The criteria that sites currently fail the most turned 
out to be ”Home pages that provide evidence that the user goals can be completed.” It’s hard to 
get a user to do something online if they don’t know that it’s possible. Ironically, two of the 
easiest flaws to fix — weak text legibility and poor security policies — have been nagging 
problems for several years. 

The Web Site Review scores over the previous eight years provide insights into the state of Web 
site experiences, but they don’t tell the whole story. I also gave some thought to what lessons 
we’ve learned along the way. In my research, I identified eight of them. Rather than make my 
first blog continue on too long, I’ll only discuss one of the lessons learned — the most important 
one. So, what is this lesson learned? 

It’s that Scenario Design remains the key ingredient to great experiences. While Forrester’s Web 
Site Review criteria have changed over the years, the guiding principle behind our customer 
experience recommendations and evaluations has remained the same: Scenario Design. This 
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framework is based on the answers to three basic questions: Who are your users? What are their 
goals? And how can you help them achieve those goals? Firms wanting to know what content 
and function to provide, and how to make that content easy to find and use on their Web sites — 
or any channel — should constantly ask and answer those questions. The concept is simple, yet 
powerful. There’s a lot of change that can happen at firms when people start internalizing those 
questions. 

So, I’ll end my first post here with two words: Scenario Design.  

Hopefully this is a start of a long-term dialogue. Feel free to post your comments.  
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Web 2.0 (a.k.a. Web And Weberer) September 30, 2007 
Posted by Bruce Temkin   

This wouldn’t be a real blog without at least one entry about Web 2.0. I’ve actually touched on 
the related topic in a previous post called The Death Of Web Pages? Great! – but that wasn’t 
enough to be a real “Web 2.0″ post. So here goes another blog post on Web 2.0… 

To begin with, I hope you get my allusion to the movie sequel Dumb and Dumberer, which I 
really liked (despite its horrible reviews). It’s not that I think Web 2.0 is dumb (or dumberer), but 
I do think that they’re both packed with a whole bunch of silliness. 

Let me start by saying that there are a number of very interesting things happening that are 
classified as Web 2.0. Social networking sites (like MySpace and Facebook); consumer-
generated communications (blogs and product reviews); rich Internet applications (with 
technologies like Ajax and Flex); and aggregation technologies like RSS. All together, these 
things are definitely adding new ways for people (especially younger consumers) to interact 
online. 

I’ve even heard the terminology being used around CRM — hence the new moniker “CRM 
2.0.” But this is where I need to draw the line. Yes, Web 2.0 has some interesting opportunities 
for many businesses. But for most firms, it’s not nearly the most important thing they need to 
think about when it comes to their customers. Frankly, Web 2.0 hasn’t changed how you need to 
think about customer interactions. The fundamentals of customer experience remain the same: 
know more about what your customers need and figure out ways to better satisfy those needs. 
This is all about shifting your thinking from inside-out to outside-in. 

But this isn’t new. As a matter of fact, it’s the same advice that we’ve been giving Forrester 
clients since the late 1990’s. Here’s a figure from a report in 2000 called Scenario Design. 
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In this report, we framed three key questions: 

1. Who are your target users?  

2. What are their goals?  

3. How can you help them accomplish those goals?  

It turns out that we still push organizations to ask and answer those same three questions. I 
published an update to that report in 2004 called “Scenario Design: A Disciplined Approach To 
Customer Experience.” The report provides an updated argument for relying on those same three 
questions. And, yes, I am considering publishing another update to that report — which will 
absolutely reinforce the importance of those same three questions. 

So, here’s how I put Web 2.0 in context: 

After you figure out who your target customers are and gain an understanding 
of their needs, and then uncover their true goals in working with you,  

then you can apply Web 2.0 capabilities (along with all other capabilities)  
to help satisfy their needs. 

The bottom line: Web 2.0 (and all of it’s “XYZ 2.0″companions) may enable companies to 
better serve customers — but only if they better understand them first. 


