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· CHAPTER 2 ·

Customer Experience Framework

B

efore we jump into the details of the customer experience framework,
let us quickly see what a bad customer experience looks like.

Imagine you are the owner of a small startup in San Francisco, and are

traveling to Philadelphia for an important customer meeting. You make travel
reservations online, including an economy airfare with a stopover in Chicago,
a rental car, and a hotel. You have a daylong customer meeting, so you
plan on reaching Philadelphia the night before and flying back home after
your meeting. You use a rental car coupon to get an upgrade, and a deeply
discounted prepaid hotel for one night.
On your travel day, the weather in San Francisco is bad and your flight
to Chicago is delayed by an hour and a half. This puts your trip at risk, as the
connection time in Chicago is only an hour and you might miss your flight to
Philadelphia. You board the flight, hoping to somehow make your connection.
Your hopes are dashed as your connecting flight, the last of the day
to Philadelphia, leaves without you. The airline company books you on the
first flight the next morning, but refuses to provide any accommodation.
Given that the flight delay was due to bad weather, and they do not provide
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accommodation under such circumstances. Since you’re stuck in Chicago for
the night, you try to figure out your options; you want to look your best for the
customer meeting, so you find a cheap hotel close to the airport and hope to
get a good night’s sleep.
Before you settle down, however, you call the hotel in Philadelphia to
cancel your reservation. The hotel staff appreciates your letting them know
about the unexpected change, but is unwilling to refund your money, as you
have a prepaid reservation. After a long argument, you hang up the phone; this
has been a lousy day with two bad customer experiences (airlines and hotel).
Lying in bed, you can’t help but think about your day. You’ve decided
that you will never fly with this airline again, or book any more rooms with
the hotel chain, even if they are the best deals available. The poor customer
experiences have convinced you that they are not worth the savings.
The next morning, your flight from Chicago to Philadelphia is uneventful,
but when you get to the rental car agent, you find that your reservation has
been cancelled. You explain the situation, and they rent you a similar car with
a GPS. You are in a hurry to make it to your customer meeting, so you do not
check the contract. Once you are close to your customer’s office you try to
call them to get the exact location, but your cell phone has no signal. So you
pull into one of the buildings and use a landline; you get directions to your
customer’s location and are glad when you finally make it to the meeting.
You have a great meeting, but when you return the rental car, you are
surprised by the charges: three times the amount on the original contract. The
coupon you used was valid for online car reservations only; since that reservation was cancelled by the rental company, and you made a new one at the
rental location, the coupon is no longer valid. Additionally, the GPS that you
thought was free was actually charged at $14.99 per day. You try to get the
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charges reversed to your original estimate, but the car rental company does
not agree. Since you’re at risk of missing your flight back home, you decide to
fight it out later.
In this example, we see a lot of bad customer experiences delivered by
the airline, hotel, car rental company, and even the cell phone service provider.
Most of us have had such bad customer experiences — maybe not all at once
— and after every such experience we make a resolution not to do business
with the company any more, but due to a lack of better alternatives we end
up returning. When there is a viable alternative, however, the companies lose
our business — and likely the business of any friends with whom we decide
to share our horror stories.
Throughout this book, we will evaluate such poor customer experiences
and uncover how innovators shift the market away from the incumbents by
better focusing on the needs of a specific customer segment. It is with the
promise of a better customer experience that innovators provide a compelling reason for customers to try their products or services, and once the
customer tries their offering and has a better experience, they tend to bring
in even more business by sharing their experience with others, writing positive reviews online, providing recommendations, and spreading the word
about a better alternative. As the word spreads, the innovator starts gaining
more of the market share, displacing the incumbent from its strong position
and shifting the market in their favor. In some extreme cases they may even
put the incumbent out of business. This is how a customer experience-driven
innovation shifts the market and creates new leaders.
So how do you identify a poor customer experience? We surely know it
when we have experienced one, but how might we know if it would open up
opportunities for us as an innovator?
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To understand this, we need to know what drives good as well as poor
customer experiences. We need a framework for systematically researching
and understanding customer experiences and their related pain points.
Over the years, I have worked with many companies that sell to other
businesses (B2B) as well as to consumers (B2C). Most of them think about the
customer experience as just customer service, and make an effort to improve
that service. But true customer experience is much more than that, and it
starts well before the customer does business with the company. It starts with
the company’s strategic priorities, design of its product or service, development of its business model, and hiring and training of its employees. In short,
everything that a company does has an impact on the customer experience,
including its people, culture, products and business practices.
I would define the customer experience as “the overall customer perception formed by interaction with the tangible and intangible assets of a company,
like brand, employees, product, services, IT systems and policies.” This broad
definition makes it clear that everything the company does has an impact on
its customer experience. It is therefore not easy to get better at delivering good
customer experience, especially if it is not in your company’s DNA. So how can
we deconstruct this complex and challenging problem into smaller actionable factors we can act on to improve customer experience?
Through my research and work with innovative companies on challenging problems, I have found that nine factors drive the majority of the
customer experiences. Everything that a company demonstrates is a good
or poor experience across these nine factors, and sets the tone for the overall
customer experience.
Figure 1 shows a “Customer Experience Framework” with nine key
factors: Requirements; Price; Availability; Convenience; Service/Support;
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Figure 1: Customer Experience Framework

Quality; Fashion; Social Responsibility and Brand. The combination of these
nine factors drives the right experience for all customer segments. I have
researched companies across many different industries, and can confirm that
these nine factors deliver the optimal customer experience across the board.
In this book, you will see examples of how the actions of a company in any
industry will manifest as the customer experience across these nine factors.
Companies from technology, telecommunications, healthcare, pharmaceuticals, banking, retail, insurance and many other industries deliver either
“Best-in-class”, “Ordinary” or “Subpar” customer experience across these nine
factors. An innovator’s goal should be to differentiate themselves by delivering a better experience across three of the nine factors that are important to
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their target customer segment. Innovators should test the importance of these
factors to their target segment and the customer’s satisfaction with currently
available solutions. Any gap with the desired customer experience offers an
opportunity to shift the market and take over the leadership position.
Let us now understand the core definition of each factor and see how different companies have differentiated themselves to win a major market share.

Requirements
Back in 2005, many companies were trying to differentiate themselves in the
crowded cell phone market. Motorola had launched their RAZR line of cellphones, which were good-looking, sleek models targeting a fashion-oriented
population who thought of the devices as extensions of their personality.
Over a period of four years, Motorola sold about 130 million units5 of these, a
record for flip-style phones.
One company that was successfully serving the business segment was
Research In Motion (RIM), with its Blackberry phones. These offered more
functionality, allowing users to check emails and track meetings. At that time,
these phones were considered “smart phones”, as they enabled users to do
more than just talk.
Then there was global market leader Nokia, which offered a variety of
phones for diverse customer segments. They had the cheapest phone for the
low end of the market, as well as a high-end phone for top-tier customers, and
a variety of phones in between. They made good-quality phones, and hence
became the global market leader.

5

Wikipedia – Motorola RAZR http://en.wikipedia.org/wiki/Motorola_RAZR
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There were a host of other players in the industry trying to make their mark
and change the overall experience. All these companies were trying to increase
their market share by offering incremental features for their cell phones.
On June 11, 1997, Philippe Kahn6 first demonstrated that pictures could
be shared using cell phones. He shared pictures of his newly born daughter
Sophie to his relatives using his cell phone; this was the first breakthrough in
camera phones, which changed the customer Requirements for the product.
Customers rewarded companies offering the ability to take pictures with
their phones with a higher market share. The introduction of camera phones
changed the Requirements factor of the cell phone experience, and it became
one of the differentiating features, until every player in the market offered it. By
then, customers wanted more features from their camera phones like better
resolution, flash, video, image editing, and sharing features. The cell phone
companies kept developing better solutions to meet these Requirements.
As cell phone companies focused on incrementally improving their phone
features, one problem area that was not being served well by anyone was the
ability to browse the Internet on their phone. This was required to make cell
phones the primary device that customers relied on every day, but no one was
successful in solving the puzzle until Apple introduced the first iPhone.
Before iPhones, there were companies trying to enable easier internet
browsing on a cell phone. They had different ways to allow the customer to
browse the internet; they used trackballs, arrow keys and small keyboards to
replicate the mouse and keyboard functionality of a personal computer. But
all the technologies that worked well on a computer failed on the cell phone,
as it was much more difficult to use them when the form factor of the devices

6

Wikipedia – Philippe Kahn http://en.wikipedia.org/wiki/Philippe_Kahn

17

SHIFT

was so small. Moreover, the keyboard and trackballs took away what very little
real estate was available on the cell phone, reducing its screen size. This made
it even more difficult to browse the Internet on a phone.
Apple was the first company to use touch technology to solve this challenge. They converted the entire screen into a touchpad and used touch
technology for user input. Now customers had bigger screens for browsing,
and they were easily able to navigate the Internet, zoom in, and zoom out by
just using their fingers.
Using this touch technology, Apple disrupted the Requirements aspect
of the customer experience for cell phone customers with the iPhone, which
was released on June 29, 2007 and combined the mobility aspects of a regular
cell phone with easy-to-use Internet capability. Apple established itself as the
“Best-in-Class” provider of the Requirements factor of the customer experience, while every other smartphone manufacturer was shifted down a level.
Smartphone customers wanted no fewer features than those provided by
Apple’s iPhone, and so their current smartphones suddenly did not seem to
be meeting their requirements. This differentiation established Apple as a
strong new entrant to the cell phone market, and customers rewarded it with
significant market share.
By the end of 2007, Nokia was still the leader in the global smartphone
market with a 53 percent market share, followed by RIM at 11.4 percent. But
though iPhone was launched in the middle of the year and not introduced
globally, it captured 6.5 percent of the global smartphone market and about
28 percent of the US market7, beating Palm and Windows-based smartphones

7

Smart Mobile Device shipment report in 2007 by Canalys.

http://www.canalys.com/newsroom/smart-mobile-device-shipments-hit-118-million-2007-53-2006

18

2: CUSTOMER EXPERIENCE FRAMEWORK

within months of its launch. By the end of 2011, Apple was the market leader
in the global smartphone market, with a 23.5 percent market share, compared
to 12.4 percent for Nokia and 8.2 percent for percent for RIM8.
Shifting the market by delivering best-in-class experience on the
Requirements factor is very powerful, as it awards the innovator who delivers
such an experience with significant market share.
But disrupting the Requirements factor of customer experience is the
toughest part of innovation. It requires breaking away from the current norm
and bringing products or solutions to market that deliver a much better
experience than what customers can imagine today. This requires visionary
thinking and groundbreaking technologies to provide a better customer
experience.

Customer Knowledge Chasm
When Steve Jobs was asked about setting up focus groups by the
Harvard Business Review, he told them he refused to do so, saying that
customers didn’t know what they wanted until Apple gave it to them.
This echoes Henry Ford, who famously said that if he’d asked people
what they wanted, they would have said ‘a faster horse’!
These innovative geniuses were specifically looking to disrupt the
Requirements factor of the customer experience, which is a challenging problem, as customers really do not know what they want until
they see it.

8

IDC Worldwide Mobile Phone Tracker, February 6, 2012

http://www.idc.com/getdoc.jsp?containerId=prUS23299912
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While customer feedback is very useful in many cases, it does not
necessarily help in disrupting the Requirements factor. This is because
even the most visionary and progressive customer cannot imagine
how the product could change their day-to-day life. This is what I call
the “Customer Knowledge Chasm”.
For example, before the Nintendo Wii was developed, playing
video games was a sedentary exercise, mostly restricted to kids and
geeks. No one could imagine that playing a video game would involve
moving around as we do in real life, or that it could become a family
sport; but Wii changed all that and made playing video games an
active enterprise in which every member of the family could participate, enjoy, and even burn some calories.
If Nintendo has asked customers how they would like to play
video games, they would have inevitably received responses involving
joysticks or game controllers. This is because the majority of customers
are not visionary, and current products are their frame of reference; so
for them it is very difficult to break away and think of something that
is completely disruptive.
Hence the “Customer Knowledge Chasm”, as described in Figure 2 .
During the life of a product, the company has many touch points
with its customers, most of which help with incremental and sustaining Innovation. Much of the data provided by the customer and
the research methodologies are not able to cross the “Customer
Knowledge Chasm”.
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Figure 2: Customer Knowledge Chasm

There are ways to avoid the “Customer Knowledge Chasm”, by
understanding the job customers are trying to get done, the process
that they follow and the ideal outcomes they would like to achieve.
By focusing on jobs, process and outcomes, we do not have to rely on
the customers’ ability to think outside the frame of reference and can
avoid the chasm. Innovating to improve the outcomes of the job also
ensures that the product is relevant to the customer and something
that they would buy.
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Price
Consider the example of Southwest Airlines. Once you have booked a ticket
with them, you can be sure that there are no additional charges that will be
levied. Their famous “bags fly free,” “no change fees,” and “no additional fees”
campaigns were designed to deliver a good Price-focused customer experience. Southwest’s claim to fame was that it was an economical airline which
sold affordable tickets. Though it is no longer the most Price-competitive
airline, it still delivers best-in-class customer experience on this factor. This is
because customers know that there are no additional fees to change flights,
sit in the exit row or check in two bags. This expectation of no additional fees
drives best-in-class Price-focused customer experience. Other airlines cannot
make this claim, as they capitalize on every opportunity to charge additional
fees; this results in a poor customer experience, particularly to those traveling
on a tight budget.
The Price factor of customer experience is not about offering a lowpriced product or a high-priced product. It is about managing Price-related
customer expectations. A customer looking for the lowest price feels good
when she pays less than her expectation, or gets a deep discount. On the
other hand, the same customer will feel cheated if she has to pay more than
she expected.
Similarly, a customer shopping for expensive articles feels good when
the prices are discounted, and is willing to pay more for limited-edition products that are priced higher. For example, If you are in the market for highend appliances, you are sure to come across Thermador. Their appliances
are famous for their innovation, unique and sleek design, value for money,
and additional bells and whistles. To deliver a good Price-related customer
22
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experience, Thermador controls the street price of their appliances, and does
not allow any of its dealers to provide additional discounts. This allows the
company to provide a consistent Price-related customer experience, and
ensures that its target customers do not feel cheated by a lower-priced
Thermador appliance being sold by a rogue dealer.
To be best-in-class for Price-focused customer experience, you need to
know your target customer segment’s Price expectations and deliver the
right experience. If they are looking for low prices, make sure they get the
lowest prices and surprise discounts. If they are high-end customers, make
sure that the street price is controlled and not discounted.

Availability
You are about to meet an important business client. You plan ahead of time
and get to the meeting location early, but you find out that your client is
running late. You rehearse your discussion and its key points in your mind a
few times, but you still have some time to kill. This is when Wall Street Journal
app on your iPad comes in handy: you use it to catch up on the various business information, and even get some icebreaker points to share with your
client. Having access to this product when you need it delivers a good
Availability-related customer experience.
What if the Wall Street Journal had never launched this app? You would
have had to carry a print copy of the newspaper, in case you had some free
time before the meeting. But what if you had forgotten it? In this situation,
you do not have access to the Journal at a time when you need it the most.
This delivers a poor customer experience related to Availability, and creates
an opportunity for someone else to exploit the situation by providing a news
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delivery app for the iPad. If it is from a competitor of the Wall Street Journal, it
might shift the market to this innovator.
Many companies ignore this factor, but it is one of the key drivers of
customer experience. It is driven by the Availability of your product or service
when the customer needs it most. Your customers rely on your product or
service for their needs, and not being available at a critical time delivers a
poor customer experience.
For example, for mobile service providers, this is one of the biggest
drivers of customer experience. Many of us have been in situations when we
need to make a phone call, but the cellular network is not available. We get
frustrated and try to find spots where we can make the call. With data plans,
it be even worse, as there are many areas where it is difficult to access the
data network. I sometimes use the GPS functionality of my mobile phone for
driving directions; once, in downtown Dallas, my mobile phone was unable
to access its data network, so it kept guiding me in the wrong direction as it
tried to pin down my location. I had stop using my cell phone and revert back
to the old-fashioned method of asking for directions.
Similarly, e-commerce websites that do not have the product you are
looking for deliver poor customer experience, especially when you are
enrolled in paid membership programs. For example, Amazon.com has Prime
members who pay an annual membership fee; their expectation is that they
will be able to find anything they want to purchase on the Prime network. This
helps them avoid any additional fees related to the purchase, including two
day shipping, return shipping, or restocking. But there are products that are
not available on Amazon.com’s Prime network, which drives a poor customer
experience as it does not meet the Availability expectations of the customer.
Driving a good Availability-related customer experience is essential for
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the long-term success of a company, as it ensures that the customer is able
to use your product when they need it the most. This is one of the key factors
that innovators can use to differentiate against the incumbent and shift the
market away from them.

Convenience
Next up is the Convenience factor, which is more complicated than the
factors that we have discussed thus far. This is because it needs to deliver
different experiences to different customers in different situations. At its core,
this factor determines how easy it is for a customer to use your product or
service in different situations. So let us look at these situations to understand
the Convenience factor.
If you are a retailer, this factor of the customer experience is driven by
the time it takes the customer to get to your store, the ease with which he
can find the products he wants, and the ease with which he can complete his
purchase. For online retailers, getting to the store is not a problem, but how
well the customer can get a feel for the product and how fast they can get the
product once the order has been placed drives the Convenience factor.
If you are a product company, Convenience is driven by the ease of use of
your product. For example, the blood glucose measurement in the late 1970s
was cumbersome. Patients had to make an appointment with a laboratory,
drive there, provide blood samples, and wait for the results. In the early 1980s,
different types of blood glucometers were introduced to enable testing of
blood sugar at home. This was still a cumbersome process, however, as it
required considerable amounts of blood to be drawn for testing. In addition,
it required skill to place the blood drop on the test strip, which led to wastage
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and inconsistent results. But today, there are blood glucometers that are easy
to use; just a small prick gets enough blood for testing, capillary action test
strips make sure blood is placed evenly on the strip, and the results are much
more accurate. Making this product easy to use increased the market size, as
more and more customers bought the glucometer for home use. In 1994, the
market was $1.7 billion; but by 2008, worldwide sales climbed to $8.8 billion
at an amazing 12.5 percent compound annual growth rate (CAGR)9 .
For a company providing technology to solve business problems,
Convenience is driven by ease of customization to fit the client’s needs and
the ability to use it in day-to-day operations. Consider the example of a
widget company planning their manufacturing operations: they get orders
to make millions of widgets every month, so it is essential for them to accurately take the orders and manufacture the right quantities. When they were
manufacturing these widgets in the hundreds, they used paper to keep track
of orders and manufacturing operations. But pretty soon, the process became
unreliable, and they started using spreadsheets to track their orders — until
one day, when a million-widget order was entered twice by mistake into the
spreadsheet. This led to excessive inventory for the company that they could
not sell quickly and left them facing a big loss. This is when they decided to
implement sales and operations planning software tailored to their business
needs. Although the customization of the software took time, it was eventually completed to fit the needs of the manufacturer. Any order that was
entered into the sales funnels made its way into the operations planning
stack of the software. By analyzing the date of the order, customer code and
The Business of Self-Monitoring of Blood Glucose: A Market Profile by Mark D. Hughes,
B.S., M.B.A. J Diabetes Sci Technol. 2009 September; 3(5): 1219–1223. Published online
2009 September.
9
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other variables, the software checked for duplicate orders and eliminated
them from the operations stack; it also made sure customer commitments
were met by scheduling the order at the right time.
So it was that the widget manufacturer found it convenient to have software managing orders and operations, instead of doing it by hand or in a
spreadsheet. Not only was the software smart enough to eliminate expensive
human errors, but also it delivered a best-in-class customer experience on
the Convenience factor to the widget manufacturer.
For all the businesses discussed, best-in-class customer experience on the
Convenience factor was delivered by making it easy for the customer to use
the product or service. This factor of the customer experience provides the best
opportunity for shifting the market, as ease of use encourages more and more
customers to use a product, creating a bigger market and a dominant leader.

Service/Support
Post-sale Service/Support is one of the biggest factors of the customer experience in many industries. Companies that deliver poor Service/Support-related
customer experience give their customers a reason for taking their business
elsewhere, while those who have provided excellent Service/Support earn
customer loyalty and repeat business.
Before 1988, for example, most insurance companies were not known
for good customer service. Customers paid premiums to these companies,
but often found that their Service/Support was not as expected when they
needed to make a claim. On November 8, 1988, California voters passed
Proposition 103, which forced auto insurance companies to cut premiums
by 20 percent and refund premiums to many policyholders. Progressive
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was shocked by customer anger, mistrust and dissatisfaction with insurance providers10. Companies like Progressive were hit hard by Proposition
103, as more than a quarter of their business was in California. Peter Lewis,
CEO of Progressive, was stunned by its passage, and learned that customers
hated insurance companies for not providing them the required service11.
This setback changed the fate of Progressive, as it implemented programs to
deliver better Service/Support to their customers.
One newly implemented program was Progressive’s “Immediate
Response” claims service, which dispatched an adjuster to policyholders’
homes (and, in many cases, accident sites) as quickly as possible. In case of
emergency, Progressive encouraged its customers to call a toll-free number
which was always answered by a representative 24 hours a day, seven days a
week to take information and authorize emergency measures. A Progressive
claims representative was almost always face-to-face with a customer within
hours of the call.
This level of commitment to Service/Support showed in the financial
results for Progressive Insurance. In 1988 it was the 14th largest insurance
company in America, but by 1995 it had jumped to 4th place. This occurred
even after they had lost a quarter of their business when they pulled out of
California after the passage of Prop 103.
There have been other cases of companies that have differentiated
themselves in a crowded marketplace by delivering best-in-class Service/
Support, including Zappos.com, covered in Chapter 3 of this book.

Progressive 1993 10K
Progressive history -

10
11

http://www.progressive.com/Progressive-Insurance/AutoBiography/era04_02.swf
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Quality
Quality as a customer experience factor has different impacts in different
industries. For example, it is one of the most tracked aspects in the auto
industry. J.D. Power & Associates publish a yearly index on the quality performance of vehicles released in the United States. The unit of measure is the
number of problems experienced over the last 12 months per 100 vehicles
(PP100); this measure is published every year for all vehicle brands and for all
models, along with an industry average. The vehicles with a lower PP100 are
considered to be of high quality.
For a long time, Toyota had low PP100 scores, which made it deliver a
good Quality experience. This drove Toyota sales in the U.S., and eventually
made it the country’s top auto seller. Then it was haunted by quality problems from sticking accelerators, which became one of the leading factors
that contributed to its fall to third place.
BMW, on the other hand, had usually performed poorly on PP100. But
their full-service maintenance program covers the Quality gap. Under this
program, the owner of a BMW does not have to pay for any repairs for 4 years
or 48,000 miles; they simply drop their vehicle off at a dealership, drive out
in a courtesy vehicle while repairs are being made, and come back to sign a
zero-dollar repair bill. This service has driven the Quality factor of customer
experience to “Best-in-Class” for BMW, as it is perceived as a low-maintenance,
no-headache vehicle.
Toyota focuses on delivering lower PP100 scores, while BMW manages
customer perception through its full-service maintenance program. In both
cases, they deliver a best-in-class Quality-related customer experience even
though they choose different methods.
29
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Every industry has its own Quality measures, and customers expect
that the product they purchase delivers a good Quality-related customer
experience.
These days, there are customer reviews available online for most products. Online stores like Amazon.com have customer reviews of their products,
which helps buyers learn more about product quality and buy only products
that deliver a good Quality-related customer experience.
If you are a services company, there are service-related reviews on
websites like Yelp.com. These sites let customers write reviews about local
service providers and rate their services on a hierarchical scale. These sites
make it worthwhile for service providers to focus on Quality as they become
an advertisement vehicle for the service provided.
For both product companies and service providers, Quality is a key factor
of the customer experience. It is hard to retain a customer when a poor
customer experience is provided through this factor, which creates an opportunity for an innovator to shift the market in their favor.

Fashion
During the third quarter of 2004, Motorola released an amazing device that
changed the way cell phones were viewed by the customer. Until that time,
cell phones were utilitarian objects, often bulky and ugly and never with
much character. Motorola launched its first version of the Moto RAZR series,
which had a striking appearance and thin profile, making it the most fashionable phone on the market. It was initially marketed as a phone for Fashionconscious customers, but soon it was available to all market segments and
became a great success. After celebrities were seen with this cool-looking
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phone, excitement was created in the wider market and made the RAZR an
immediate best-seller once it was launched to all customer segments.
In 2005, the RAZR became the top-selling cell phone because of its slick
features and distinct look. Over the next four years, Motorola sold 130 million
RAZR phones and took back market share from Samsung, achieving the
second-highest market share position.
The reason for RAZR’s success was that it was different; it was compact,
stylish and fashionable, so it appealed to a trendier demographic — a
younger generation that wanted their cell phone to reflect their personality.
The RAZR made the cell phone “cool”, and owning one meant that you were
part of the in crowd. Feature-wise, the RAZR was not superior to any other
cell phone; however, the design made it distinct from anything else available
on the market. This helped Motorola regain it #2 position in the market place
which it had lost to Samsung not too long ago.
Fashion is not only about the look and feel of a product, but also about
the functionality it delivers. To illustrate, let’s look at the semiconductor industry. AMD and Nvidia both make graphic processors, which are responsible
for delivering high-quality computer graphics. If you are a hardcore gamer,
your gaming experience depends on the quality of your graphics processors,
as they make the game ‘real’ for you; so these two companies constantly try
to out-innovate each other to deliver a better experience to users. Gamers
decide which graphic processor to use based on how realistic the game
looks, so although the processors are deeply embedded inside the computer,
the ones that provide the coolest graphic experience deliver a best-in-class
customer experience in the Fashion factor. The factor is not just about the
look and feel of a product, but how “cool” the experience of using it.
The Fashion factor of customer experience is not applicable to all products.
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If your product is in a market where people care less about Fashion, like the
pharmaceutical industry, you may not need to worry about delivering this
experience. But for those markets where the looks or features of a product are
important, you should look into a delivering best-in-class customer experience.

Social Responsibility
This factor of the customer experience deals with practices involving
social good, and companies following those practices are well-rewarded by
customers. A socially responsible company that employs the right practices in
the minds of its customer base delivers a good customer experience.
Social good arises from many issues: environmental, religious, commnityoriented, medical labor practices, to name a few. Whatever the issue, if it
appeals to the emotional needs of the customer, it will make an impact on
their purchase decisions.
For example, one of the biggest social issues we face today is the abuse
of chronic pain relievers (known as opioids, which include morphine and its
synthetic variations), which has increased drastically in recent years. In 2006,
5.2 million people surveyed had used pain relievers illicitly — 17 times more
than had used heroin12. In 2009, over a million emergency room visits were
due to abuse of prescription pharmaceuticals13. Pharmaceutical drug abusers
acquire opioids illicitly and get high by altering the dosage, by crushing,
chewing, injecting, inhaling, or taking excessive doses orally.

http://emedicine.medscape.com/article/287790-overview#a0199
Drug Abuse Warning Network (DAWN), 2009: National estimates of drug
related Emergency Department visits.

12
13

http://www.samhsa.gov/data/2k11/DAWN/2k9DAWNED/PDF/DAWN2k9ED.pdf
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The Food and Drug Administration’s social responsibility is to deliver
safe drugs that cannot be abused by the general population. To deliver this
Social Responsibility customer experience, the FDA has asked the manufacturers of chronic pain reliever drugs to think of ways to minimize abuse. They
have promised priority review of any innovation that can reduce such abuse.
One such innovation involves coating the opioid with another substance that
reduces its effect or delivers unpleasant side effects to users who try to alter
the dosage. For the prescribed user of this drug, there is no change in the
effects delivered by it.
Abuse of other drugs, like decongestants and cough suppressants, was
also on the rise and forced the FDA to put strict controls on the sale of these
medications. Abusers purchase them in large quantities from drugstores and
extract high-purity methamphetamine. To put a stop to this abuse, the FDA
now requires valid identification from the buyer of these medications. Such
controls help the FDA prevent abuse.
The social issue of drug abuse has provided opportunities for pharmaceutical companies to innovate and differentiate themselves in the industry,
while enjoying FDA support through faster reviews of their drug filings.
A Social Responsibility customer experience can be delivered by any
company, not just those in the pharmaceutical industry. Consider the example
of an innovation to reduce the environmental impact of the carpet manufacturing industry: traditionally, carpet is made using petroleum-based raw
materials, and has a serious impact on the environment. To start with, it takes
a large amount of energy, with sizeable wastage, to manufacture carpets and
transport them to installation locations. Carpets have a useful life of 7 to 10
years, after which they are typically dumped into landfills. Since they are not
decomposable, they end up harming our environment forever. According
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to the Carpet America Recovery Effort (CARE), about 3.4 billion pounds of
carpets were discarded to landfills in 2010.
Overall, carpet manufacturing, transportation, and disposal have a longterm, irreversible impact on the environment, and there seemed to be no
way out of this deadly cycle. But in 1994, Interface Inc. CEO Ray Anderson
decided to change this and build an environmentally sustainable carpet
company. He set a Mission Zero goal for the company: by 2020, it would have
zero impact on the environment. He challenged his employees to innovate
every aspect of carpet manufacturing, installation and recycling so that
the environmental impact of the company would be reduced without
compromising profits. This led to amazing innovations that revolutionized
the carpet manufacturing industry.
Interface Inc.’s revenue grew from $800 million in 1995 to $1 billion in
1996, while overall raw material usage dropped by 20 percent14. By 2010, it
had the following positive impacts on the environment and its operations15 :

n

Energy use per unit was down by 43 percent, which had a clear
bottom line impact.

n

Eight of nine manufacturing facilities used 100-percent renewable
electricity.

n

Greenhouse gas emissions were reduced by 44 percent.

n

Waste sent to landfills was reduced by 77 percent — about 100,000
tons of material.

FastCompany article: Sustainable Growth – Interface Inc. By Charles Fishman published March 31, 1998
15
Mount Sustainability; Mission Zero Milestones Report :
14

http://www.interfaceglobal.com/ZazzSustainabilityAssetts/pdfs/Interface_pdf_summary_report.pdf
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n

A waste reduction program eliminated $433 million in costs since 1995.

n

36 percent of raw materials used are recyclable or bio-based.

Ray Anderson’s vision delivered a good Social Responsibility-related
customer experience to environmentally-oriented customers, as well as
sustainability-oriented growth for Interface Inc.
This is how the Social Responsibility factor of the customer experience
can satisfy the customers’ emotional needs on environmental issues, religious
practices, local community contributions, medical commitments and fair
employment practices.

Brand
There are many solutions available for solving a same-customer pain point,
and more and more solutions come into the market targeting the same
customers. So how to pick the right solution?
This is where the Brand of the company plays a role, as it helps the
customer build trust in the company and increases their comfort level for
doing business with that company. This factor carries the fruits of good
customer experiences and the burdens of bad customer experiences across
the other eight factors.
In today’s connected world, it is very easy to share both good and bad
customer experience stories and reviews with a larger population, and this
has an impact on the Brand — and on sales. For example, if your iPhone app
is one of many available for solving a customer’s pain point, then its customer
rating, which reflects the usefulness of your app, has an immense impact on
the number of downloads. Unscientific analysis has shown that an app with a
4- or 5-star rating is ten times more likely to be downloaded than an app with
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a 1- or 2-star rating. This statistic is skewed by many other factors, like Price
(free apps get downloaded more) and availability of good competing apps;
but, nevertheless, there is a strong correlation between the rating of an app
and its number of downloads. Good ratings build Brand awareness, as it helps
the app to appear higher up in search results. This can also result in the app
receiving wider media coverage, creating much more awareness.
Do not think that ratings are relevant only to the Apple world. There are
numerous examples outside the realm of iTunes and the App Store, where
ratings help Brand recognition, which in turn helps drives sales for the
company.
It is not just good ratings, but bad reviews that go viral in today’s
hyper-connected world, and that could potentially hurt your Brand. On
one occasion, a man with Parkinson’s disease was trying to board an Alaska
Airlines flight when airline staff, not knowing of his disability, assumed he
was drunk and prevented him from catching his flight. Another passenger, witnessing the incident, posted his disgusted reaction on Facebook,
complaining about the airline’s lack of compassion. The post went viral,
and many people started expressing disappointment with Alaska Airline;
soon, it became a national story. Alaska Airlines, to its credit, quickly
investigated what had happened, apologized, refunded the man’s tickets
and gave him another round-trip ticket for future use. They recognized
that this incident was detrimentally impacting their Brand and rushed to
minimize its impact.
Innovators without Brand value struggle to win customers, who will
always doubt the innovator’s ability to meet their needs. Customers are
often unsure if the Quality of a product is good enough, or whether there
will be enough post-sale Service/Support; so they will hesitate to give their
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business to an unknown innovator. On the other hand, if the customer
knows enough about the innovator’s Brand through reviews or personal
references, they are much more likely to do business with them.
In B2B situations, Brand value plays an even bigger role, as companies
like to do business with partners they trust. For consumer-focused B2C
companies, the Brand aspect of the customer experience is associated with
the company itself; but for business-focused B2B companies, the experience
is a function of individual relationships within the company Brand. There is a
famous saying in the business world: “No one ever got fired for buying IBM
equipment”. This is the Brand value of IBM. But this alone is not enough for
IBM to sell services or products; they have an army of sales personnel who
invest time and money in building relationships with the customer. This
personal relationship establishes trust between IBM and its customers, and
further strengthens its Brand value.
In both B2C and B2B scenarios, Brand is essential to establish the trust to
complete the sale.

Customer Experience-Driven Innovation
Now that we have discussed the nine factors of customer experience, let us
understand how innovative companies can win by focusing on them.
Innovative companies need to know which customer segments they are
targeting, understand their needs, discover gaps in the customer experience,
and deliver a “best-in-class” customer experience to cover those gaps. Only
then can they establish themselves as a viable option and win new business.
Companies that focus on just one of these nine factors seldom get noticed.
Being best-in-class for just one factor does not provide enough incentive for

37

SHIFT

the customer to try your product; customers keep evaluating the company
against other options, and are slow in adopting in such cases. Even if the
innovators get some early adopters to use and endorse the product, overall
market uptake will be small when the innovator delivers a good customer
experience across just one factor. Highlight Hunter, the example we discussed in Chapter 1, delivers a best-in-class customer experience for the
Convenience factor by making it easy to find highlights in digital videos. But
they also need to think about delivering a best-in-class customer experience
across two more factors to get more traction from their customer segment.
Delivering best-in-class performance across all nine factors is impractical, as it costs money to be best-in-class for any of the factors, and it might
break the bank delivering such a customer experience. Customers will have
no problem bringing their business to such a company, and will enjoy the
customer experience while it lasts; but this level of customer experience does
not generate enough profit for the company to thrive.
A company that delivers a best-in-class customer experience on more
than five factors will likely have to change its strategy and ratchet down
the customer experience at some point in time. This can lead to negative
Brand impact and a poor customer experience. Later in the book you will
read about the example of Netflix, which tried to change the customer experience that made them a market leader and experienced negative Brand
impact because of it.
To shift the market and win, innovators should ideally focus on 2 – 3
factors that they can positively control and aim to deliver a best-in-class
customer experience across these factors. In that way, they are more likely to
shift the market away from the incumbent.
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This conforms to the “Hedgehog” concept published by Jim Collins in
his book Good to Great. According to the Hedgehog concept, each organization needs to understand what it can be the best in the world at, and use
that understanding to set goals and strategies for the company. Collins also
stresses that the company needs to understand what they cannot be best
at, and not waste their resources or energy on these factors. Companies that
follow these principles have gone from good to great.
Depending on the number of resources available, innovators might want
to provide a better experience across a few other factors as well. If you are part
of a resource-constrained startup, then you should wait until you are able to
assess the outcome of your initial strategy. If you are successful, then you will
see an uptake in customers using your products. Then you should identify
additional one or two factors that are important to your customer segment
and match the customer experience delivered by the incumbent. This will
ensure that customers who have switched to you (i.e., early adopters) have
fewer incentives to switch back to the incumbents, and the customers who are
switching to your product find it easier to make a decision. You should keep
iterating the customer experience until you have a core set of 5 to 6 factors that
are important to your customer segment. Once you get to those factors, you
can continue to deliver a better experience and enjoy the shift in the market.
In the next few chapters, we will discuss examples of companies that
have successfully shifted the market and emerged as winners in their
industry. We will evaluate the customer experiences delivered by these
innovators in relation to the incumbents, and see which combination of
customer experience factors contributed to the innovators’ success. This will
help you better understand the framework and its ability to shift markets
and to displace incumbents.
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Now, let’s look at consumer-focused innovation and how innovative
companies have toppled the giants and created a place for themselves
in crowed marketplaces. This will show you how a combination of factors
can help your company deliver a better customer experience and shift
the market.

