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Your Hosts: 
Michael Hinshaw

Founder & President 

McorpCX

Graham Clark

Director, 

Digital Experience 

McorpCX

▪ Senior technology and Customer 

Experience strategist

▪ Former Microsoft General 

Manager responsible for building 

internal Customer Experience 

practice

▪ Sales, Operations, and IT 

background responsible for 

leading cross-company, 

transformational initiatives

▪ CX industry pioneer and thought 

leader, on multiple “Global CX 

Thought Leaders to Watch" lists

▪ Best-selling author: Smart 

Customers, Stupid Companies: 

Why Only Intelligent Companies 

Will Thrive, and How To Be One of 

Them  

▪ Mentor and Richard H. Holton 

Teaching Fellow at U.C. Berkeley’s 

Haas Business School

Stephen Shay

Vice President

McorpCX

▪ Former global head of Digital, 

Digital Experience and 

Multichannel CX at Isobar, 

NIIT & Mphasis

▪ Creator of Digital Customer 

Company and Digital E3 

(Emotional/Empathetic/ 

Experiences) frameworks for 

Digital Operating Models 

▪ Fortune 50 leadership to startup 

entrepreneur, founding 5 digital 

companies
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For over 17 years, McorpCX has helped leading brands 
plan for, design, and deliver better customer experiences 
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Greater 
customer 
satisfaction
200%+

Delivering measurable value and ROI: One example…

Faster time 
to market
From 90 days 
to under 7

Decreased 
operating 
costs
Saving millions of 
dollars annually

Greater 
top-line 
revenue
~$25.8 million/ 
10% annually 

Proven across multiple markets and industry verticals

$
1) McorpCX client results, presented by Microsoft at Forrester's CX 2014 Forum For Customer Experience Professionals West, 

https://www.forrester.com/Forresters+Forum+For+Customer+Experience+Professionals+West/agenda/-/E-EVE6439


© 2019 McorpCX, Inc., All Rights Reserved

Independently ranked Top-20 digital CX & strategy leader 

“[Their] narrow 
but deep market 
position enables 
McorpCX to 
effectively serve 
both the SME 
market and the 
largest global 
corporations”

1

-- ALM Intelligence:
The Kennedy Vanguard

1) The Kennedy Vanguard – Digital Customer Strategy & Experience Consulting Providers 

http://www.consulting.almintel.com/research/digital/2015-digital-customer-strategy-experience-consulting
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Today we’re going to: Discuss 
why to transform your business 
model; Introduce the CXOM; See 
how to use it; Learn how to design 
your CXOM; Share key questions 
to ask, and pitfalls to avoid.
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What is a “business operating model” and how does 
that help an organization to improve performance? 

How we’re 
going 
to achieve 
our goals

By better 
organizing 
and 
managing 
resources and 
capabilities

Helping 
align 
strategic 
thinking 
across the 
organization

So we 
can more 
effectively 
operate our 
business...

To better 
Understand

To better 
Understand

A Model
Which is a dynamic view of how an organization 
delivers value to its customers, and how it runs itself.
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Q: When should an organization consider changes to its 
business operating model? A: When business changes

Consider Re-Assessing Your 
Business Model When Your: 

- Customers Change

- Markets Change

- Value Propositions Change

- Go-to-Market or Other 
Strategies Change

- Cost Structures Change 
(Or They Need To)  

- Management Changes 

- Revenue or Margins Change
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Six key trends with massive business model impacts 

1.
Changing 
Customer 
Expectations 

2. 
The Need For 
Digital 
Transformation 

3.
Changing Value 
Drivers of Customer 
Experience 

4.
Commoditization 
Across Industries  

5.
Swiftly Evolving 
Technology 
Landscape 

6.
The Overall Pace 
of Innovation and 
Disruption
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To start: The value of customer experience is now clear
Greater bottom-

line revenue 
growth1,2

Lower churn 
and increased 

retention1,  2 

Customers 4.5x 
more willing to 
pay premium3

Typical growth 
double that of 
competitors2

Top-line revenue 
up to 5.1x greater 

than laggards3

Significantly 
reducing cost to 
serve customers1

Up to 2x greater 
customer and 

employee loyalty1

Up to 2.4 times 
per-customer 

revenue increase1

$
1) HBR, August 2014: The Value of CX, Quantified 2) Forbes, March 2014:  'Customer Experience’  Today's Business Benchmark  3) Forrester Research, March 2018: Improving CX Through Business Discipline Drives Growth    
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Digital continues to accelerate across industries, while 
customer expectations of experience continue to evolve 

Whenever 
I Want

Wherever 
I Am

Whatever 
I Need
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As the discipline of CX (and customer expectations) 
evolves, so must your model for delivering value....

Integrated, Operating 

Model-Driven:

More Tactical, 

Issue-Driven 

Tools like Journey 

Mapping and 

Persona;

Metrics like CSAT, 

CES and NPS

More Holistic, 

Capability-Driven:

CX Strategy and 

Management 

Capabilities;

Customer 

Understanding, CX 

Design Capabilities

Business
Operating 

Model

CX Capability, 
Metrics and 
Measures

CX Vision
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Yet many business operating models are misaligned 
with the implications of these trends, and underperform 

Moving from more traditionally 
organized models

Towards models organized around 
better meeting customer needs

Current State (‘As-Is’) Future State (‘To-Be’)
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Which is why todays leaders focus on operating model 
design at the intersection of these three disciplines  

Operational 
Excellence

Customer 
Centricity

Digital 
Transformation

Business
Operating 

Model

CX Capability, 
Metrics and 
Measures

CX Vision



© 2019 McorpCX, Inc., All Rights Reserved

Today we’re going to: Discuss 
why to transform your business 
model; Introduce the CXOM; See 
how to use it; Learn how to design 
your CXOM; Share key questions 
to ask, and pitfalls to avoid.
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Putting customers’ experience at the core of your 
business: The Customer Experience Operating Model

Target
Segments
+Persona

Key 
Journeys

Touchpoints

CXM 
Capabilities

CX Metrics
+Measures

Enabling
Systems

(PPIT)

Channels

Products 
+ Services

Business 
Goals

CX Goals

Why Who

How
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Business Case

CX Strategy
Customer 

Understanding
Design and 
Innovation Governance Culture Measurement Technology Processes

Goals

Expectations

Needs
Metrics & 
Measures

Brand/ 

Culture

Legal/

Regulatory
Financial

Org

Structure

Customer Persona

Preferences

E
a

s
y 

|
 E

n
jo

ya
b

le
 |

 U
s
e

fu
l

Channels

Marketing

Products 
and 

Services

Customer Journeys

Business Goals, e.g.

Revenue 

Cost

Profitability 

Growth

Risk Management

Transformation

CX Goals, e.g.

Satisfaction/CSAT

Customer Effort

Net Promoter/NPS

Engagement

Loyalty

Differentiation

Measure and Optimize

Measure and Optimize© McorpCX, All Rights Reserved 

The ‘building blocks’ of the CXOM are deeply interrelated   

Operating Model 
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Business Case

CX Strategy
Customer 

Understanding
Design and 
Innovation Governance Culture Measurement Technology Processes

Goals

Expectations

Needs
Metrics & 
Measures

Brand/ 

Culture

Legal/

Regulatory
Financial

Org

Structure

Business Operating Model Customer Persona

Preferences

E
a

s
y 

|
 E

n
jo

ya
b

le
 |

 U
s
e

fu
l

Channels

Marketing

Products 
and 

Services

Customer Journeys

Measure and Optimize

Measure and Optimize 18

The financial, business and 
customer-related goals your 
organization wishes to achieve 

Starting with ‘Why’: What business value do we create?

Business Goals, e.g.

Revenue 

Cost

Profitability 

Growth

Risk Management

Transformation

CX Goals, e.g.

Satisfaction/CSAT

Customer Effort

Net Promoter/NPS

Engagement

Loyalty

Differentiation
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Business Case

CX Strategy
Customer 

Understanding
Design and 
Innovation Governance Culture Measurement Technology Processes

Goals

Expectations

Needs
Metrics & 
Measures

Brand/ 

Culture

Legal/

Regulatory
Financial

Org

Structure

Business Operating Model Customer Persona

Preferences

Channels

Marketing

Products 
and 

Services

Customer Journeys

Measure and Optimize

Measure and Optimize© McorpCX, All Rights Reserved 
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The customers we serve, 
and the experiences we 
aspire to give them  

‘Who’ you serve and the CX you deliver: Your CX Vision

Business Goals, e.g.

Revenue 

Cost

Profitability 

Growth

Risk Management

Transformation

CX Goals, e.g.

Satisfaction/CSAT

Customer Effort

Net Promoter/NPS

Engagement

Loyalty

Differentiation

Business 
Operating 

Model

CX Capability, 
Metrics  & 
Measures

CX Vision
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Business Case

CX Strategy
Customer 

Understanding
Design and 
Innovation Governance Culture Measurement Technology Processes

Metrics & 
Measures

Brand/ 

Culture

Legal/

Regulatory
Financial

Org

Structure

Operating Model Customer Persona

E
a

s
y 

|
 E

n
jo

ya
b

le
 |

 U
s
e

fu
l

Channels

Marketing

Products 
and 

Services

Customer Journeys

Measure and Optimize
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How we operate, to 
achieve our business 
and customer objectives

Goals

Expectations

Needs

Preferences

Business Goals, e.g.

Revenue 

Cost

Profitability 

Growth

Risk Management

Transformation

CX Goals, e.g.

Satisfaction/CSAT

Customer Effort

Net Promoter/NPS

Engagement

Loyalty

Differentiation

Business 
Operating 

Model`

CX Capability, 
Metrics  & 
Measures

CX Vision

‘How’ you deliver your CX Vision: Your operating model
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Enabled by CXM capabilities, plus metrics and measures

Business Case

CX Strategy
Customer 

Understanding
Design and 
Innovation Governance Culture Measurement Technology Processes

Goals

Expectations

Needs
Metrics & 
Measures

Brand/ 

Culture

Legal/

Regulatory
Financial

Org

Structure

Business Operating Model Customer Persona

Preferences

E
a

s
y 

|
 E

n
jo

ya
b

le
 |

 U
s
e

fu
l

Channels

Marketing

Products 
and 

Services

Customer Journeys

Measure and Optimize

Measure and Optimize© McorpCX, All Rights Reserved 21

Business Goals, e.g.

Revenue 

Cost

Profitability 

Growth

Risk Management

Transformation

CX Goals, e.g.

Satisfaction/CSAT

Customer Effort

Net Promoter/NPS

Engagement

Loyalty

Differentiation

How we manage customer 
experience, and systematically 
measure business and 
customer results 

Business 
Operating 

Model

CX Capability, 
Metrics  & 
Measures

CX Vision



© 2019 McorpCX, Inc., All Rights Reserved

This can feel complex. Because in real life, it often is... 
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Relationships

Journeys

Customer Centric

Insights

Fast

And implications embedded across your business 

Moving From Moving Towards
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Today we’re going to: Discuss 
why to transform your business 
model; Introduce the CXOM; See 
how to use it; Learn how to design 
your CXOM; Share key questions 
to ask, and pitfalls to avoid.
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With different roles leveraging the CXOM in different ways

The Customer 
Experience 
Operating Model 
has utility across 
the business. 

That said, these 
roles most 
commonly 
leverage it...   

Business Executives 
and Leadership

CX Practitioners 
Strategists, Designers, VoC/EFM

Operations 
Finance, Product, Retail Ops

Technology + Data Pros 
IT, BPM, Data, Architects
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How Business Executives use the CXOM...

Business 
Executives 

and Leadership 
Team Members Start with the 

‘why’ while 
focused on the 
entire CXOM 

▪ Enable cross organizational 
alignment (eliminate silos) 

▪ Support organizational and 
operational design and optimization

▪ Define and communicate how the 
company works to deliver on goals 
through customer experiences

Business Executives leverage the CXOM to:
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How Operations team members use the CXOM...

Operations 
Including 

Finance, Retail 
Ops, BPM and 

Others
Start with the 

Operating Model, 
and how Customer 

Journeys are Impacted

▪ Understand and communicate how 
each business function contributes 
to customer experience and 
business goals

▪ Represent how the organization 
actually works to achieve 
customer centric goals 

▪ Support operating effectiveness 
design and process improvement

Operations team members leverage the CXOM to:
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How Customer Experience Practitioners use the CXOM...

CX Practitioners 
Strategists, 

Designers and 
VoC/EFM Pros Start with 

CX Vision, 
Understanding, and 

Measurement

▪ Understand and communicate how 
the company executes customer 
experiences

▪ Support design of metrics and 
measurement systems

▪ Landing’ experience designs 
and supporting experience 
change management 

▪ Support understanding 
of the CX tech stack

Customer Experience Practitioners leverage the CXOM to:
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How Technology and Data Pros use the CXOM...

Technology and 
Data Pros 
IT, Data, 

Architects Start with the 
Operating Model, 

Products, and 
Channels

Technology and Data Pros leverage the CXOM to:

▪ Support evaluation of and 
application of new technologies 
to impact customer experiences 

▪ Support CX technology stack,  
architecture and design 

▪ Support design and use of 
systems, data architectures and 
technology capabilities to deliver 
customer experiences
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Today we’re going to: Discuss 
why to transform your business 
model; Introduce the CXOM; See 
how to use it; Learn how to design 
your CXOM; Share key questions 
to ask, and pitfalls to avoid.
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A defined approach to designing your CXOM... 
Enabling a Customer Experience Operating Model leveraging current capabilities,

that will allow you to ‘test in action and revise when necessary’ to better 

deliver on your customer-centric aspirations and objectives.

Catalog and assess 

current assets, 

management and 

operating capabilities

1
Current 

Operating 
Model

Define strategic 

priorities, priority 

journeys to target, and 

how the system will work

2
Target 

Operating 
Model

Build a detailed 

architecture to link 

current and enable 

future state components 

3
Design 

Blueprint to 
Close Gaps

Activate in an agile ‘test, 

learn, iterate’ manner. 

(Remember: It’s a 

hypothesis)

4
Prioritize 
Initiatives 

and Activate
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1. Codify your current Business Operating Model
Outcomes

▪ Deep understanding of ‘as is’ 
Business Operating Model

▪ Assessment of capabilities, roles 
and functions, technology, data, and 
business processes

Deliverables

▪ Visual depictions of current model 
(different levels of fidelity possible)

▪ Understanding of current strengths, 
and weaknesses 

▪ Value proposition articulated

PPIT Flows and 

Relationships

Current ‘As-Is” Business Model

NEED: Current ‘As-Is” 

Business Model
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2. Define your ‘Target Operating Model’ (CXOM)
Outcomes

▪ Clear definition of ‘to be’ operating 
model and anticipated benefits

▪ Vision and rationale (business + 
financial) for change

▪ Top customer journeys prioritized 

Deliverables

▪ Top-down view of Target Model, and 
bottom-up organizational insights

▪ Opportunities defined and prioritized

▪ Visual depictions of Target Model

▪ Key gaps identified and prioritized

Key ‘Journeys that 

matter’ defined, 

prioritized

Benefits 

Inventory

Capabilities 

Models

Vision and 

Strategy 

Defined 
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3. Blueprint to close gaps in current and target models  
Outcomes

▪ Deep understanding of CXOM 
impacts to the business

▪ A plan to educate and socialize, as 
well as to implement and optimize

Deliverables

▪ Design principles articulated

▪ Impacts across the business defined

▪ Blueprints to close capabilities gaps 
across data, process, roles, and 
technology 

Role-based 

architecture 

and delivery 

models

Impacts 

Defined

Normalized 

Taxonomy, 

Definitions 
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CX Metrics / CXU Scorecard Full Current

Customer Quadrant Measures to CX Metics Linkage Partial Future

Quadrant Strategic Objective Measure Candidate CX Metrics Level Journey/Stage Touchpoint/Channel Type Sub-Type Listening Post

TruStage Lending Wealth Retirement

Consumer Needs Understood Understanding of Needs Full F F F F Relationship All All Perception Driver (Effectiveness) SURVEY

Effective at Meeting Needs Full F F F F Relationship All All Perception Driver (Effectiveness) SURVEY

Overall Satisfaction Partial: More than C F F F Relationship All All Perception Experience SURVEY

Information Needed for Decisions Partial: Less than C F F F Relationship All All Perception Driver (Effectiveness) SURVEY

Products Needed Partial: Less than C F F F Relationship All All Perception Driver (Effectiveness) SURVEY

Service & Technology Expected Partial: Less than C F F F Relationship All All Perception Driver (Effectiveness) SURVEY

Apply Satisfaction Partial: Less than C F Journey/Stage Apply All Perception Experience SURVEY

Enrollment Satisfaction Partial: Less than C Journey/Stage Apply A Perception Experience SURVEY

Service Satisfaction Partial: Less than C F F F Journey/Stage Own All Perception Experience SURVEY

Claim Satisfaction Partial: Less than C C Journey/Stage Claim All Perception Experience SURVEY

Accomplish Goal Partial: Less than C F F F Touchpoint/Channel Learn, Apply, Purchase, Own Web Perception Driver (Effectiveness) SURVEY

Needs Met Partial: Less than C C C C Touchpoint/Channel All Contact Center Perception Driver (Effectiveness) SURVEY

Personalized Content & Product Partial: Less than F F F F Relationship All All Perception Driver (Effectiveness) SURVEY

Personalized Experience Partial: Less than F F F F Relationship All All Perception Driver (Effectiveness) SURVEY

Consumer And Their Interests Known Interests Known Full F F F F Relationship All All Perception Driver (Effectiveness) SURVEY

Consumer Engaged Engagement Level Full F F F F Relationship All All Perception Driver (Effectiveness) SURVEY

Consumer Knowledge Obtained And Used

Consumer Feels Cared For Cared For Full F F F F Relationship All All Perception Driver (Emotion) SURVEY

Ease of Understanding Full F F F F Relationship All All Perception Driver (Effort) SURVEY

Clarity of Options & Benefits Partial: Less than C F F F Relationship All All Perception Driver (Emotion) SURVEY

Clarity of Billing Options Partial: Less than C F Journey/Stage Apply All Perception Driver (Emotion) SURVEY

Ease to Understand Application Materials Partial: Less than C F Touchpoint/Channel Apply Application Materials Perception Driver (Effort) SURVEY

Clarity of Next Steps Partial: Less than C F Touchpoint/Channel Apply Policy Kit Perception Driver (Emotion) SURVEY

Ease to Understand Policy Partial: Less than C F Touchpoint/Channel Apply Policy Kit Perception Driver (Effort) SURVEY

Understanding of Coverage Partial: Less than C C Journey/Stage Claim All Perception Driver (Emotion) SURVEY

Explanation of Claim Descision Partial: Less than C C Touchpoint/Channel Claim Claim Decision CommunicationPerception Driver (Emotion) SURVEY

Clarity of Enrollment Paths Partial: Less than C Touchpoint/Channel Apply Enrollment Platform Perception Driver (Emotion) SURVEY

Understand Interaction Outcomes Full F F F F Relationship All All Perception Driver (Emotion) SURVEY

Explanation Given Partial: Less than C F Touchpoint/Channel Apply Sales Representative Perception Driver (Emotion) SURVEY

Explanation of Claim Descision Partial: Less than C C Touchpoint/Channel Claim Claim Decision xxx Perception Driver (Emotion) SURVEY

… Partial: Less than F F F F … … … Perception Driver (Emotion) SURVEY

Policy Comprehension Full C F Relationship All Policy Kit Perception Test SURVEY

Policy Comprehension Full C F Journey/Stage Apply Policy Kit Perception Test SURVEY

Product Comprehension Full F F Journey/Stage Apply Policy Kit Perception Test SURVEY

Confidence in Choice Partial C F F F Relationship All All Perception Driver (Emotion) SURVEY

Consumer knows what they bought

Customer

Know me and my interests, and deliver 

the information and experiences that 

show this

Show you understand me by caring for 

and empathizing with me; treat me 

like a person, not a policy

Communicate with me in real terms 

that I can understand

Show me you understand my needs by 

making my goals yours, and not 

judging me or my situation

Consumer Understanding Of Interaction Outcomes

Business Area

Products and Experiences Personalized

Measure <> Metric 

Match

Consumer Ease Of Understanding

Consumer Needs Effectively Met

4. Prioritize initiatives, and activate your CXOM
Outcomes

▪ Executive and leadership buy-in 

▪ Organizational alignment 

▪ Clear plan of action including ‘test 
and learn’ strategy and milestones

Deliverables

▪ Initiatives and programs identified, 
defined and prioritized

▪ Staged action plan and 
implementation roadmap

▪ Detailed execution plan Roadmap Summary

Programs Summary

Programs 

Detail

Detail Action Plan 

and Roadmap
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Designed with a core team of CX, IT and BA experts   

CX Practitioners: 
Strategists, 
Designers

Operations: 
Business Analysts, 

Process Improvement

Technology + Data Pros: 
Enterprise Architecture

Leveraging collaborative, 
cross-functional, cross-

organizational perspectives
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Today we’re going to: Discuss 
why to transform your business 
model; Introduce the CXOM; See 
how to use it; Learn how to design 
your CXOM; Share key questions 
to ask, and pitfalls to avoid.
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Some questions to ask, as you consider CXOM design

Are we ready 
to adopt a 

customer-centric 
strategy?  

How are ‘industry 
disruptor’ business 

models different 
than ours?

Is our value prop 
compelling, in our 

current competitive 
environment?

Is the perceived 
need for change 
significant and 

urgent? 

What information 
do we need to plan 

for and adopt a 
CXOM? 

What makes 
customers disloyal 
or dissatisfied with 

our offerings? 

What do we need 
to change in our 
organization to 

implement? 

How does 
our current model 
force complexity 

on our customers? 

Complexity Disruption Need for Change Customer Loyalty

Customer-Centric Value Proposition Required Inputs Readiness
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Loss of focus on problems we must solve

Miss disruptive opportunities for the future 

Inability to meet changing customer needs 

Inability to implement at scale

Lack of credibility and support for change

Harder to implement, tradeoffs unclear 

Common pitfalls to avoid and potential consequences

Common Pitfalls Potential Consequences
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Any questions? Time for a brief fireside chat…
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Michael Hinshaw

D: 1-415-526-2651

mhinshaw@mcorp.cx

Graham Clark

D: 1-404-526-2651

gclark@mcorp.cx

Stephen Shay

D: 425-761-4000

sshay@mcorp.cx

www.mcorpcx.com 


