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EXECUTIVE SUMMARY

“Somewhat” reigns in the Canadian CX (Customer
Experience) world today. Organizations are
somewhat aligned on the importance of CX focus.
They sort of have CX owners. They kind of have
a cross-functional CX team. They maybe have a
3-year CX plan.

Canadian customers are somewhat satisfied with
their experiences. And they are only somewhat loyal.

Organizations somewhat recognize that focusing on
Customer Experience is the way to build loyalty. But
there are many internal barriers to CX success.

To truly succeed, organizations need to leave the
land of “somewhat” and fully commit. They need to
get aligned around a clearly articulated CX strategy;
to commit to a plan; to listen to and communicate
back with their customers; and they need to truly
invest in their frontline employees.

ABOUT THE STUDY
Over the period of September 2017 to March
2018, TMG International asked 85 medium-tolarge size organizations in Canada (private, public,
crown corporations, government, and non-profits)

a number of questions about their CX strategy and
performance. Phase 5 also asked 517 Canadian
consumers to share their recent experiences with B2C
and B2B organizations across a range of industries.
Some questions were the same on both sides (e.g.
likelihood to recommend, likelihood to switch), and
some were unique (e.g. whether organizations have
a CX owner, what are the internal barriers to CX
implementation).

THE CUSTOMER
EXPERIENCE
BUILDING BLOCKS
Customer experience delivery is comprised of three
tiers which build upon one another.
First, you have to figure out the basics: your product
works as advertised, your bills are accurate, your
call centre agents do as they promise, etc. You
deliver on your promise. Without that, you can be as
friendly as you want – it won’t help you retain your
customers.
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Once your basics become a well-oiled machine,
then you can move on to the next level: making it
easy for your customers to deal with you. Numerous
studies we have seen in the field of customer
experience show that a high amount of effort asked
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of customers will drive them away. And that effort
is in the eye of the customer. You may think that
you resolved their issue on the spot, while the truth
(their truth) is they have tried to self-serve, and then
called you twice - before walking into your physical
location. To improve on ease of effort, you need to
work on your flexibility, clarity of communications,
information consistency, turnaround times – and
follow-up (when you promise to follow up).
Once you have the basics figured out and the
amount of effort minimized, then you can truly focus
on building a relationship with your customers. Sure,
you should focus on being friendly and empathetic
wherever you are in your CX journey, but to truly
build loyalty and rapport with your customers, you
need to win their trust.
We set out to find what do organizations and
customers see when it comes to the tiers of
customer experience. For the survey results, so
many of the organizations mentioned cost/value for
money as a key satisfier and/or dissatisfier that we
felt compelled to single it out as an extra (fourth) tier.
So what did we find?

IT’S ALL ABOUT THE EFFORT
Effort factors makes up 50% of customer
(dis)satisfaction drivers.
In this chart, you can see dissatisfying factors on the

left, and satisfying factors on the right. The top ones
are what organizations think drives customer
(dis)satisfaction – the bottom ones are as reported
by the customers themselves.
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Everyone agrees that effort is the “make it or
break it” factor in the customer satisfaction.
However, organizations underestimate the order
of magnitude that effort plays for customers,
especially on the “satisfiers” side.
At the same time, organizations overestimate the
role that cost/value plays in satisfying/dissatisfying
their customers. Indeed, if you deliver good
experience, customers are quite willing to pay a
few extra dollars.
For the most part, people do not expect to be

TOP RATED FACTORS
1
2
3
4

HOURS OF OPERATION
GOT WHAT YOU NEEDED
MET YOUR NEEDS
FRIENDLY STAFF

amazed. Customers feel that while organizations
deliver on table stakes, very few make them feel like
a valued customer.

Organizations underestimate
the importance of effort – and
overestimate the importance
of cost

BOTTOM RATED FACTORS
1
2
3
4

PLEASANTLY SURPRISED
WENT THE EXTRA MILE
FELT LIKE A VALUED CUSTOMER
IMPRESSED WITH THE QUALITY OF SERVICE

CANADIAN ORGANIZATIONS KNOW
THEY CAN DO MORE
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Canadian organizations have an accurate sense
of the experiences they deliver. They even
underestimate themselves when it comes to
ease of doing business! Perhaps truly high-effort
experiences are relatively rare (in the survey,
customers were asked to think about their most
recent experiences), but organizations know that
such experiences lead to churn.
However, while customers seem to be fairly satisfied,
they are only somewhat loyal: their likelihood to
switch is relatively high (and organizations know it).
Some experiences are more pleasant than others:
interacting with telecommunications providers was

Yes, customers are fairly
satisfied – but they’re
only somewhat loyal

deemed the worst. We have all heard stories of 40
minute wait times when you call customer service,
of being overcharged despite signing a promotional
contract, of having to wait for a technician for a full
day only to get the visit rescheduled.
Customers also dislike dealing with utility bills. Think
of it: do you even understand what exactly you’re
paying for? Why is the bill higher than last month?
What are all those fees you’re paying? Lack of
choice doesn’t make the experience more pleasant,
either. You’re stuck.
And we all love to complain about our public transit
– so no surprise it landed in the bottom three as
well. Lack of communications, lack of competitive
alternatives, and poor coverage – there’s never a
shortage of reasons to be unhappy.
In line with the earlier findings, the top-ranked
experiences can all be described by “ease of effort”:
making an online purchase, doing online banking,
and ordering/picking up a prescription.

THEY NEED TO DEVELOP AND ALIGN ON
CUSTOMER EXPERIENCE STRATEGY
There’s a saying – “a vision without a plan is just
a dream.” And most of the surveyed appear to be
dreamers – a mere 9% have an actual CX transformation plan in place.
Great news: almost all of the organizations we
spoke to, collect customer feedback in some shape
or form. The question is – what do they do with the
data? Do they use it to improve CX?
Internal alignment is sort of happening. Only a
third of the organizations reported to be internally
aligned around the need to become CX-focused.
And a third are not aligned at all! That’s a lot. Lack
of internal alignment was cited as the number one
barrier to implementing CX – along with lack of CX
understanding (at C-suite level as well as across
the organization) and other goals/priorities such as
acquisitions, sales targets, or technology upgrades.
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Correspondingly, only a third of organizations had their objectives, goals and KPIs directly tied to CX. They are
kind of CX-focused.

THEY NEED TO OWN THE CUSTOMER
EXPERIENCE
A full third of organizations has a designated person responsible for managing CX in its entirety. And that same
third of organizations has a cross-functional CX team with most departments represented.
A significant proportion, however, has no clear ownership.
And then there are the “somewhats” – the ones that have ownership split between individuals and supported
by some sort of team.
How much power does a CX owner have? 47% of respondents said that there’s no alignment – and quite a few
mentioned lack of support from the executive team. It’s important to remember that CX is not a department…
it’s a culture/philosophy.
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THEY NEED TO IMPROVE
EMPLOYEE EXPERIENCE
The correlation between employee experience
and financial performance has been established
before. For example, research1 has shown a
correlation between Glassdoor employee reviews
and stock performance: the Glassdoor leaders
outperformed the market by a wide margin!
The survey respondents, however, say they do not
have hiring and performance evaluation criteria
tied to CX metrics. One respondent reported
that their challenge is that they “have a lot of
employees in customer facing roles who were not
hired for customer facing roles.”
Few organizations feel that they have strong
employee empowerment. Those who feel they do
well on this metric are implementing policies like
giving their employees the power to credit a client
without a manager’s signature, and replacing AHT
(average handle time of an incoming call) with
FCR (first call resolution) on a call centre agent’s
key performance indicators. These employers also
report a decline in employee turnover!

The survey also showed that while there may be
some CX-related employee development (sharing
online materials, training modules, and even training
sessions), only 27% of organizations supplement
their training with ongoing coaching. This
dramatically diminishes the retention of the acquired
CX knowledge and skills.

Employee Sense of
Empowerment

Hiring & Evaluation tied into
Customer Experience

5% Yes

6% Yes

40% Somewhat

31% Somewhat

55% No/Don’t know

63% No/Don’t know
EMPLOYEE EXPERIENCE

1

“Why the Millions We Spend on Employee Engagement Buy Us So Little” by Jacob Morgan, HBR.com, March 10, 2017
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Internal alignment and buy-in

KEY TAKEAWAYS
So how to improve your chances of CX success?
Start with alignment, internal engagement, and
education – and then follow this list:

Continuous feedback/customer insights

Articulate and share a CX intent statement

Cross-functional 3-year CX transformation plan

Person accountable for CX in its entirety

Dedicated resources for CX transformation

Ongoing support training and coaching

ABOUT PHASE 5
Founded in 1991, Phase 5 brings together
expertise in marketing research, user and
customer experience, innovation and design. This
unique, collaborative approach drives business
results by applying strategic insights to clients’
product development, go-to-market and customer
relationship decisions.
To learn more, visit Phase-5.com.

ABOUT TMG
Founded in 1998, TMG International Inc. is a
consulting firm focused on customer experience,
strategy development, and change management.
Unlike most other strategic consulting firms, our
customer experience consultants are proficient in
both development and execution of customer-focused
strategic business plans, marketing plans, sales
channel plans and overall brand strategy. Our strong
corporate track records and depth of “real world”
experience make us unique and benefit our clients in
a number of ways, such as implementation support
and focus on tangible results.
To learn more, visit TMGInternationalInc.com
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