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1 Customer Centricity and the COO

In short, the COO manages 
the full complexity of the 
organization to ensure it’s 
aligned with leadership’s 
vision of where it wants to 
take the company.

A day in the life

Chief operating 
officers have their 
days filled with 
measurements 
and metrics

They monitor 
product 

introductions, 
while determining 
where upcoming 

offerings are in the 
R&D pipeline

Then, there’s the 
daily production 

rates, fill rates, 
and on-time 

delivery targets

They look at 
sales and 
marketing trends

They evaluate 
upcoming pricing 
and promotion 
opportunities
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However, this inside-out view has become increasingly shortsighted 
in today’s customer-driven economy. Customers want 24/7 access, 
mobile availability, quality, low prices, fast shipping, easy returns, and 
instantaneous service. These expectations demand that every business 
function be customer-centric—including operations.

The metrics that COOs traditionally monitor weren’t designed to gauge 
customer centricity. They were created to be department-centric, that is, 
to optimize the performance of the organization’s different functions. While 
that approach has its purposes and benefits, its downside is that it tends 
to foster an environment where functions are siloed, operating with 
little interaction, poor customer visibility, and rarely aligned to the 
customer journey.

In contrast, COOs today need to have visibility into the ever-changing 
needs of the customer and the ability to measure the right metrics 
that drive success in meeting those needs. That includes maintaining the 
consistency of product quality and customer experience, while identifying 
any potential gaps between what is promised to customers and what is 
actually delivered from the supply chain and operations.

Because they have their finger on the pulse of the overall internal workings 
of the organization, the COO is in a unique position to be the change 
agent that can bring about a customer-centric organization. Companies can 
leverage the COO to realign their metrics toward a new “North Star”—
delivering on the brand promised to the customer. To do so, the COO 
must align and integrate the front, middle, and back offices so that all three 
are working together to effectively and efficiently deliver on the customer’s 
wants and needs.

Recognizing this new model, many organizations are already renaming 
the chief operating officer position to “chief customer officer,” changing 
the responsibilities from an exclusively operational role to one that 
enables the organization to meet its customers’ expectations.

This paper shares practical insights on:

Enabling the COO and 
CIO to work together.

Putting customer-centric 
operations into practice.

Aligning operations to the 
customer experience.
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The most successful companies today aren’t selling a 
product; they’re delivering a customer experience that 
aligns to increasing and changing expectations.

In fact, over the next five years, almost 
90 percent of companies expect to be 
competing on customer experience.1 

And no wonder: A customer-centric 
organization is 38 percent more likely 
to report greater profitability than 
its competitors.2

But companies can only deliver on their 
promised customer experience if their 
operations are geared to enable it. Put 
another way, the customer experience 
is closely tied to how a product is made, 
shipped, acquired by the consumer, and 
how easily it can be returned, serviced, 
or supported. So, engineering can design 
a great product; marketing can execute 
a flawless campaign. But it’s the core 
operations—manufacturing, procurement, 
supply chain, order processing, and 
shipping—that deliver on a large part of 
the experience.

Creating customer-centric operations 
involves the rethinking of fundamental 
business functions.

Companies can use social media, 
data and analytics, and other new 
technologies to uncover and understand 
their customers’ desires. Then, they 
can use that information to redesign 
their operations to better meet those 
needs, building in agility and flexibility to 
be able to quickly respond to changing 
market trends.

Here’s one example of how a company 
can dramatically reengineer a function 
to make it more responsive to customer 
needs and wants:

Call centers can make or break a 
customer’s relationship with a company 
depending on the skill and attitude of 
the operators. Traditionally, one way of 
measuring a call center’s success is 
Average Handle Time.

The goal is to get the customer off the 
phone quickly, so operators can process 
as many calls as possible.

Core operations deliver the 
customer experience

1Gartner
2Harvey Nash KPMG CIO Survey 2018

But what if the goal of the call center 
isn’t just processing calls, answering 
customer questions, and solving 
complaints? What if the goal was to 
deepen customer relationships to the 
point where the company can cross-
sell or up-sell the customer and build 
a more trusted relationship? Meeting 
that goal necessitates a very different 
approach, requiring the operator to more 
fully engage the customer. This shift 
will require a change in culture and may 
require new training for operators to gain 
more sophisticated customer-relationship 
skills. Moreover, the call center will need 
to drop Average Handle Time as a metric 
of success in favor of measurements 
around customer satisfaction and 
new sales.



4Customer Centricity and the COO

3https://www.nunwood.com/excellence-centre/blog/2016/customer-experience-strategy-how-zappos-became-a-2016-us-top-ten-
customer-brand/

‘Customer-centric’ 
organizations are 
38% more likely 

to report greater 
profitability than 

their competitors.

Source: Harvey Nash 
KPMG CIO Survey 2018

How Zappos turns calls into opportunity
Zappos has a customer experience strategy that works.

Founded in 1999, the company has gone on 
to become one of the world’s largest online 
shoe stores. Zappos puts the customer at the 
heart of every decision. But the company also 
places a significant emphasis on the employee, 
recognizing that a successful Customer 
Experience (CX) strategy can only be properly 
implemented when a company is underpinned 
by a team of passionate workers.

Zappos was acquired by Amazon in 2009, in a 
deal that was reported to be worth $1.2 billion.

Zappos states its raison d’être is to act as 
“a service company that happens to sell 
shoes. And handbags. And more…,” as its 
strapline attests.

In cultivating its customer experience 
strategy, Zappos sought to see things from 
the shoppers’ point of view and to give 
them the best possible experience. This 
approach manifested itself in many ways, 
but one of the most interesting examples 
was in the company’s handling of telephone 
conversations. Zappos made it clear that 
it didn’t mind how long these customer 
interactions lasted, so long as the problem or 
query was resolved satisfactorily. In fact, the 
longest conversation on record went on for 
an incredible eight hours, with the employee 
staying with the customer until the issue had 
been worked through.

Behind these interactions, of course, are 
dedicated employees that Zappos is keen 
to look after and nurture. It expects them 
to spend at least 80 percent of their time in 
customer-facing situations, but it does not 
pressure them into reducing their call times.

In addition, the employees are able to accrue 
paid time off depending on how many hours 
they’ve put in, meaning that they are arguably 
more motivated and energized. And energy 
levels are important to the brand, as Zappos 
believes that well-rested workers are happy 
workers, and that happy workers give the best 
level of service.

In addition, the retailer takes the time to train 
its workers in the art of building a personal 
emotional connection with the shopper. As 
part of its customer experience strategy, it 
created a Happiness Experience Form, which 
encouraged employees to try at least twice 
to connect with the customer on an individual 
level. The form also stated that this connection 
should be sustained throughout the interaction, 
and that the worker should also address any 
unstated customer needs, while providing an 
overall “wow experience.”3

38%

Zappos was acquired by Amazon 
in 2009, in a deal that was 
reported to be worth $1.2 billion
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Today, it’s not enough to have a great product. 
Customers should have a seamless experience from 
their initial interaction with a product throughout every 
touch point with the company.

Merchandise has to be available online, 
with rapid and reliable delivery, free 
shipping, and easy returns. In other 
words, customers have to be able to 
purchase goods with as little friction 
as possible. And it has to be what the 
customer wants and live up to the 
company’s claims.

All of these steps require close 
coordination among all the various 
functions throughout the organization—
that is, the front, middle, and back offices. 
In many organizations, however, these 
functions have become isolated from one 
another. In our survey, only 55 percent of 
CEOs said they have aligned their middle 
- and back - office processes to reflect a 
more customer-centric approach to front-
office operations.4

To be truly customer centric, 
organizations need to break down these 
silos, so all departments are aligned on 
what the company is making, when it will 
be ready to sell, how the product will be 
marketed, and how it will be supported in 
the future.

Most COOs frequently have Sales and 
Marketing, Production and Manufacturing, 
and R&D under their care, so they are in 
a unique position to bring all the parties 
together to make sure that what the 
organization is selling, how it’s selling it, 
what it’s promising, and how it’s going 
to be executed is truly understood and 
connected across the different functional 
areas of the business.

Putting customer-centric 
operations into practice

4KPMG 2018 CEO survey

55%

55% of CEOs have aligned 
middle - and back - office 
processes to reflect a more 
customer centric approach.4
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One way to begin breaking down the 
silos is fostering better communications 
among company functions. The COO can 
hold forums, either through an integrated 
business planning process or a Sales and 
Operations Planning (S&OP) process, 
where all the respective core parts of the 
business—Sales, Marketing, Engineering, 
New Product Development, Supply Chain, 
and Procurement—can discuss what’s 
happening in the organization that may be 
preventing them from delivering on the 
brand promise to the customers.

For example, suppose Sales and 
Marketing comes up with a great idea for 
a new product promotion. If they aren’t 
aligned with Manufacturing, Fulfillment, 
and Distribution, the company won’t be 
able to deliver on those expectations.

After breaking down these silos and 
creating channels of communication 
among the company’s departments, the 
COO can then begin to further enable the 
organization and its various functions to 
become more customer centric and more 
responsive to the customer journey.

One option, the tactical approach, relies 
on metrics to drive behavior. For this 
approach, a company can designate one 
fundamental metric—such as “on time 
and full”—that the entire organization can 
rally around.

Setting that metric as the company’s 
“North Star” can drive significant changes 
in behavior throughout the organization.

Now, everyone can measure the success 
of their behavior against that standard 
of “Did we deliver what the customer 
wanted, when they wanted it, in full, at 
the right quality”?

Ultimately, an organization that 
understands the customer journey will 
know how to engage each customer 
segment and has the right metrics 
to measure success and is in a good 
position to move quickly as customer 
needs change.

Our mission is to help our clients achieve profitable growth
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In our Connected Enterprise Model, we’ve 
identified eight key ingredients that have 
to work well together to deliver the right 
customer experience.

Compared with organizations that don’t invest in these capabilities, connected 
enterprises are more than twice as likely5 to see an acceptable return on their 
investment in omnichannel initiatives, according to KPMG’s research.

As important as meeting customer expectations has become in today’s market, 
companies still need to manage costs, drive profits, and create shareholder 
value. When it comes to customer centricity, the sweet spot is where you meet 
expectations at the right price point and at the right cost.

One caveat: In pursuing customer centricity, organizations should guard against 
becoming too ambitious and over engineering the experience. For example, if 
the organization wants to offer next-day delivery to all customers, be certain that 
that’s a feature a majority of customers want.

The Connected 
Enterprise Model

5Forrester Connected Enterprise Research Commissioned study by KPMG
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Product, pricing, 
and customer strategy
The ability to consistently deliver 
products, services, experiences, 
pricing, and promotional offers that are 
relevant and personalized to your most 
profitable customer segments while 
balancing cost to serve.

Experience centricity
The ability to design and deliver 
a seamless, personal customer 
experience that drives engagement, 
satisfaction, and loyalty. The experience 
meets evolving customer expectations 
across all brand touchpoints, both 
physical and digital.

Responsive supply chain
The ability for customers to select, 
receive, and return products and 
services when, where, and how it is 
convenient for them. These activities 
are enabled by advanced, analytics-
driven demand planning, inventory 
management, and distribution.

Technology architecture and enablement
The ability to use data, analytics, and 
insights to create a single, integrated 
view of your customers and products. 
Your teams can use real-time insight 
tools to understand the health of the 
business and make decisions, while 
ensuring the integrity, privacy, and 
security of customer data.

5

Organization alignment 
and people capability
The ability to develop a culture of 
customer centricity by changing mind-
sets, behaviors, and talents across all 
levels of an organization.

7

Partnerships, alliances, 
and vendor management
The ability to leverage third-party 
entities to increase speed to market, 
reduce costs, and help deliver your 
brand promise and strategy, while 
ensuring consistency and managing 
risk across the customer experience. 
Third-party entities may include 
outsourcing partners, service providers, 
and agencies.

Advanced data and analytics
The ability to design a technology 
architecture with systems that work 
together to deliver cross-channel 
experiences, provide employees with 
enabling tools, and maintain information 
privacy and security.

Seamless commerce
The ability to deliver a convenient, 
secure transaction experience 
that meets customer preferences, 
integrates payment technologies, and is 
consistent across channels.

1 2

4 3

8

6
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The DNA of a Customer-Centric 
Organization’s aligned mindset

Personalization
Using individualized 
attention to drive an 
emotional connection

Integrity
Being trustworthy and 

engendering trust

Expectations
Managing, meeting, and 
exceeding customer 
expectations

Resolution
Turning a poor 

experience into 
a great one

Effort
Minimizing customer 
effort and creating 
frictionless processes

Empathy
Achieving an 

understanding of 
the customer’s 

circumstances to drive 
deep support
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Technology is a major driver of changes to the 
customer experience, as well as changes to the 
employee experience.

Moreover, effective use of technology 
translates into better company 
performance. In fact, 61 percent of 
organizations that are effective at 
using digital technologies see higher 
revenue growth than their competition.6 
Therefore, it’s vital that an organization’s 
COO and CIO are working closely 
together. Ultimately, it’s the CIO who 
will lead the organization in acquiring 
that technical horsepower and 
capabilities so the organization can 
deliver on its new ways of interacting 
with the customer.

So, if the COO wants to do things 
like next-day delivery or dynamic 
pricing models that can change in real 
time based on different competitive 
elements, they are going to need to 
rely on IT to determine how to make 
these happen.

To do so, the COO and CIO must 
be well aligned to determine how 
the company can take advantage of 
process and technology innovation.

That means asking: How do you get 
the right data into the right hands 
at the right time? How do you build 
an engine that can sense market 
changes and sentiment swings 
that might inform your sales and 
marketing approach?

How do you get early indicators out 
of the extended supply chain that 
you have a potential glitch that could 
disrupt production? What about a 
weather event, a geopolitical crisis, a 
quality or production issue, or a labor 
strike at a plant from a remote supplier?

The COO 
and the CIO

of organizations that are effective 
at using digital technologies 

see higher revenue growth than 
their competition.

Source:  Harvey Nash 
KPMG CIO Survey 2018

61%

6Harvey Nash KPMG CIO Survey 2018
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Steps to take now
COOs can start by taking these following steps to begin to transform their company’s 
operations to help the business attract, engage, and interact with customers in a 
connected way and ultimately drive growth and create value.

Develop a clear 
view of “where to 
play” strategically 
in the marketplace, 
“how to play” 
commercially, 
and “how to win” 
competitively (as 
it relates to your 
growth strategy)

Create a convincing 
roadmap for 
becoming a truly 
customer-driven 
organization, 
enabling the 
organization to 
deliver the customer 
expectations across 
both digital and 
physical touchpoints

Let go of the 
complexity of today’s 
products and siloed 
organizational 
structure, turning 
the focus to making 
services simple and 
fast, personal, and 
truly value-adding 
for customers

Understand and 
design for different 
customer types and 
invest in the tools 
and data capability to 
use this knowledge 
to create a more 
personalized 
relationship

Find the right 
balance between 
continual 
improvements 
that are needed in 
the core business 
and the customer 
innovation needed 
to develop new 
service offerings

It’s the IT organization’s job to be able to 
apply technology to get these insights 
and inform the rest of the organization.

Winners in today’s market will be those 
companies that can quickly and effectively 
meet and anticipate their customers’ 
needs and desires.

That can only happen if an organization’s 
inner operations—front, middle, and back 
offices—communicate and coordinate 
their efforts toward that goal.

COOs have a special insight into a 
business’s functions. As companies 
transform toward the right level of 
customer centricity,

COOs must evolve beyond their role 
as the monitor of metrics and become 
an agent of change who can help 
break down silos to ensure that all 
departments—it R&D, procurement, 
marketing, sales, customer service—are 
working together to ensure customers 
receive the company’s brand promise 
through best experience possible.
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Today’s customers are better informed, better 
connected, and more demanding than ever before. 
Customer experience is overtaking price and product as 
the number-one brand differentiator.

Organizations are investing record 
amounts on customer-related initiatives, 
but not all are seeing a credible return 
on investment.

KPMG combines brand governance 
experience in strategy implementation—
as well as far-reaching industry and 
functional knowledge—to create better 
customer outcomes that produce better 
business returns. That means looking 
beyond the front office to a wholesale 
transformation of functions such as 
marketing, sales, and service—and linking 
them to the middle and back office.

The resulting organization is closer to its 
customers and can deliver interactions 
that are seamless, responsive, relevant, 
and consistent, helping the company build 
greater loyalty and share of wallet. From 
ambition to implementation, KPMG works 
alongside organizations on their journey 
to become customer-centric, balance 
cost against customer satisfaction, and 
enhance brand governance opportunities 
to increase revenue.

Why work with KPMG?
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KPMG can help your organization evolve into a 
connected enterprise that meets the demands of today’s 
informed, connected consumers.

Focused on helping make the right 
investments and maximizing return, we 
work alongside organizations across 
their entire journey to become customer 
centric, from strategy to design to 
implementation to improvement to 
governance. We help them reshape 
people, operations, systems, and 
processes to connect entire enterprises 
more closely to their customers, 
employees, partners, and products—and 
realize the value.

Why us?
We know how your business works and 
we know how to get things done. Our 
global network of talented professionals 
combine technical brand governance 
know-how with practical business 
experience in consumer-facing industries, 
helping your organization address 
each capability across the connected 
enterprise—down to the detail—in the 
right context for your business functions.

Get connected now!

KPMG is a market 
leader in helping 
our clients evolve 
into a connected 
enterprise:

• Forrester Wave™: Business 
Transformation Consultancies, 
Q3 2017

• HfS Blueprint Report: Digital 
Technology Strategy and 
Consultancy Services, 2017

• IDC MarketScape: KPMG is a 
leader in digital transformation 
consulting and systems 
integrations services

Is your business a 
connected enterprise?
Try our free diagnostic 
tool to find out.

Awards and accolades
ALM Intelligence
• Vanguard Leader in Sourcing Strategy 

Consulting 2018

• Vanguard Leader in Procurement 
Operations Consulting 2018

• Vanguard Leader in Logistics 
Management Consulting 2017

Gartner, Inc
• Gartner Market Guide for Supply 

Chain Strategy & Operations 
Consulting, 2018, 2017, 2016

1Source: http://spendmatters.
com/almanac/kpmg/

Spend Matters
• 2014, 2015, 

2016, 2017, 
2018 Spend 
Matters 50/50 
Provider to 
Know

https://kpmgsourceeu.eu.qualtrics.com/jfe/form/SV_9oGuCItpynz32e1
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