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要点整理Key Words

Customer experience消费经验

消费经验，即是消费者透过消费行为所获得的感受与经验。当今企业无论大小，也无论服务对象是企业大户或消费大众，交易方式是采用传统实体通路或透过网络交易，能否与顾客建立良好关系，或关系能否维持，端赖消费大众的消费经验是否愉快。获得美好的消费经验，这些被取悦的顾客便会提高对公司产品的忠诚度，并不厌其烦地将产品推荐给亲朋好友，甚至愿意接受更多该公司推荐的产品，并逐渐了解该公司的品牌，并产生情感上的依附，以加深企业与消费者彼此间的关系。而公司除了可以轻易与竞争者产生区隔，在顾客心中留下深刻的印象之外，也可以因此降低营销和发展产品的成本，因为忠实的顾客会直接告诉公司他们真正的需求。

顾客消费时有美好愉悦的经验，他们对产品的忠诚度就愈高，再次光顾的可能性就愈大。因此，设计传达并评估顾客的消费经验，是拓展生意的不二法门。以下有两个消费经验的绝佳案例：


	1959年曼哈顿的四季餐厅（Four Seasons）开幕时，连熟门熟路的纽约客都叹为观止。漂亮的餐厅墙上挂着一幅巨画——毕加索的真迹。四季不仅提供美食，也保证一个值回票价的用餐经验。

	曼哈顿东村的Hi Fi酒吧总是客满，因为这家酒吧的点唱机里有2万6000首歌，是一般业者的数十倍，客人点一首歌可能要3小时后才听得到，但仍有许多人为了难得一听，或已经成绝响的歌而来。（以上范例摘自《紫牛2》商智文化出版）



Value proposition价值主张

消费经验，即是消费者透过消费行为所获得的感受与经验。当今企业无企业如何创造对顾客的价值，这就是所谓的价值主张。大多数企业的财务目标，不外乎是增加股东的价值；为了要增加资本的生产力又要回到企业最基本的问题：企业该如创造对顾客的价值。

然而，各企业的价值主张各有不同，有些公司的价值主张在于提供低成本的零件或服务，有的公司则是提供顾客高附加价值的产品。但近来大部分公司所提出的价值主张，都不再着眼于提供顾客最低廉的成本和服务，而是倾向提供顾客比较高的附加价值，以期让顾客愿意付高一点的价格，来购买比较高的附加价值。此外，一般企业也将价值主张列为各项活动的最高指导原则，从公司的价值主张起头，导出企业发展策略后，再从策略面进展到执行面，而要执行公司的策略，就必须先把公司策略每个步骤的细节展开出来，并在每个细节建立一个各自的评量标准，再根据评量标准检验企业达成策略的实效，或者是否达到企业的目标等。



5分钟摘要





英文



每家公司成立的原因不外乎以下两个原因：


	为公司赚钱——以高于制造产品或提供服务所需成本的价格，把产品及服务卖给顾客。

	招揽顾客——以卓越的表现，让顾客心甘情愿地掏出钱来购买公司为产品或服务附加的价值。



近年来，大多数企业莫不挖空心思只盼能多赚点钱，却因此忽略了维系顾客的重要性。他们的做法固然情有可原，但未免稍嫌短视近利。其实企业若能兼顾这两个层面，既为公司赚钱，同时又为顾客创造更大的附加价值，才算是两全其美的上上之策。但是为顾客创造价值的关键并不在于卖更多产品或服务给顾客，而是提供精心设计的卓越消费经验，让顾客觉得他们购买的产品或服务，又多了一份价值。

只要顾看和公司打交道，就必定会对接触的经验有所体验，所以公司不该听天由命，应该妥善管理顾客的消费经验才是。如果公司能够有系统地规划及传递顾客美好的消费经验，这样就算公司的产品或服务与竞争对手不相上下，你们在顾客心中的地位还是比对方更胜一筹。

所以，要让企业成长，不能光靠节省成本，或是运用巧妙手法从顾客身上多榨出一些钱来，而应该设置一些内部系统强化你们的“价值主张”，以设计、管理、传递及提升顾客的整体消费经验。


“由于各家的产品和服务几乎无分轩轾，所以构成消费经验的各项要素及其价值，反倒日渐成为企业一决胜负的关键；整体消费经验质量日益受到重视，并成为企业脱颖而出的关键因素。”

——路易斯·卡邦





Main Idea





中文



Every business exists for just two reasons:


	To make money for the firm — by selling products and services for more than they cost to make or deliver.

	To make customers — by doing something so well people are prepared to pay for the added value being created.



In recent years, most industries have focused more on the make-money side of the equation than they have on the other side, make-customers. That's understandable, but somewhat short-sighted. Unless businesses balance the things they're doing to make more money against the things they're also doing to create greater value for their customers, their efforts are likely to be short-lived. The key to creating value for customers is not to sell them more products and services, but to provide them with a distinctive and well-engineered experience which will add value (from their perspective) to the products and services they already purchase.

Customers always have an experience whenever they deal with your firm, whether you want them to or not. Instead of letting this experience be a random by-product of circumstances, it makes sense to actively manage it. If you can systematically craft and then deliver a great experience to your customers, you differentiate your firm in the customer's mind, even if your products and services are comparable to those offered by your competitors.

To grow your business, therefore, don't look for more cost cutting ideas or creative ways to charge more for what your customers already buy. Instead, look for ways to enhance your value proposition by developing internal systems which will enable you to design, manage, deliver and leverage the total customer experience.


"As product and service attributes become commoditized and evened out, experiential elements and their value are rapidly coming to the fore. The quality of the customer's total experience is being increasingly recognized as the new differentiator."

—Lewis Carbone





如何打造美好的消费经验　
英文



主要观念

差异化的规则正在改变。过去产品及服务可以单靠其本身的特色（特别是质量），从众多竞争者中脱颖而出，但现今，顾客的消费经验才是“价值主张”的重心。换言之，从经营策略的角度来看，妥善管理及规划顾客的消费经验，是非常重要的，这也正是高瞻远瞩的企业亟力追求的长期竞争优势。

企业要想营造美好的消费经验，必须做到以下几点：
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支持概念

在还未发现为顾客提供美好的整体消费体验有何好处以前，大多数企业充其量只能算是单纯的产品零售商而已。就以著名的星巴克咖啡为例，1971年刚创立时，只是西雅图一家专卖高级咖啡豆的店铺，提供客人在家自行调制饮用的咖啡豆，他们把喝咖啡的经验视为交易的副产品──咖啡豆的买卖才是这家店想要创造及获取价值的重点。这种情况一直要到霍华·萧兹于1982年到职，并在一年后远赴意大利参观家庭用品展后，才有了变化。萧兹在意大利时，曾到一家义式咖啡馆里坐坐，他很惊讶地发现，意大利人竟能把喝咖啡营造成如此丰富的感官体验。他迫不及待想要把这种美好的经验提供给他的顾客。


“我们把咖啡比作杂货一样不起眼的生意，完全无法体会已经流传数百年的喝咖啡精神。如果我们能够把意大利的咖啡馆文化原原本本地在美国重现，说不定就能让美国同胞完全体会我当时的感受，星巴克就会变成一种美好的消费经验，而不只是一家生意很好的零售店。”

──萧兹　星巴克董事长



后来因为星巴克其他合伙人不愿听从萧兹的建议转型，所以萧兹只得离开星巴克自立门户，没过几年，萧兹的义式连锁咖啡馆经营得极为成功，于是他便回头买下星巴克。现在星巴克已在全球拥有6,000多家分店，而星巴克咖啡馆也成了全球成长最快的知名品牌。

我们从这个案例能够很清楚地看到，价值主张是如何逐步形成的，以下几项事实就是最好的例证：


	一包一磅重的未加工咖啡豆，在全球各地的原物料市场，只要花区区25美分即可买到。

	放到超市货架上的咖啡豆，都是经过处理、炭火焙烤、包装及广告促销，所以一磅可以卖到2.5美元至6.99美元不等。

	消费者若购买一罐5美元的真空包装咖啡豆，大约可以冲泡50壶咖啡，而一壶咖啡大约等于四马克杯的分量，平均每一杯只要3美分。

	上餐厅喝咖啡的话，一杯大约是1美元至1.5美元左右。

	至于星巴克咖啡，同样一杯咖啡顾客通常要付超过2美元，可是他们付得心甘情愿，这是因为当中涉及了前面提过的“整体消费经验”──包括看着店员当场磨豆、滤煮、把咖啡倒进杯里等过程。除此之外，你整个人还沉浸在咖啡的香气中，耳中传来客人翻阅报纸的沙沙声，这种种情绪的线索，让喝杯美味咖啡这么单纯的举动，变成一种让你愿意多付点钱的美妙经验。



换言之，星巴克已经从下图价值创造轴线的左方，移到利润高出甚多的右方：
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关键思维

“有愈来愈多的企业明白，不能一味把降价求售、不断削减成本、没完没了的促销及大甩卖，当作经营的法宝，而应该努力释放出为消费经验创造价值的力量。企业终于明白，透过美好的消费经验创造产品附加价值的策略，将产生可观的投资回收。你必须唤起顾客潜意识中的热情，才能以精心安排的多元化经验为顾客创造价值。在这个过程中你将会发现，用什么方法是可以让自己从众多竞争者中脱颖而出，而且这些方法还是别人无法抄袭及模仿的。”

——卡邦

“其实产品或服务的有形属性，远比不上整体消费经验所衍生潜意识的感官及情绪要素，更能左右消费者的偏好”

——查尔曼博士　哈佛商学院教授、顾客心理学大师

“有别于传统的看法，其实潜意识在决策过程中，扮演着举足轻重的角色，就像巨大的冰山有95％的主体，都沈在水面下。”

——卡邦



以往品牌和消费体验常被混为一谈，其实两者是截然不同的：

品牌反映出企业希望顾客（以及员工之类的内部成员）在与企业打交道时，会产生什么样的感受。品牌是企业导向，且以品牌宣言为其构成原则。

消费经验则是针对顾客而言，反映出顾客在使用公司产品或服务时会产生什么样的感受，以及顾客内心深处最在意什么。消费经验完全是以顾客为导向，构成原则是所谓的“经验主题”──也就是企业希望顾客在与公司接触之后，所产生的各种情绪状态。经验主题可以用来过滤顾客与企业打交道时的线索。

品牌与消费经验的关系极为密切，但不能彼此取代，也不会互相排斥，且两者都对创造价值有所贡献。

两者的关系如下：
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品牌价值（品牌能对企业有所贡献的价值）源自品牌权益（品牌因为顾客的认知、忠诚度等而产生的价值），而品牌权益则是源自于消费经验价值（顾客因为消费了品牌，对品牌的感觉衍生出来的价值）。

在此同时，消费经验价值会产生品牌忠诚度，让顾客自觉对品牌有偏好、承诺与拥护，最后反映在企业的财务绩效；财务绩效包括了获利、评价及财力。


关键思维

“因为顾客是决定企业价值的最后裁决者，所以光靠‘假象’是无法吸引顾客建立品牌忠诚度，顾客重视的是他们认知及感受到的‘实像’。顾客会对企业赏罚分明，那些懂得创造美好消费经验以满足顾客心灵深处需求和欲望的企业，顾客会投向其怀抱，做不到的企业，顾客就会断然离去。”

——卡邦

“企业要从原本以‘生产－销售’为主的立场，转变成以‘感受－响应’为基础的新观点，并不是件简单的事，但绝非办不到──更何况这是一个绝佳的机会。尤有甚者，部分企业竟能在尚未推出一套完备管理系统的状况下，便已开始填补起两者之间的鸿沟，而且获益良多。“

——卡邦



如果你能够给顾客难以忘怀的美好消费经验，他们肯定会变成你的死忠客户。要想充分运用消费经验的价值，你必须了解顾客的感受是如何形成的。

顾客的消费经验可分成三个阶段：


	在感受阶段时，顾客会对消费经验有各种想法和感觉，而企业则可以利用广告、口碑以及人生经验，塑造顾客的感受。

	不论顾客是跟企业的员工、实体环境或系统接触，都算是进入了互动阶段，此时顾客会感受及观察当下的状况，并加以响应。在这个阶段产生的线索，可能是有意识的、也有可能是无意识的，有可能是感性的、也有可能是理性的。

	回味阶段把顾客所有的想法及经验全部组合起来，并形成一个完整的经验感受，而这个过程便替他们未来的期待打下了基础。如果他们对这次的消费经验产生正面的感受，而且非常眷恋，那么将来他们就极有可能会重复这样的经验。



卓越的企业明白，消费经验通常没有明确的起点及终点，有可能早在顾客与企业首度接触之前就开始了，然后无限地延续下去。消费经验的基础是“线索”──也就是顾客感官及情绪接收到的讯号，结合所有的线索后，便能促使顾客对消费经验产生反应。举例来说，你到某家杂货店买鸡蛋和牛奶，当你沿着走道往冰柜前进时，赫然发现地上有几枚破蛋，地面很滑，而且店里弥漫着一股牛奶馊掉的臭味，收银员看起来贼头贼脑的。虽然这家店的鸡蛋和牛奶都很新鲜，但是形成这次消费经验的其他线索却都令人感到不愉快，因此，当你下回还需要购买这两样东西时，你的潜意识可能会建议你上别家店去买。线索会影响消费经验的质量，所以高明的企业皆非常重视线索，而且会精心安排线索，让顾客在消费后必定获得价值，并产生正面的情绪，例如愉悦。

如何才能以正确的方式管理消费经验，让最后的结果可以创造价值，不会破坏价值。要做到这点必须了解以下三项概念：


	消费经验是一项价值主张──这样我们才能找出形成整体消费经验的所有组成要素，并针对这些要素管理，并强化各项要素。

	线索是构成消费经验的因素──所以我们必须精心设计及管理线索，以符合企业想要让顾客感受到的经验主题。

	要提供顾客重视的价值，必须先搞清楚顾客与公司接触时会经历哪些经验──然后你们就可以配置适当的系统，以便未来能继续提供更好、更一致的线索。



基于以上这三项概念，企业若想要将消费经验当作一项价值主张，就必须奉行以下三项原则：


	消费经验管理系统必须兼具深度与广度才能发挥功效──也就是说，有效管理的消费经验会延伸到顾客与企业的每一次接触，包括期待、互动与回味（广度）；由于企业提供的各种线索会互相强化，所以消费经验的强度和力道都会增加（深度）。若能巧妙地兼顾广度与深度，那么企业提供的整体消费经验就会令顾客感到回味无穷。

	要同时营造及管理软硬件方面的线索──这样顾客与公司员工接触后所产生的感觉，才会与硬件环境所提供的感觉融为一体；除非这两者所传达出的讯息能够高度契合，否则整体消费经验就会大打折扣。

	消费经验必须能引起顾客的共鸣──消费经验首先必须具备应有的功能，然后再适切地满足顾客的情绪需求及欲望。但企业也无法随随便便就加进一项能牵动顾客情绪的因素，这必须经过审慎安排及传递。




关键思维

“做好消费经验管理是很有价值的事，不管公司提供的消费经验有多死板或老套，即使只是稍微调整公司‘向来’的做事方式，都能够产生极为可观的投资报酬。只要公司能够跳脱传统的‘生产－销售’模式及流程，并且放眼于美好消费经验所能产生的可观利益，那么即使只是略微改变资源的分配，都可能产生显著的成效。”

——卡邦

“要打造令人难忘的消费经验，必须动用到人身上的所有感官，因为这些感觉全都是印象的输入管道。”

——卡邦

“管理（构成消费经验的）线索其实并不容易，往往得使出十八般武艺。但别忘了可以从现有的消费经验中找寻线索，何不想办法让它们产生更大的效益？你将得到极为可观的收获。”

——卡邦



顾客的消费经验全都是由各种互相牵连的感官线索组合而成，包括影像、声音、气味、口味及触感等，有些线索是经由意识便能体会，有些则必须透过潜意识才能察觉；而每条线索又会强化或是淡化整体消费经验的印象。更挑战的是，不同顾客会以不同方式感受这些线索，而且重视的程度也不一样；每个人组合线索的方式往往大相径庭、且极为主观。

企业在开始管理线索之前，最好先把所有线索分成三类：


	功能性线索──是由产品或服务本身所产生。如果一项产品未能具备应有的功能，顾客肯定会感到失望，这是经由顾客的理性思考来判断。

	人员线索──由企业员工所提供，包括员工的仪表、姿态、语调、声音、行为举止等。顾客是透过潜意识（感性）来接收及处理人员方面的线索。

	机械性线索──指构成消费经验的影像、声音、气味及口感，顾客同样也是在潜意识层面（感性）来感受及评鉴这些线索。



有效的消费经验管理系统其实就像一具过滤器，只让顾客想要的线索通过，不想要的线索则会被挡下来。给顾客的价值主张必须兼具功能、人员及机械三方面的线索。功能性线索是最基本的，因为如果产品或服务根本不能用，那天底下决不会有人购买。但是在多数产业中，同构型的竞争产品在功能上的差异往往非常不明显，或根本没有差异，大家的性能都相当优异。在这种情况下，就必须靠感性的线索决定某项产品的竞争优势。


关键思维

“消费经验管理系统是指一套搭配得天衣无缝的行为准则，专门用来辨识各种线索，包括理性及感性的、人员及机械的线索，这些线索正是顾客与公司打交道时，有意或无意间想要发现的东西。这一套行为准则能够帮助你巧妙地安排各项线索，形成美妙的消费经验打动顾客的心。”

——卡邦

“要把美好的消费经验当作价值主张，企业必须先将心态从‘生产－销售’转换成‘感受－响应’，也就是奉行以客为尊的理念。那么企业要如何以井然有序、焦点清楚的方式，精心安排形成消费经验的各项线索？答案是设置一套完善的管理系统。”

──卡邦



要设置一套完善的系统来管理及传递令顾客满意的消费经验，必须牢记以下几个关键观念：


	采取条理分明的做法──这样才不会发生只有少数几名员工能够提供卓越消费经验的状况。能够让每一位员工（而非少数明星员工）都运用自如的系统，才称得上是完善的系统。

	要能视情况灵活调整──以便透过不同的线索配置，为特定的顾客提供有价值的美好经验。

	以顾客的看法为依归──好的系统会从顾客的角度检视消费经验，并以务实及开放的态度，采取必要的步骤来满足顾客的需求。

	能综观全局──让消费经验的概念与做法，能从企业的某个部分顺畅转换到另外一个部分。

	使用正确的评量标准──根据系统设置的目的，为顾客提供卓越的消费经验，来评量其表现。



除了以上五个观念之外，一套管理系统还必须具备五个步骤及三项核心能力，才称得上功能完备：

不论是什么样的系统，重点都在于所有的步骤及核心能力的互动方式。要彻底释放消费经验创造价值的潜能，所有的步骤及核心能力必须搭配得天衣无缝。核心能力能够帮你视状况采用最适当的工具来解决问题，而步骤则是用来创造消费经验的工具。



The Business Case for Managing Customer Experiences　
中文



Main Idea

The rules of differentiation are changing. At one time, products and services could stand out from the crowd on the strength of their features (particularly quality) alone. Today, the customer's experience is the focal point of the value proposition, which in turn means managing the customer experience has the potential to be very important from a strategic perspective. This is precisely what forward-looking organizations are doing to gain a sustainable competitive advantage.

The business case for managing customer experiences intelligently and deliberately is:
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Supporting Ideas

Most companies start out as simple product retailers before they discover the advantages of selling total customer experiences. For example, Starbucks opened its first location in Seattle in 1971 as a bean shop selling gourmet roasted coffee beans which people took home to brew and consume. The experience of actually consuming the coffee was considered to be a by-product of the sale transaction — which was where the company planned on creating and capturing value.

It wasn't until Howard Schultz joined the company in 1982 and then went on a trip to Italy to attend a housewares show a year later that things began to change. While in Italy, Schultz wandered into an espresso bar where he was inspired by the way drinking coffee was made into a rich, sensory experience. He returned to the United States with a passion to bring this experience to his customers.


"We treated coffee as produce, something to be bagged and sent home with groceries. We stayed one big step away from the heart and soul of what coffee has meant throughout the centuries. If we could recreate in America the authentic Italian coffee bar culture, it might resonate with Americans the same way it did with me. Starbucks could be a great experience, not just another great retail store."

— Howard Schultz



Eventually, Schultz had to leave Starbucks and start his own chain of restaurants because the co-owners of Starbucks didn't want to move in that direction. Within a few years, Howard Schultz's chain of espresso coffee bars had grown so large he was able to purchase Starbucks. Today, Starbucks has grown to more than 6,000+ stores in locations worldwide, and the Starbucks brand is recognized as being one of the fastest growing global brands.

The Starbuck's story illustrates perfectly how the value proposition is evolving. Consider a few facts:


	A sack of raw coffee beans can be purchased on the world commodity market for around 25-cents a pound.

	On a supermarket shelf, the coffee beans have been processed, roasted, packaged and promoted. They now sell for $ 2.50 - $ 6.99 a pound.

	A consumer can brew about 50 pots from a large $ 5 can of vacuum-packed coffee. At four mugs per pot, that works out to about 3-cents a serving.

	In a restaurant where your cup of coffee has been brewed and carried to your table, you would typically pay between $ 1 and $ 1.50.

	In a Starbucks store, customers are willing to pay $ 2 or more a cup for the same coffee because of the total experience involved — which will include watching a Barista freshly grind the beans, brew your coffee, pour it and so forth. You'll also be enveloped by all of the emotional clues like smells, the rustling of newspapers and more which will turn the simple act of drinking a nice cup of coffee into an experience you're willing to pay a premium for.



Put another way, Starbucks has moved from the left side of the value creation continuum to the far more profitable right side:
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Key Thoughts

"As more and more companies realize that they cannot rely on standard, unimaginative pricing moves, continuous cost reduction, promotions and 'white sales that never end', unleashing the power of creating experiential value is becoming more widely recognized. Companies are realizing that experience-based value strategies can provide a significant payback. Creating value around multidimensional, well-integrated, and consciously managed experiences will challenge you to connect to the unconscious emotional passions of your customers and in the process, you'll discover how to differentiate yourself from competitors in ways that can be almost impossible to copy and commoditize."

—Lewis Carbone

"The tangible attributes of a product or service have far less influence on consumer preference than the subconscious sensory and emotional elements derived from the total experience."

—Dr. Gerald Zaltman, Harvard Business School

"The unconscious plays a far more central role in decision making than traditionally thought. In fact, much like the tip of a very large iceberg, as much as 95% of what influences con-sumers' conscious choices resides below awareness."

—Lewis Carbone



In the past, the differences between brands and experiences have been glossed over and obscured. This is unfortunate, because both concepts are quite distinctive:

Brands reflect how the company wants its customers (and its internal constituents like employees) to feel when they do business with it. Brands are company-driven and use a brand statement as the organizing principle.

Experiences are customer specific. They reflect how the customer feels and what they value most at a deep, emotional level when they use the company's products or services. Experiences are strictly customer-driven. The organizing principle for experiences is an "experience motif" — the range of emotions the company hopes the customer will feel as a result of having experiences with the company. The experience motif effectively acts as a filter for all the clues which customers experience when they interact with the company.

Brands and experiences are closely linked together. They are not substitutes for each other, nor are they mutually exclusive or opposing forces either. Both contribute to the creation of value.

The relationship between them is:
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Brand value (the value of the brand to the company) is based on brand equity (the value associated with the brand by the customer), which is in turn based on experiential value (the value derived from how customers feel about themselves as a result of their experiences with the brand).

At the same time, experiential value results in brand loyalty (the preference, commitment and advocacy a customer feels) which ultimately will contribute to the company's financial performance in terms of profit, valuation and financial strength.


Key Thoughts

"Because the customer is the ultimate arbiter of value, 'smoke and mirrors' won't induce people to be loyal to a brand. Customers value the 'reality' they perceive and feel. They will reward or punish you by voting with their feet (or fingers on the phone or in cyberspace), returning to organizations that create experiences that connect with their deeper needs and desires, and walking away from those that don't."

—Lewis Carbone

"Moving from a make-and-sell world to a new perspective based on sense-and-respond won't be easy. But it is definitely possible — and an extraordinary opportunity. Already, some firms are beginning to bridge the gap and reap the benefits, even without fleshing out a sustainable experience management system."

—Lewis Carbone



If you can provide customers with experiences that are distinctive and memorable, they will come back again and again. To fully leverage the value of experiences, you need to understand how customer perceptions are formed.

Customer experiences always have three stages:


	In the perception stage, customers have ideas and feelings they bring to the experience. These may be created by advertising, instilled by word-of-mouth or based on previous life experiences.

	The interaction stage is whenever customers contact the company's people, physical environment or systems. Customers sense and observe what's going on and then respond accordingly. The clues which occur here may be conscious or unconscious, emotional or rational.

	The recollection stage combines all the customer's thoughts and experiences into an overall perception. This process, in turn, lays the foundation on which their future expectations resides. If the feelings they have about their experience are positive and emotionally bonding, they will be highly motivated to repeat the experience again in the future.



Great organizations realize experiences generally don't have discrete or well-defined beginnings or endings. Instead, they can start well ahead of the customer's first interaction with the business, and may extend indefinitely. The building blocks of experiences are "clues" — the sensory and emotional signals that the customer receives. Clues combine to provoke reactions to experiences. For example, imagine you go to a local grocery store for eggs and milk. As you walk down the aisle to the cooler, you notice the aisles are slippery with broken eggs, the store smells of sour milk and the store clerks look scruffy. Even though the milk and eggs may be perfectly fine and fresh, all of the other clues surrounding your experience would be unpleasant. As a result, the next time you need these items in the future, your subconscious would suggest you should shop elsewhere. Clues influence the quality of the customer's experience. Savvy businesses are clue-conscious. They create and orchestrate clues which will substantiate value and produce positive emotions (like delight) as the result of the experience.

To manage experiences in such a way that they drive the creation rather than the destruction of value, three key concepts are involved:


	There must be an understanding that experience is a value proposition — and that the elements which make up a total experience can be identified, managed and enhanced.

	There must be an awareness of clues as the drivers of experiences — and therefore they need to be designed and managed in a way which is consistent with the organization's own desired experience motif.

	To connect to what customers will value, you'll first need to get clued in to how customers experience your business — and then you can develop systems to deliver better, more consistent clues in the future.



On the basis of these three general concepts, organizations which are attempting to manage experiences as a value proposition put into practice three general principles:


	Effective experience management systems will have breadth and depth — meaning the managed experiences will extend to every interaction with the firm and will incorporate anticipation, interaction and recollection (breadth). As multiple human and mechanical clues reinforce each other, the experience increases in intensity and impact (depth). When breadth and depth are linked intelligently, the total experience can become impressively memorable.

	Design and manage the human and the mechanical clues simultaneously — so that the feelings produced when customers interact with your people mesh with the feelings your business environment provides. Unless there is a high degree of cohesion between what your people do and the signals your environment provides, the overall experience can be substantially diluted and weakened.

	Experiences must connect and resonate at the emotional level — they must first meet the necessary functional requirements and then go on to positively connect to the customer's emotional needs and desires. Adding an emotional element doesn't happen by accident, but must be carefully engineered and delivered.




Key Thoughts

"Experience value management has the potential to generate powerful returns on investment from even basic adjustments to the way you've 'always' done something, no matter how regulated, regimented, or routine the experience you provide. Once you break out of the traditional make-and-sell pattern and see beyond your processes to the rich ground provided by your customer experiences, the potential impact of even a modest redeployment of resources has the potential to become phenomenal."

—Lewis Carbone

"All the senses should be involved in the management of a memorable experience because they are all input channels for impressions."

—Lewis Carbone

"Managing experiential clues can indeed be challenging. In fact, it's likely to take as much focus and energy as anything you've previously undertaken. But don't forget that the clues are already there in the experiences you are currently providing. Why not manage them for a greater return? The rewards are more than substantial."

—Lewis Carbone



Every experience is made up of a complex array of interlinked sensory clues — sights, sounds, smells, tastes, tactile sensations, etc. Some of these clues are noted consciously, others subconsciously. Each clue either contributes to or detracts from the impression of the overall experience. And what's even more challenging, clues will be sensed and valued in different ways by different customers. The way each person puts all the clues together will be very subjective and variable.

Before you can start managing clues, it's helpful to classify them into three general types:


	Functional clues — which are emitted by the product or service itself. If the product doesn't do what it should, people will naturally be disappointed. This is evaluated by the customer's rational thought processes.

	Human clues — the stimuli provided by the people who work within the business. This will include grooming, gestures, tone of voice, general demeanor, etc. Customers register and process human clues subconsciously and therefore emotionally.

	Mechanical clues — the sights, sounds, smells and textures which are integrated into the experience. Customers also absorb and evaluate these clues with their emotions at a subconscious level.



In practical terms, an effective experience management system acts as an experience filter, letting through the desired clues and blocking others. The customer value proposition will be a mix of functional, human and mechanical clues. Functional clues are essential, because if the product or service doesn't perform, nobody will ever buy it. In many industries, however, there is little or no functional difference between competing products — they all perform very well. In these cases, it is the emotion-al clues which will determine competitive advantage.


Key Thoughts

"Experience management is a completely integrated set of disciplines that seeks to identify the clues — rational and emotional, humanic and mechanic — that customers consciously and unconsciously wish to find in their encounters with you. This set of disciplines helps you design and manage experiences around those clues in a way that consistently and deeply connects with your customer's emotions."

—Lewis Carbone

"Managing experience as the value proposition requires a shift from a make-and-sell mentality to that of sense-and-respond. Implicit in this is a commitment to a customer focus. So how do you actually manage experience clues in a disciplined, focused way? The solution is a system."

—Lewis Carbone



In developing a system to manage and deliver great customer experiences, there are a few key ideas to keep in mind:


	A disciplined approach will be required — if you're to avoid the situation where just a few exceptional employees deliver great experiences but all other customers miss out. A good system should be capable of being used by each and every employee, not just the superstars.

	Your system will need to be adaptive — because it will need to be continually configured and then reconfigured to serve experiences that are valuable to your specific customers at any one point in time.

	A good system will always take a customer-back perspective — that is, it will look at the experiences from the customer's perspective and relate their needs to the steps you take on their behalf realistically and openly.

	A worthwhile experience management system will keep the big picture in mind — and provide smooth and consistent transitions from one part of the organization to another.

	A good system will use the right measurement metrics — it will measure progress in terms of the purpose of the system which is to provide exceptional experiences.



With these ideas in mind, an effective and worthwhile experience management system will have five disciplines and three core competencies involved:

As for any system, it is the way that all the disciplines and all the competencies interact that is vital. To unlock the full potential of experience value creation, all disciplines and competencies will need to come together seamlessly. The competencies help you decide on the best tools to be used for any given situation, and the disciplines are what you use to create experiences.



打造消费经验的万能工具组　
英文



主要观念

任何企业若想设置一套完备的消费经验管理系统，必须具备以下五个步骤：
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	评估──学习如何创造及传递消费经验。

	审核──评估你们所提供的消费经验，与顾客实际想要获得的经验，相差多大。

	设计──规划出符合顾客偏好的消费经验。

	执行──加入适当的线索，并以最具成本效益的方式传递线索，以便为顾客创造价值。

	控管──持续监控管理系统的运作，随时调节校正，以便让系统发挥最大效能。



请注意这五个步骤并非效力强大的“万灵丹”，要做好消费经验的管理，必须融合无数的观点及核心能力才能办到。

支持概念

简言之，评估就是找出公司的内部资源、与顾客想要获得的消费经验之间的关联。评估可以让你明白两件事：


	公司是否有能力把顾客的消费经验当成是价值主张的核心。

	找出组织里哪个部门最适合率先提出以消费经验为导向的初步方案，以及应投注多少力量。



在评估过程中，必须找出以下三个问题的答案：


	如果我们开始更直接地介入顾客的消费经验，可能会对公司的财务造成什么样的冲击？

	现有的消费经验，为顾客创造了多少价值？

	我们能够运用哪些资源，改善目前为顾客创造价值的方式，并让其达到最适状态？



评估不只是要确认原先设定的各项假设，还要有勇气挑战业界公认的准则，以迈入新的领域。这需要清晰及理性的思维、不墨守成规才能办到。企业在评估消费经验时，必须抛弃成见，让意想不到的想法浮上台面。

那我们该如何评估消费经验？其实并没有一条放诸四海皆准的通则，但是企业可以透过以下几种途径找出最好的方法：


	向每天接触顾客的第一线人员请教──因为他们可能非常了解顾客的消费经验，却苦无机会表达。

	邀请外界人士提出他们的看法──指出公司在传递卓越消费经验上，与对手相较表现如何。

	直接向顾客请教──以了解他们明说与未曾明说的需求。像“先进汽车保险公司”就是根据顾客的反应，想出了在车祸现场利用适当配备的实时反应车，当场完成汽车保险理赔的做法，结果证实这是一个极具竞争优势的妙点子。

	大胆实验──公司不妨设置一些原型商店当作真实世界的实验室，以研究出传递美好消费经验的最佳方法。

	从顾客的观点检验──并试着找出你们目前并不知道的状况，然后努力填补那些差距。仔细审阅公司所有与客服相关的文件数据，以找出你们的盲点。

	透过公司的电话客服中心、网站以及实地调查，挖掘一些非正式的资料。




关键思维

“评估的目的是要更清楚了解，公司目前有多少能力能为顾客提供有意义的消费经验，以及未来该如何继续向前迈进。评估不但能够切实了解你们提升消费经验的能力，还能提出一份完善的作业计划。”

——卡邦



审核是指，找出对于顾客消费经验，公司有哪些理应知道却还不知道的事情。审核能够让你们更清楚了解自己的不足之处，然后补强不足之处。在完成审核工作后，你们应当得到以下的结果：


	从顾客的观点来看，他们现在究竟获得什么样的消费经验。

	能够发现顾客想要获得的消费经验与他们实际上获得的消费经验，两者间的差距。



顾客系依据他们接收到的所有线索形成其消费经验，所以企业应当尽可能从各种不同角度检视顾客的消费经验，若光是深入探讨一、两个地方，不但有可能得到错误的信息，而且还会提高遗漏重要观察的风险。而这很可能就是许多新提案虽然经过审慎研究，却还是行不通的原因之一。

从评估能够看出，公司目前是否已经有能力把消费经验当作一项价值主张。运气好的话，评估还能顺带产生高明的战略计划，指出公司应该从哪里着手进行。为了补充这些信息，公司必须认真审核得到下列结果：


	找出顾客内心深处的情绪需求。

	把顾客想要得到的消费经验分解成数个线索。

	评估顾客想要的消费经验，与公司目前所提供的消费经验差距有多大。



企业必须做到以下几点才能搜集到正确的信息：


	认真搜寻线索──记下公司提供的消费经验中所有的影像、声音、气味、口味及触感，并按照其重要性依序排列。

	如实记录顾客的消费经验──与顾客进行互动，并将他们获得的体验忠实地记录下来。

	仔细观察顾客──解构顾客的消费经验，以便弄清楚哪些是他们喜欢的元素，哪些则是破坏消费经验的元素。

	探询顾客的想法──借由深入的一对一访谈，以了解顾客在与公司打交道时，心中真正的想法。

	进行沟通研究──仔细分析公司用来与顾客沟通的内部及外部素材，并从中找出线索。



顾客的消费经验可能会从你意想不到的地方开始，他们甚至会在进入公司之前，就已经开始接收到线索；而且每件事情都有影响，有的会强化、有的则会削弱整体消费经验的价值。所以消费经验管理必须面面俱到，在一套完善的管理系统中，最后获得的结果应该会产生综效，让最后的效果大于每个部分加起来的总和。许多线索是非常细微的，而且不会显现在传统的研究或调查中，所以企业最好尽可能深入了解顾客与公司接触后所产生的经验。


关键思维

“要想打好消费经验管理的基础，认真审核现有的消费经验是最重要的一个步骤，因为这个步骤能够揭露顾客心灵深处的需求和欲望，并指出顾客已经（或尚未）从公司目前所传递的消费经验中获得满足的地方。”

——卡邦



如果企业能够以方便管理，及能够继续维持的方式精心设计消费经验，以产生顾客想要的价值，这是最理想的。其实说穿了，就是在正确的时机把正确的线索传递给顾客，以产生正确的消费经验。

设计程序通常可分成五个明确的步骤：


	成立一个包含各部门成员的设计团队──组长则由最重视消费经验的人担任，这个跨部门团队必须能够处理全部的（包括功能的、人员的以及机械的）线索。这个团队的组员全是各个领域的专家，但他们也必须乐意与人合作才行。

	直捣消费经验的核心──先详细定义公司想要传递什么样的消费经验，你必须先设定明确的经验主题，才能让每个人都清楚任务的焦点是什么。一旦搞清楚想要得到什么结果，你们就能由结果往前回推，精心安排需要的线索。

	线索是唯一的重点──你们迟早会发现，不管是要提供哪一种消费经验，其实只要确保提供了正确的线索就对了。做法要有创意，记住并非所有的线索都能够被顾客看到或听到，也可以透过气味、口味或触觉来传递。画出你们想要传递的消费经验蓝图，以便让每个线索现形，并确保所有的线索都能天衣无缝地整合到整体消费经验中，不致产生任何摩擦或明显冲突。

	为消费经验撰写一套故事──也就是从顾客的角度详细介绍整个消费经验的故事。向大家介绍一些特殊的事迹，把你们想要的线索贯穿到适当的内容，为故事的角色添上血肉，并确保每件事都展现一致的目标。这套故事还能提醒公司，该让全体员工接受哪些教育训练。

	将想要付诸执行的机会排定优先级──也就是别妄想一口气完成所有的事情，而是应该逐步展现公司的价值主张。正确判断你们能在哪里创造最大的附加价值，并率先从那个地方着手，然后再将其他边际效益较高的部分逐步完成。




关键思维

“经过设计的消费经验，就是为顾客量身打造的。一旦线索与顾客的认知欲望及情感需求连成一线时，独特的消费体验价值就被创造出来了。”

——卡邦

“消费经验管理系统的规模大小不拘，从简单到复杂都行。千万不要拒绝从基本做起，反正去做就对了。除非真正参与这个游戏，否则你永远无法打造应有的技术，更遑论建立兼具广度及深度的消费经验管理系统，以满足顾客的欲望。所有的努力，顾客一定会注意到，如果你们能够吸引到忠诚的顾客，公司的财务表现就会非常亮丽。”

——卡邦



执行消费经验说穿了就是把各种线索，全部植入现有的消费经验，或是更新更好的消费经验当中。这步骤通常涉及五种活动：


	将资源与机会做最适当的搭配──坦然接受你们现有的资源所能提供的机会及其局限。不管出现任何冲突就想办法解决，并制定一份改变现状的时间表，要求公司所有的成员努力改变，不要抗拒改变。有时候执行的速度会受制于竞争环境，但有的时候你必须把握稍纵即逝的机会。想办法找出资源分配不当，有可能与你大胆的目标产生冲突的情况，并在执行前便找出所有有争议的议题，不要等到执行时才去处理这些问题。所谓好的开始是成功的一半，所以一开头就要打好基础。

	教育组织──努力打造重视顾客消费经验的企业文化。不要以为光是贴几张海报，做做表面工夫，就能让全公司的人热血沸腾。应当在所有的策略会议中，不断灌输员工有关管理消费经验的原则及理念；还要在公司的各种书面资料，例如在公司的任务宣言、核心价值宣言中反复强调此事。帮助领导者加速推动现有的表现，并争取他们的支持及参与。修改员工的工作说明书，要求他们为打造美好的消费经验多尽一分力。要求员工放低身段，而且保持脑筋灵活，以便为顾客提供美好的消费经验。

	训练员工扮演好自己的角色──这件事并不像大家原先所想的那么简单，因为员工向来是依他们的职务本分行事，不敢稍有踰越，如今你却要求他们试着思考自己在传递消费经验这件事上，能够扮演什么样的角色。此外，你还要求（说不定这也是你破天荒头一次这么做）员工要留意顾客在情绪方面的需求。所以你不但必须好好开导员工，让他们认清自己的新角色，还要提供后续的学习活动，锻炼他们的能力，让员工未来能够扮演好新的角色。

	逐步推出打造消费经验的新计划，并开始植入线索──有的时候你可以用相当低调的方式来进行，有时候却又需要大张旗鼓地隆重推出，这是因为顾客也需要有人教育他们。总而言之，总有一个时候企业必须开始传递消费经验，而不只是单纯地销售产品及服务而已。

	建立可靠的声誉，为自己的表现打分数──因为唯有适当地搜集各方的意见回馈，才能够帮助公司的系统变得愈来愈精良。员工在努力为顾客设法解决问题时，彼此间的对话非常重要，大家可以借此分享自己从问题中的发现，记录事情的进展，解决问题，然后一同庆功。除非你们能够持续达成一连串以顾客为主的目标，并建立起相当的声誉，否则你们想要传递顾客经验的美意，最后只会沦为一场三分钟热度的闹剧，而无法变成一项长期竞争优势。




关键思维

“如果你把执行消费经验当作是一种实力训练，那么这样的努力并不会很快就得到满意的回报，因为唯有长期不断地努力，才能建立稳定的实力和能力。要想在更陡峭的斜坡上举起更重的物品，就必须费更大的劲──但你获得回报也会更大。这道理也同样适用于顾客消费经验管理系统，当企业投注更多的努力，就会产生更大的信心。当成果开始如滚雪球般不断扩大时，挑战就会逐步变成一种系统管理及成长──这时你们一定要一本初衷继续努力，别让这一切成为昙花一现。”

——卡邦

“顾客是绝对不会吃亏的，因为购买产品或服务时，一定会伴随消费经验。当人们把他感官得到的信息全部整合后，就能根据‘经验’形成观感；这里我们所说的‘经验’，指的是顾客在与某项产品、服务或某家企业接触后所产生的印象。而线索则是打造消费经验的基础，如果线索未经精心安排，彼此有可能产生互相抵消的效果，以致让顾客完全没有留下任何的印象，或者更糟糕的是，让顾客产生强烈的反感。但如果我们能够很有系统地安排线索，形成正面的好印象，就能令顾客产生偏好，也会连带使得原本平凡无奇的产品和服务，大大提高身价。”

——卡邦



控管就是指以前瞻性的领导，带领企业不断推出新的消费经验，提供顾客更大的价值。控管也是指借由对顾客的新认知，不断更新你们的消费经验，但要对顾客有新的认知，必须要经过相当时间才能做到。

控管本身就具有不断学习精进的意思；说得更明确点，当企业在力求控管的时候，将会出现以下四种形态的学习活动：


	评量──判断顾客是如何随着时间推移，而慢慢产生及改变他们的偏好。用心的企业会假定顾客的感觉和情绪是一直在变动的，所以不能掉以轻心。

	监控──透过经验的传递，为顾客创造价值。企业只要能够留意更细微的小地方，就会觉得想法豁然开朗，并找到更可行的方法。

	学习及提升直觉──只要企业不自以为是，一口咬定顾客要的就是这样或那样，就能让直觉变得更灵敏。企业学得愈多，日后就愈能够为顾客提供更丰富的消费经验，且更符合顾客真正的心意。

	灵活应变──这是企业的最终极挑战。公司应根据评量、监控及学习到的信息，开发出独门的做法，进一步强化其所提供的消费经验。目标是要不断提升你们的价值主张，达到领袖群伦的境界。



控管还可以让所有存在于企业内部的冲突或不一致全都浮上台面。包括：


	顾客的需求和欲望与企业的成立宗旨互相冲突。

	企业的技术能力无法提供顾客真正重视的价值。

	某部门的做事方式与另一部门完全不一样。

	公司要求员工同时提供顾客两种截然不同目的的服务。



企业最好要求员工，每个人都应该把自己当作是创造顾客价值的主角，若能抱持这样的心态，公司创造及传递美好消费经验的能力，就会一飞冲天，不管市场状况出现任何变化，你们都能立即因应。



A Toolkit for Managing Customer Experiences　
中文



Main Idea

There are five disciplines which are required to create an effective experience management system for any enterprise:
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	Assessing experiences — learn how you can create and deliver customer experiences.

	Auditing experiences — evaluate the gap between what customers experience and what they'd like.

	Designing experiences —　develop experiences which are consistent with customer preferences.

	Implementing experiences　— embedding clues and delivering them cost-effectively to create value.

	Stewarding experiences — continuing to monitor the system and fine-tuning for maximum effect.



Note that none of these disciplines are a "silver bullet" in and of themselves, but it is the blending together of numerous perspectives and competencies that's important when it comes to man-aging customer experiences.

Supporting Ideas

In simple terms, assessing means to identify links between your organization's internal resources and the experiential expectations of your customers. Once you've carried out an assessment, you can tell two things:


	Whether your organization can switch to experience as the core of your value proposition.

	Where the most logical place within the organization is to begin with some experience-driven initiatives, and how large or small those efforts should be.



The key questions you need to find the answers to during this assessment process are:


	What would be the potential impact on our financial results if we start managing customer experiences more directly?

	How are we currently creating experiential value for our existing customers?

	What resources are available to help us improve and optimize the ways we are currently creating experience value?



The discipline of assessing is not only about confirming what you have always assumed, but also about having the courage to challenge accepted industry conventions and move into some new territory. This will require clear and rational thinking which is not encumbered by the way things have been done in the past. Organizations have to be prepared for some unexpected ideas to come to the surface while undergoing an experience assessment.

So how do you carry out an experience assessment? There are no universal rules, but organizations have found the best ways to achieve this are by:


	Speaking with the people who work day-in and day-out at the front-lines — because chances are they will know far more about the customer's experience than they have ever been invited to share.

	Have people from an outside organization come in and develop a snapshot — of how you fare in comparison to your competitors in delivering exceptional experiences.

	Talk to your customers — and pick up on both their stated and their unstated needs. When Progressive Auto Insurance did this, they came up with the idea of settling auto insurance claims at the scene of the accident using instant response vehicles appropriately equipped. This has turned out to be a great competitive advantage for the company.

	Experiment a little — perhaps by developing some prototype stores which can serve as real-world laboratories for research on the best way to deliver experiences.

	Work backwards from the customer's perspective — and try to identify what you don't know at present. Then go to and work to fill in those gaps. Go through your company documentation and identify your blind spots.

	Mine the anecdotal evidence which can be collected from your call centers, Web sites and field activities.




Key Thoughts

"The goal of assessing is to understand better where your organization stands in its ability to manage meaningful customer experiences and how it will move forward on that front. The discipline of assessing should yield both a strategic understanding of how you'll leverage experience and a tactical work plan for how you will get there."

—Lewis Carbone



Auditing is all about finding out the things about your customer's experiences which you need to know but don't yet know. You audit to understand better and to fill in the gaps. By the end of your audit, you should:


	Have new insights about your customer's current experiences from their perspective.

	Be able to identify the gaps between what customers desire and what they are now experiencing.



Customers bond to an experience on the basis of all the clues they receive. With this in mind, a good audit will look at as many different perspectives of the experience as possible. Going deep in just one or two areas may give misleading information and increases the risk of missing critical observations. This may be one reason so many carefully researched new initiatives fail.

The assessing discipline will give some idea of your organization's readiness to adopt experience as a value proposition. With luck, the assessing discipline will also have produced a tactical plan which highlights where it would make the most sense for you to start. To now supplement that information, you need to carry out a robust audit by:


	Identifying your customer's deepest emotional needs.

	Breaking the desired experience down into clues.

	Evaluating the gap between the customer needs and the experience you currently deliver.



To gather the information you need:


	Actively scan for clues — take note of all the sights, sounds, smells, tastes and touch sensations your experience provides. Rank these sensory inputs in order of importance.

	Do some experience mapping — by interacting with customers and documenting their experiences just the way they are experienced.

	Observe customers — and deconstruct the experience to identify the elements they like and those that detracted from the experience.

	Try some interpersonal research — that is, use some in-depth one-on-one interviews to flesh out what's in the customer's mind during the experience of doing business with you.

	Use communication research — analyze the internal and external materials your organization uses to communicate with customers looking for clues.



Customer experiences may not begin quite where you think. Customers are starting to take in clues even before they enter your premises. Everything counts, and either adds to or detracts from the perceived value of the overall experience. Experience management needs to be integrated. In a good system, the end result will have synergy — it will be greater than the sum of each individual part. Many clues are subtle, and won't show up on traditional research or surveys. The more you know about how customers are experiencing your business, the better.


Key Thoughts

"Auditing the current customer experience is the most critical discipline in creating a foundation for experience management. This is because it reveals what your customer's deep needs and desires are and underscores where they are and are not being met in the current experience you're delivering."

—Lewis Carbone



Purposefully designing experiences to connect to customer-defined value in a manageable and sustainable way is the ideal. In essence, this is all about delivering the right clues at the right time so the right experience results.

The design process generally has five distinct steps:


	Build a diverse experience design team—a team leader who will be the experience champion and a cross-functional team who can handle the entire range of functional, human and mechanical clues which will be required. All of these people may be specialists in their field but they must also be good at collaborating.

	Drill down to the core of the experience — by defining what kind of experience you want to deliver in great detail. A good experience motif will be handy in this regard as it will keep everyone focused and on track. Once where you want to end is clear, you can then work backwards from there and craft the clues which will be required.

	Focus on clues, clues and still more clues — because sooner or later, providing the experience you aspire to deliver will all come down to a matter of ensuring the right clues are in place. Be creative. Remember not all clues are seen or heard, but may also be delivered by smell, taste or touch. Blueprint your desired experience to bring individual clues to life and to ensure that all the clues will integrate into the whole without any clashes or obvious conflicts.

	Develop an experience narrative — the detailed story of the entire experience from the customer's perspective. Specify the distinctive story you hope will unfold, and fuse your desired clues into their appropriate context. Flesh out the roles of the people involved and make sure that every-thing is consistent and integrated. This narrative will also be useful in specifying what kind of education and training will be required throughout the organization.

	Prioritize your implementation opportunities — that is, don't try and do everything in one grand swoop. Instead, rollout your experience value proposition progressively. Decide where you can create the most added value and tack-le that area first, then move on to other more marginal areas.




Key Thoughts

"Designing experiences begins with the customer and ends with the customer. When clues are aligned with the customer's known desires and emotional needs, distinctive experiential value is being created."

—Lewis Carbone

"Experience management systems span the spectrum from simple to complex. Don't be reluctant to start at a basic level. But do start. Until you get in the game, you can't begin to build the skills that will lead to experience management systems that effectively connect with the breadth and depth of customer desires. Your customers will notice. And so will you and your bottom line, as a result of more fiercely loyal customers."

—Lewis Carbone



In practical terms, implementing the experience means embed-ding functional, human and mechanical clues into the existing customer experience or into a new and improved customer experience. This usually involves five distinct activities:


	Align your resources and your opportunities — accept the opportunities and the limitations that your level of resources dictates. Resolve any and all conflicts which come to the surface and come up with a timetable for change that people will work with rather than against. At times, your rate of implementation may be dictated by competitive circumstances while at other times, there may be an immediate opportunity to exploit. Try and determine any potential misalignments of resources which may conflict with what you're trying to achieve experimentally and get all the provocative issues sorted out up front rather than during the implementation process itself. Lay a good foundation for your future successes.

	Educate your organization — embed an appreciation for experiences into your company culture. Don't just paint a shallow and superficial picture of experiences by putting up a few posters and expecting people to get enthused. Make experience management principles and ideas crop up in all strategic meetings. Reflect that in your company's written materials like mission statements and core value statements. Help leaders get up to speed with what's happening, and enlist their support and involvement. Revise job descriptions to include experience-based performance requirements. Make employees aware they need to move down the learning curve on experiences and become highly adept at making experiences happen.

	Orient people and immerse them in their roles — which will often be more difficult than you might first think. Employees have traditionally defined their jobs functionally, and now you'll be trying to get them to think of the roles they play in delivering an experience. In addition, you'll be asking employees (perhaps for the first time) to be aware of their customer's emotional needs. You'll have to orient them to their new roles and provide ongoing learning activities which will strengthen their ability to perform these roles well in the future.

	Roll out the design itself and start embedding the clues — that is, launch your new experience initiative. Sometimes, this can be done in a low key way, at other times it will require a formal and high profile launch because customers will also need to become oriented. Regardless, at some point in time, you have to start delivering experiences rather than simply attempting to sell products and services.

	Establish accountability and measure performance — because feedback when properly gathered will help your system evolve and improve over time. Dialog is important as people work through problems, share their discoveries, document progress, solve problems and celebrate accomplishments. Unless you establish clear lines of accountability focused on customer-backed objectives, the delivery of experiences will just become a fad rather than a source of long-term competitive advantage.




Key Thoughts

"If you think about implementing experience as a form of strength training, the real payoff for the effort is not in the initial flurry that breaks a sweat. It's in the long-term effort that steadily builds strength and capability. The more weight to be lifted, the steeper the incline, the harder you must work — but the greater the payoff will be. So, too, is the is the effort required with Experience Management Systems. The organization's increasing experiential stamina and strength begin to create increase confidence. As the results begin to snowball, the challenge evolves into one of system management and growth — making sure the good work launched after so much effort is not left to atrophy or become yet another 'flavor of the month'."

—Lewis Carbone

"Customers always get more than they bargain for because a product or service always comes with an experience. By 'experience', we mean the 'take-away' impressions formed by people's encounters with products, services and businesses — a perception produced when humans consolidate sensory information. Clues are the manageable building blocks of experiences. Unmanaged, these clues may cancel each other out and leave no net impression on the customer, or worse, induce a strong net negative perception. But if systematically crafted into a positive net impression, the clues promote customer preference, which a company can leverage to differentiate otherwise commodity-like products and services."

—Lewis Carbone



Stewarding experiences means to provide forward-looking leadership so your organization continues to develop new experiences which deliver increasing levels of value to the customer. Stewarding also means to consistently update your experiences on the strength of the new customer knowledge which will be obtained over time.

Stewarding naturally implies a commitment to continuous learning and enhancement. More specifically, four types of learning activities will occur:


	Measurement — determining how customers preferences are evolving and changing progressively with the passage of time. Great organizations assume their customer's feelings and emotions will be constantly shifting and should not be ignored.

	Monitoring — the customer value being created through the delivery of experiences. As you become aware of finer, more subtle details, you may even find major advances open to your view and become feasible.

	Learning and refining your organization's intuition — which will be reflected in your commitment to challenge your most basic assumptions about customers. The more you learn, the richer and more targeted the experiences you'll be able to deliver in the future.

	Adapting — which is the ultimate challenge. Based on what you measure, monitor and learn, you then find original ways to further enhance the experiences you provide. The goal is to consistently upgrade your organization's experiential value proposition ahead of the curve.



Stewarding can also help bring to the surface any and all internal conflicts or misalignments that may exist within the organization. These may include:


	Conflicts between the customer's needs or desires and the company's mission statement.

	Disconnects between the company's technological capabilities and what the customer really values.

	Misalignments when one department does things one way and a second department takes an entirely different approach.

	Disconnects where employees are asked to do two different things for customers simultaneously.



Ideally, you want all your employees to view themselves as stewards of customer value creation. With that kind of mindset your ability to create and deliver experiences will move forward indefinitely. As marketplace conditions change, so too will you.
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