Building a
Customer-Centric
Organization
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‘@ Polls

Survey results

Do you believe your company is
customer centric?

Yes No
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There is universal
acknowledgement that
customer-centricity is
important...

..yet few companies are
truly customer-centric.

q
!:".STRATEGYN



* It deeply understands its customers,
their needs, and which are unmet

; ) ) « Its internal functions are aligned
An organization is truly around the customer's priorities; it

customer-centric when does not operate in silos

* It consistently makes business
decisions that drive ongoing value
. creation and innovation

. * It has a process in place to ensure its
resources are focused on what
matters most to customers
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Why do organizations struggle
to become customer-centric?



Why do organizations struggle
to become customer-centric?

70%

.define the

markets they

serve through a
lens

82%

..define the
customer's

‘needs” through

a

lens

887%

.prioritize unmet
needs
internally—throu
gha

lens

92%

.segment the

markets they

serve through a
lens



How do you build a
customer-centric organization?



Think about your markets
through a different lens

Instead of seeing See the world
the world through through the lens of
the lens of what the what the customer is
company is doing... trying to get done.
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People buy products
to get jobs done.

A job-to-be-done can be:

» Atask that people are trying to accomplish

+ A goal or objective they are trying to achieve

* A problem they are trying to resolve

* Something they are trying to avoid, or

* Anything else people are trying to
accomplish.
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Align the organization around helping
customers get their “jobs” done better.



COMPANY LENS

CUSTOMER LENS
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Market = “Group of People” + “Job-to-be-Done”

Defining a market as a group of people with a job-to-be-done,

provides a long-term, stable focal point for value creation.

Interventional cardiologist Restore blood flow in an artery
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Market = “Group of People” + “Job-to-be-Done”

Defining a market as a group of people with a job-to-be-done,

provides a long-term, stable focal point for value creation.

Cyber security Protect a website from
manager cyber threats
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Market = “Group of People” + “Job-to-be-Done’

Defining a market as a group of people with a job-to-be-done,

provides a long-term, stable focal point for value creation.

Parents Pass on life lessons to children
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Customer-centricity begins by defining
your markets around your customers.
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CUSTOMER LENS

Needs are

COMPANY LENS
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The customer needs hierarchy

A desired outcome is a customer-defined metric that instructs innovators how to help customers get the job done

faster and more predictably (without variation), while achieving the desired result.

The Job-to-be-Done

Job Step 1 Job Step 2 Job Step 3 Job Step 4 Job Step 5 Job Step....n
Outcome 1 Outcome Outcome Outcome Outcome Outcome
Outcome 2 Outcome Outcome Outcome Outcome Outcome
Outcome 3 Outcome Outcome Outcome Outcome Outcome
Outcome..n Outcome Outcome Outcome Outcome

Outcome Outcome Outcome
Outcome Outcome Outcome
Outcome Outcome Outcome

Outcome Outcome

Outcome
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Outcomes detail job execution at a granular level

A medical device company uncovered the metrics surgeons use to measure the success of a surgical procedure.

Establish initial
access

Minimize the time it takes to gain access through the
dermal layers

Minimize the time it takes to gain access through fascial
layers

Minimize the time it takes to gain access through fat layers
Minimize the time it takes to gain access through muscle
layers

Minimize the likelihood of damaging non-targeted
structures when making initial access, e.g., organs,
neurovascular structures, etc

Minimize the time it takes to stop any bleeding that occurs
when gaining access

Minimize the likelihood that bleeding disrupts access to the
targeted structure, e.g., from muscle, small vessels, etc.

Remove an anatomical

structure surgicall

Gain visual access
to the target
structure

Minimize the time it takes to mobilize structures bound
by adhesions that block access to the targeted structure
Minimize the likelihood of damaging structures when
separating them from adhesions

Minimize the time it takes to move an adjacent structure
out of the visual field

Minimize the likelihood of damaging structures adjacent
to each other when separating them

Minimize the likelihood of impairing the function of
another structure while gaining access to the target
structure, e.g., organ function, blood flow, etc.

Minimize the time it takes to clear byproducts of
establishing access from the surgical field,

Minimize the likelihood of damaging tissues when
gaining access to the target structure, e.g., blood
vessels, organs, muscle, etc.

Minimize the time it takes to verify the location of the
target structure

Minimize the time it takes to determine if an abnormality
is present in tissues around the target structure, e.g.,
tumor, metastatic disease, restricted blood flow, etc.

Define the pathway

to the target
structure

20.

21.

Minimize the time it takes to identify anomalies in the
anatomy, e.g., variations in attachments, size, etc.

Minimize the time it takes to identify the physical location of
the critical non-targeted structures that exist along the
pathway

Minimize the time it takes to confirm that the procedure
plan is feasible, e.g., target structure can excised, adhesions
will not prevent access to the target structure, etc.

Minimize the likelihood of damaging blood vessels along
the pathway to the target structure

Minimize the time it takes to determine where non-targeted
structures should be separated from the target structure,
e.g. ducts, ligaments, pedicles, etc.



Outcomes detail job execution at a granular level

Navigate through

barriers to the
target structure

22.

23.

24.

Minimize the time it takes to mobilize critical non-targeted
structures along the pathway that are not bound by
adhesions

Minimize the likelihood of causing irreversible collateral
damage to a structure that permanently alters the
patient's normal function

Minimize the likelihood that an unexpected attachment
prevents gaining access to the target structure from the
existing workspace, e.g., adhesions, pathological
attachment, etc

Remove an anatomical

structure surgicall
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Terminate the
blood supply to the
target structure

25.

26.

27.

28.

29.

30.

31.

32.

Minimize the time it takes to locate the vessels that are
feeding the target structure

Minimize the time it takes to isolate the blood vessels
that feed the target structure

Minimize the time it takes to transect all the blood
vessels feeding the target structure

Minimize the likelihood that bleeding occurs when
terminating the blood supply to the targeted structure
Minimize the time it takes to stop the bleeding that
results from transecting blood vessels feeding the target
structure

Minimize the likelihood that reduced blood flow through
the remnant structure results in tissue damage

Minimize the time it takes to verify that a hard-to-reach
blood vessel is permanently sealed

Minimize the likelihood of compromising a sample of the
target structure that is intended for analysis

A medical device company uncovered the metrics surgeons use to measure the success of a surgical procedure.

33.

34.

35.

36.

37.

38.

39.

Mobilize the target
structure from
unexpected

Minimize the time it takes to determine where to separate
the unexpected attachments to the target structure, e.g.,
tissue plane to push apart, tissue to dissect, etc.

Minimize the likelihood of fluid loss when mobilizing the
target structure from an unexpected attachment, e.g.,
bleeding. lymph, etc.

Minimize the time it takes to separate all the unexpected
attachments to the target structure

Minimize the likelihood of damaging any structures when
mobilizing the target structure from unexpected
attachments.

Minimize the likelihood of disrupting the integrity of the
target structure when mobilizing it from an unexpected
attachment, e.g., spilling, breaking, etc

Minimize the likelihood of interrupting fluid flow in a
targeted structure when mobilizing it from an unexpected
attachment, e.g., blood, lymph fluids, etc.

Minimize the time it takes to stop bleeding that results from
mobilizing the target structure from unexpected
attachments, e.g., target structure, remnant structure, etc



Outcomes detail job execution at a granular level

A medical device company uncovered the metrics surgeons use to measure the success of a surgical procedure.

Detach expected
attachments from
the target structure

40.

41.

42.

43.

44.

45.

46.

47.

48.

Minimize the time it takes to isolate the expected
attachments to the target structure

Minimize the likelihood of fluid loss when detaching expected
attachments from the target structure

Minimize the time it takes to detach all the expected
attachments to the target structure

Minimize the time it takes to detach an expected attachment
from the target structure when the natural tissue plane is not
accessible

Minimize the likelihood of bleeding when detaching the
expected attachments from the target structure

Minimize the likelihood of fluid loss from a structure that has
been detached from an expected attachment

Minimize the likelihood of interrupting fluid flow in a structure
when detaching it from an expected attachment,

Minimize the likelihood of disrupting the integrity of the target
structure when detaching it from expected attachments
Minimize the likelihood of damaging the remnant structure
when detaching expected attachments from the target
structure, e.g., vessel, tissue damage, etc.

Remove an anatomical

structure surgicall
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Remove the target

structure

49.

50.

51.

52.

53.

54.

55.

56.

57.

58.

Minimize the time it takes to determine the pathway for
removal of the detached target structure

Minimize the time it takes to determine if the detached
target structure requires resizing to be removed
Minimize the time it takes to isolate the excised target
structure that is to be removed

Minimize the time it takes to capture the excised target
structure for removal

Minimize the time it takes to confirm that the target
structure is cancerous

Minimize the time it takes to confirm that all the cancerous
tissue has been removed from the remnant structures
Minimize the likelihood that the detached target structure
contaminates surrounding structures while it is being
removed, e.g., with cancer cells, infected cells, etc.
Minimize the likelihood of disrupting the integrity of the
detached target structure while removing it

Minimize the likelihood of enlarging the access site when
removing the detached target structure

Minimize the likelihood of contaminating the access site
when removing the detached target structure
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Repair or
reconstruct the
remnant structure

59.

60.

61.

62.

63.

64.

65.

Minimize the time it takes to position the remnant structure
for repair

Minimize the time it takes to repair the remnant structure
Minimize the time it takes to verify that remnant structure is
sealed after repair/reconstruction, e.g.. remnant structure,
natural structure, etc

Minimize the likelihood of leakage from the
repaired/reconstructed remnant structure

Minimize the likelihood of delaying reestablishment of
normal function to the remnant structure due to
over-manipulation of other adjacent structures

Minimize the likelihood that postoperative integrity failure
occurs at the repair/reconstruction site

Minimize the likelihood that an adhesion forms on the
repaired/reconstructed remnant structure



Desired outcomes are “customer-centric” need statements

Outcome statements inform all disciplines, are knowable and discoverable, solution independent,

measurable and controllable, unambiguous, valid across geographies and stable over time.

DIRECTION METRIC OBJECT OF CONTROL CONTEXTUAL CLARIFIER

Minimize time it takes =~ move an adjacent structure out of the visual field

DIRECTION METRIC OBJECT OF CONTROL CONTEXTUAL CLARIFIER

Minimize likelihood © ' damaging blood vessels along the pathway to the structure
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Timeless, measurable, actionable need
statements form the foundation for a
deep customer understanding
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COMPANY LENS

Unmet needs

CUSTOMER LENS

Unmet needs are
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Statistically valid quantitative research enables customers to prioritize their needs directly.

Quantitative research reveals unmet outcomes

When [job stepl, how important is it to you

When [job stepl, how satisfied are you with

that you are able to: your ability to:
Not at all Somewhat ITEerE: Very Extremely Not at all Somewhat Satisfied Very Extremely
important important P important important satisfied satisfied satisfied satisfied
Outcome 1 O|l® | O] O] O ®
Outcome 2 O]0O0]|]0O0O| 0| ® ®

Minimize the likelihood of damaging blood vessels along
the pathway to the structure

ot . y
S, & STRATEGYN
»




10

The Opportunity Landscape

Opportunity score = importance + max (importance - satisfaction, 0)

|
1
Overserved 81% of the sample rated |
the outcome very or [
8 extremely important 1
|
8
30% of the sample rated
4 the outcome very or
, extremely satisfied:
-— ______—_ __________
S
©
®
wn

~“Importance »

Minimize the likelihood of damaging
blood vessels along the pathway to the
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Importance
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Satisfaction
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12 |28 |30 | 17 | 13 30% |
Opportunity Score
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The Opportunity Landscape

The analysis reveals with precision where the market is under- and over-served.

Overserved
a
Outcomes
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Satisfaction
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30% |

Opportunity Score




The organization knows which customer
outcomes are unmet—and to what degree.
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COMPANY LENS

Segments

CUSTOMER LENS

Segments are
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1/3 of
sample

1/3 of
sample

1/3 of
sample

Outcome-Based Segmentation

Using factor and cluster analysis, hidden segments of opportunity are revealed.

Unmet outcomes

——[ Outcome 10 ]
—[ Outcome 20 ]
—[ QOutcome 30 ]
—[ Outcome 40 ]
—[ Qutcome 50 ]
—[ Outcome 60 ]
—[ Outcome 70 ]
—[ Outcome 80 ]
—[ QOutcome 90 ]

Segment
1

Segment
2

Segment
3

| -
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Segments

HS1

S22

mS3

4 N

Segments are profiled after
they are created

The most important insight is
figuring out what is causing
respondents in one segment
to struggle more/differently
than others. This insight
leads to the creation of
statistically valid,
needs-based “personas”.
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Authentie, distinctive segments bring
precision to strategy formulation.
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Customer data is used to drive business decisions

Teams select which outcomes to address to have the greatest positive impact on the

largest customer population. This is the essence of customer-centricity.

Opportunity scores

High-leverage opportunities: outcomes
SHEEOSS G e/ & U that are unmet across 100% of the market
Outcome statement 72 13.5 10.9
Outcome statement 07 111

Outcome statement 29 Cross-segment opportunities: outcomes
' that are unmet in multiple segments; not all

Outcome statement 94

Outcome statement 04
Segment-specific opportunities: outcomes

Outcome statement 44 that are unique to just one segment

Outcome statement 87

Outcome statement “n"...
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Being customer-centric puts you on the
most efficient path to growth.
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A process for customer-centricity

Outcome-Driven Innovation is a process conceived through a customer lens. It aligns the actions of the

organization around the customer's desired outcomes—and drives customer-centricity.

Quantify which
outcomes are
unmet

Uncover
desired outcomes
(customer needs)

Define your market
around the
job-to-be-done

The
customer-centric
organization

I8 STRATEGYN

Discover hidden
segments of
opportunity

Formulate and
deploy a winning
strategy



Staffing the customer-centric organization

SENIOR MGMT OVERSIGHT STRATEGIST OVERSIGHT SENIOR MGMT OVERSIGHT
STRATEGIST INSIGHTS RESEARCHER QUANTITATIVE RESEARCHER STRATEGIST
QUANTITATIVE
CONDUCT QUALITATIVE FORMULATE THE
PLAN THE ENGAGEMENT RESEARCH RESEARCH AND DATA STRATEGY

ANALYSIS




» Deeply understand your customers,
their needs, and which are unmet

How do you build a + Align your internal functions around

. the customer's priorities; break down
customer-centric silos P
organization?

* Make business decisions that drive
ongoing value creation and
. innovation

. » Deploy a process to ensure your
resources are focused on what
matters most to customers
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‘@ Polls

Survey results

Do you believe your company is
customer centric?

Yes No
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DOWNLOAD A FREE E-BOOK OR AUDIOBOOK AT

Jobs-To-Be-Done-Book.com

‘Ulwick’s outcome-driven J ‘I call him the Deming of

programs bring discipline and Innovation because, more than
predictability to the T o B E anyone else, Tony has turned

often-random process of innovation into a science.”

innovation.” D o N E

THEORY T0 PRACTICE

- PHILIP KOTLER
- CLAYTON CHRISTENSEN

ANTHONY w. ULWICK

FOREWORD BY ALEX OSTERWALDER

Lol him the Deming

of Innova;
lon
el Ton hs umeg Y S—

0volion, into g scienge,* -PHILIP KOTLER

Contact me at ulwick@strategyn.com
Contact us at info@strategyn.com
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