
 
 

GUIDE TO 
BUILDING A CUSTOMER 
CENTRIC CULTURE

CHANGING BEHAVIOR TO IMPROVE PERFORMANCE



Table of Contents

WHAT IS CUSTOMER CENTRICITY? ......................................................................  2

................................................................ 3
SIX STEPS TO BUILDING CUSTOMER 
CENTRICITY IN YOUR ORGANIZATION

............................................................................. 31. Map Your Customer’s Journey

.......................................................... 42. Define the Customer Experience You Desire

............................................................................. 5

4. Identify How You Will Measure Success ................................................................. 7

3. Define What Customer Centricity Means
    for the Customer’s Experience

...................................................................... 8
5. Create a Plan to Cascade Customer
    Centric Thinking to Every Employee

.................................................................... 8
6. Execute the Cascade Of Customer
    Centric Thinking in an Engaging Way

.................................................................................................... 10WHAT’S NEXT?

© and TM, Eagle’s Flight, Creative Training Excellence Inc.
Not to be copied or reproduced without written permission.Guide to Building a Customer Centric Culture 1



When asked this question, your first thought might be “The customer is always right!” This common phrase is just 
one small component of a customer centric culture. An organization that is truly customer centric consistently 
considers the viewpoint of the customer when making decisions, creating processes, defining expected behavior and 
developing strategy. Customer centricity is an all-encompassing philosophy that combines culture and targeted skill 
sets to create the best possible customer experience.

What is Customer Centricity?

When the customer is at the heart of every decision, and individuals within the organization have the necessary skills 
to support a customer centric culture, the result will be a proactive approach to customer service excellence at every 
position with the organization. This might be through the company website, conversations with salespeople, social 
media, or operations support. To build a customer centric culture, every person in the company (whether they 
interact with customers or not) must be committed to taking personal ownership of their actions and behaviors to 
ensure that all processes, products, and services contribute to a positive interaction with the organization. 

If you were a potential customer, which of these organizations would you want to employ? 
Probably the one that makes you (the customer) feel like the center of attention. The 
customer centric firm doesn’t tell you that you come first, it shows you.

 Customer Centric Culture Non-Customer Centric Culture

Writes plain English blog posts to help its clients 
understand complex issues

Assumes that customers can learn what they 
need to know on the internet

Sends timely reminders so that clients don’t 
have to scramble at the last minute

Assumes customers will schedule an appointment 
when they need something

Schedules free 15-minute consultations for 
customers considering a new service

Has an office designed specifically for the 
day-to-day workplace and does not consider 
how a customer will feel when they visit

Anticipates customer needs before they know 
they have a need

Hosts seminars and webinars to address 
common questions 

Offers a secure online portal to make document 
transfer quick and easy

Has an inviting office that is not intimidating

Is service oriented versus task driven Charges for every minute or aspect of service

Requires mailing or faxing to exchange documents
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Customer centricity is all about action, not just talk. Saying that the customer is always first is simply not enough. An 
organization must demonstrate a commitment to a positive customer experience by teaching the right skills and 
implementing a company-wide philosophy that starts with leadership and permeates through every individual in 
every department. Although this might seem overwhelming, it is possible. Follow these six steps to build a customer 
centric culture in your organization: 

Six Steps to Building Customer 
Centricity in Your Organization
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1. Map your customer’s journey

When you are entrenched in the day-to-day tasks at your workplace, it’s easy to forget that countless people are 
interacting with your business every day. This is especially true for individuals who do not have direct contact with 
customers on a regular basis. Whether your employees work on a manufacturing line, in a lab, or in a call center, it’s 
important for everybody in the organization to be invested in the customer experience. 

The first step in creating a customer centric culture is to map a customer’s journey through the organization from the 
time that they hear about your company, engage with your company, purchase from your company, and provide you 
with repeat business. Some of the questions to ask during this mapping are:

How did the customer learn about your 
organization?

What happens after a sale is made?

To whom did the customer speak, and what 
questions did they have?

How long does it take to reach a real person?

What are the steps in the sales process?

What materials are provided to customers 
at each point?

What steps did the customer take to contact 
the company?

What steps are taken to encourage repeat sales?

Does the customer have an opportunity to refer 
your organization to others?

How is the product or service delivered?

Consider every point of entry, including personal referrals, advertisements, website contact forms, emails, phone calls, 
and walk-ins. Then think about the next steps that the customer will take. Don’t just include your internal steps. 
Remember, the point of this exercise is to map the customer’s journey, not the processes that you have defined in 
your organization. 

It helps to make a visual flow chart that maps the entire journey and all the various permutations so that you can create 
a plan to deliver a positive experience every step along the way. If you have good relationships with long-term 
customers, consider asking for their input. You may get some insights that you aren’t able to get 
on your own. 



2. Define the customer experience you desire

Once you have mapped the existing customer journey, you have an opportunity to identify the gaps and ask, what is 
missing that you think should be part of the customer experience? 

The next step is to define what you want to happen at each point along the way. In some cases, these might be practical 
actions like sending an invoice or shipping a product. However, it is sometimes the in-between steps that can truly 
delight a customer. For example, a custom furniture company that has a long lead time before shipping can send a 
postcard with a photo of the piece being made with a personal note making the customer feel that they have not been 
forgotten.

When defining the customer experience, think 
about how you want customers to feel at each step 
in the process. You may want customers to have 
these types of feelings at various stages:

Once you have defined the desired customer 
experience, ensure that your marketing and sales 
materials support that objective. Consider what 
actions would contribute to this feeling— like 
scheduling a meeting, offering a lifetime guarantee 
or sending a congratulatory card.

The answers for every organization are unique, but 
if you take the time to map the customer’s journey 
and define the experience that you want them to 
have, you are well on your way to creating a positive 
customer experience.

Welcomed when entering an office or store

Listened to while describing a problem

Excited about working with your organization

Satisfied with a product or service

Secure while processing a payment
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“When defining the customer experience, think 
about how you want customers to feel 
at each step in the process.”



3. Define what customer centricity means for the customer’s experience

After you have determined the desired customer experience at each point of interaction and set benchmarks for 
success, you must define the actions and materials that support those objectives. Let’s look at an example of a customer 
experience before and after an accounting firm shifted to a customer centric culture, from the customer’s point of view. 
Here are two stories about searching for an accountant that someone might tell:

Before Becoming Customer Centric

“I searched online for a local tax accountant, and the name of the 
firm was high on the list, so I went to their website. The site listed 
their services with a short description of each, but there wasn’t 
much more information than that, so I had to call to learn more. 
Nobody answered the phone, so I left a voicemail, and they got 
back to me the next day. We scheduled an appointment so I could 
give them all of my documents, although I would have preferred to 
save travel time and just email it to them. The office was all 
cubicles, and we met in a really bland conference room with no 
windows. It felt sort of like I was being interrogated. A couple 
weeks later, I got a package in the mail with my tax return. The 
service was okay, but the process didn’t feel very streamlined to 
me. I might recommend them to a friend, because it’s the only firm 
I know, and my taxes were correct, but only if they asked me if I 
knew any accountants.”

“Nobody answered the phone, so I left a voicemail, 
and they got back to me the next day.”
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After Becoming Customer Centric

“I searched online for a local tax accountant, and the name of the 
firm was high on the list, so I went to their website. Every service 
they offered had a step-by-step description of the process, with 
links to informative articles that clearly explained the exact problems 
I was facing. I had the option to schedule an appointment using 
their online calendar, by sending an email, or by calling. I decided 
to call, and a friendly receptionist answered right away. She 
offered to connect me to one of the accountants for a free 
consultation, but I decided to just schedule an appointment. 
Within a few minutes of scheduling the appointment, I got an 
email with a link to a portal that allowed me to securely upload all 
of my documents. When I got to the office I couldn’t believe how 
warm and friendly it felt. We met in an accountant’s office and sat 
in comfy chairs. She had already looked through all of my documents 
and was prepared with questions and advice. I was told that my 
taxes would be prepared in a week, and sure enough, after six 
days, I got an email and a phone call letting me know that my 
completed forms were available through the online portal and that 
hard copies would be arriving in a few days. I would definitely 
recommend this firm to my friends and family. In fact, I want to 
take my mother there, because I think she would have a better 
experience than the one she has with her current accountant.”

The customer journey in each scenario started the same, but the outcomes were very different. You can also see how 
each experience ties into metrics and goals. After becoming customer centric, the firm will be able to measure an 
increase in referrals. A look at website analytics will also show that customers spend more time on the site, because 
they are easily able to find the answers that they seek. The firm is now presented as a trusted expert, because it shifted 
to a customer centric approach.

“When I got to the office I couldn’t believe how 
warm and friendly it felt. We met in an 
accountant’s office and sat in comfy chairs.”
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4. Identify how you will measure success

Two critical components of any successful cultural shift are setting goals and identifying related measurement methods. 
You won’t know if your efforts are making an impact unless you can measure progress along the way. When it comes to 
customer centricity, there are a range of goals that might apply, such as:

For each of the goals that you identify, determine the best way to measure success. This might be as simple as manually 
counting customer referrals each month and tracking the data in a spreadsheet or as detailed as analyzing in-depth 
website metrics that show trends in customer engagement. 

Increasing the number of customer referrals

Decreasing returns and refunds

Making it easier for customers to find answers on their own

Ensuring that every customer speaks to a live person every time that he or she calls
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5. Create a plan to cascade customer centric thinking to every employee

Putting theory into practice is one of the most difficult tasks when trying to transform a company culture. While it is 
certainly possible, it requires a targeted and sustained effort that stems from leadership and cascades throughout the 
organization. A good strategy for shifting to a customer centric culture includes:

6. Execute the cascade of customer centric thinking in an engaging way

As a key component of shifting an entire company to a customer centric culture, organizational training should be a top 
priority. One of the most engaging and effective ways to teach new skills and instill conviction is through experiential 
learning and the See/Own/Do Model. It works like this:

Your plan should include a timeline with benchmarks and milestones for the roll-out. It should also include an ongoing 
training schedule that includes both in-depth training events and periodic retention boosters. Don’t forget to add 
customer centricity training to the new-hire onboarding process as well. Once the initial push is over, and existing 
employees adopt a customer centric mindset, the new culture will carry forward as individuals feel invested in ensuring 
an excellent customer experience.

Consistent, clear communication from leadership

Leaders modeling the behavior they want to encourage

Relevant, high-quality training programs that are aligned with organizational objectives

On-the-job reinforcement tools to sustain learning after training 

See 
Understand how intentionality 
in the workplace allows for a 

more customer centric 
environment. Practice seeing 

your business through the 
lens of the customer experience.

Own
Take action by analyzing real 
company scenarios to deter-
mine the impact on results. 
Identify areas of personal 

responsibility.

Do
Identify where and how every 
employee can take personal 

action to impact the customer 
experience. Mitigate barriers 

and evaluate enablers, to 
sustain the momentum of 

customer centricity.
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Let’s continue the accounting firm example. The first step in experiential learning is to instill conviction by first defining 
and then demonstrating the importance of a customer centric culture. This applies to every employee at every level in 
the organization, which is why it is essential that each individual recognizes how their personal role can have an impact 
on the customer experience. As an illustration, let's look at it from the perspective of Daisy, an entry-level accountant:

See 
As a younger employee, Daisy tends to be more tech savvy than many of her 
colleagues. She recognizes that the competition is using more online tools to 
interact with customers and thinks the firm should be doing the same. She sees 
an opportunity to improve the customer experience.

Own 
Daisy volunteers to spearhead a committee dedicated to improving document 
transfer systems, virtual meetings, and other online tools. By having personal 
ownership of the task and being accountable for the results, she has the ability 
to impact the customer experience.

Do
Daisy is one of the newest employees at the company, but that doesn’t stop her 
from being able to take action. She has a clear framework for maintaining 
momentum. When she encounters a barrier, she knows how to overcome it. 
When she doesn’t have proper authority, she has a clear link to somebody who 
does. When she doesn’t have the right skills, she has the opportunity to delegate 
the task or learn how to do it herself.

This model can be applied to every individual in the organization and for virtually 
any type of task. The key is that individuals feel motivated and empowered to 
have a positive impact on the customer experience, because they are invested in 
the outcomes. They also have the necessary skills and an explicit framework for 
taking action. The end result is an organization that has a clear focus on customer 
centricity.
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If your organization has decided to shift to a customer centric culture, get started with help from the experts. 
Eagle’s Flight has a targeted approach that incorporates all of the above steps to help you create and implement a 
strategy that delivers lasting results.

What’s Next?

Understanding your organization
We learn about your company, your customers, and your existing documentation to help you map the customer’s 
journey.

Customizing content
We create a program with customized training materials that are consistent with your organization’s internal 
language and drawn from real-life examples. 

Supporting transition
We work closely with your team to measure impact, encourage retention, and develop leaders so that your 
organization will benefit from a full transition to a customer centric culture.

Training leaders
We teach leadership how to deliver ongoing training for new hires and implement knowledge retention strategies 
for existing employees so that you have the necessary long-term resources needed to maintain a culture of 
customer centricity.

Identifying success
We work with you to determine the milestones and metrics to help you achieve the desired impacts.

1

2

3

4

5

Success is most likely with a time-tested program that has produced proven results. Remember: A culture shift of this 
type requires more than just "a training program". Contact Eagle’s Flight today to learn more about our experiential 
learning approach and our culture transformation experience for bringing customer centricity to life  in your organization. 

GET IN TOUCH
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