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Your Comprehensive Guide to an 
Award-Winning CX Transformation

F E A T U R I N G  T R A N S F O R M A T I O N A L  P R O - T I P S  F R O M 

M E D I B A N K ,  J A X  T Y R E S  &  A U T O  A N D  I N M O M E N T
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Transformation
noun

The act or process of transforming.

The state of being transformed.

Change in form, appearance, nature, or character.

Transformation is one of those words that signals adventure, evolution, and magic. 

At InMoment, we believe we all deserve some magic in our lives—that’s why we’ve 

deconstructed some of Australia’s award-winning customer experience (CX) transformations 

to give you proven guidance to transform your CX program, and your business.
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Around the world, businesses and their customers are challenging 

how things have always been done and are looking to do things 

in a new, transformative way. With the hopes that business 

innovation will affect their bottom line, leaders are questioning 

whether their current approach is optimal and if their customer 

experience programs are giving them enough insight into how they 

need to adapt their operations to stay competitive. 
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WE’RE HERE TO HELP
“Digital transformation and a focus on customer ex-

perience can generate a 20-30% increase in customer 

satisfaction and economic gains of 20-50%.”

Read More: McKinsey & Company: What matters in cus-

tomer-experience transformations?

https://www.mckinsey.com/business-functions/marketing-and-sales/our-insights/what-matters-in-customer-experience-cx-transformations#
https://www.mckinsey.com/business-functions/marketing-and-sales/our-insights/what-matters-in-customer-experience-cx-transformations#
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Six Steps to CX
Transformation

Every brand—across industries and around the globe—has a 

unique opportunity to overhaul outdated ways of managing 

customer experiences, and move toward actually improving 

experiences for customers and employees. Achieving this is 

no small task, and often requires program transformation. 

At InMoment, we’re here with you every step of the way and 

ready to take on the challenge, together.

SET UP YOUR PROGRAM 

WITH THE END IN MIND

CREATE STRATEGIC 

LISTENING POSTS

LEVERAGE EXPERIENCE 

DATA FOR THE RICHEST 

INSIGHTS

BUILD A CULTURE OF 

TAKING ACTION

TIE EVERYTHING BACK TO 

FINANCIAL METRICS AND 

STRATEGIC GOALS

DON’T DROP MOMENTUM, 

CONTINUOUSLY IMPROVE

STEP #1

STEP #2 STEP #5

STEP #3 STEP #6

STEP #4
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How Medibank transformed their experience program by 

tackling initiatives one by one

How JAX Tyres & Auto won the CX Transformation award 

by linking CX to profit

Our in-house expert Helene James’ take on a complete 

blueprint for CX transformation

A continuous improvement framework carefully designed 

to keep your program constantly refreshed

Keep reading 
to learn:
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Meet Steve Grossrieder,   
CEO & Executive Director at   
JAX Tyres & Auto

JAX Tyres & Auto specialises in the sales 

and service of tyres, vehicle servicing, 

wheels, brakes, suspension and quick-

fitting mechanical. The brand is known 

as a “challenger” in its industry, using 

customer experience to stand out from the 

competition. After taking home the 2020 

prize for Best CX Transformation and CX 

Leader of the Year, Steve shares his pro tips 

for how to revolutionise your own program.

JAX Tyres & Auto were crowned the 
transformation winners in 2020

About the Authors:
Whether your program is just getting started or has stagnated over the years, our authors and the InMoment team of experts are the 

best in the business for helping you design innovative, continually evolving experience initiatives. In fact, for three consecutive years, 

our clients have won the award for “Best CX Transformation” through the CX Awards. You’ll recognise the award winners: 

Meet Milosh Milisavljevic 
Medibank’s Group Executive 
Customer Portfolios

Medibank is one of the largest health insurers 

in Australia, with more than 40 years of 

experience delivering better health to 

Australians. Together with the ahm brand, it 

looks after the health cover needs of more 

than 3.7 million customers. In 2018 they took 

home the prize for Best CX Transformation. 

Medibank took the prize for their CX 
transformation in 2018

Meet Helene James   
InMoment’s Senior CX Consultant 

With more than 20 years of industry 

experience in agency and client organisations 

including  Commonwealth Bank and nbn, 

Helene has worked across customer 

experience, research, insights and strategic 

planning before joining InMoment’s team of 

consultants right here in APAC. She brings 

her expertise to support clients to continually 

evolve their CX programs and to deliver 

excellence in customer experience.

InMoment were awarded CX 
Partner of the Year in 2019
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Whether you are taking on a program for the first time, or redesigning an old one, 

this is the most fundamental step of a transformation. For a lasting impact, we can’t 

emphasise enough how important it is to take the time up front to outline your CX 

vision, align it with your corporate objectives, and make a tactical strategy for how 

your CX program will ladder up to expectations.

SET UP YOUR PROGRAM 
WITH THE END IN MIND

STEP #1
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Decide what success looks like for your CX program in six months, one 

year, and three years. Without a vision to point to, it’s difficult to make any 

progress. Examples include:

OUTLINE SUCCESS:

increase in 
customer retention

increase in revenue 

per store year on year

Decide how often your team will check in to make sure you are still 

tracking toward your targets. Examples: Check in once a month with 

a program roadmap, visit these goals in quarterly board meetings—

schedule those calendar reminders!

20% 10% +10%

reduction in cost 
to serve 

Here’s What Setting Up 

A Transformation Looks 

Like In Action:

#1 SET UP YOUR PROGRAM WITH THE END IN MIND
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DECIDE WHAT ‘SOLVING FOR X’ LOOKS LIKE IN YOUR ORGANISATION:
Decide which initiative you will tackle first

Examples: Are you solving for increased revenue through customer retention or acquisition or  decreased costs? Pick one of these, which is 

your ‘X’ and make a plan for tackling financial linkage. 

Get super clear on how your customer experience program will affect 

employees. These frontline workers are your biggest resource to 

transforming customer experiences, and it’s important to help them 

understand what delivering success looks like in their unique roles. 

Examples: Develop a solid comms plan to bring staff on the journey, 

co-design and embed  processes and training for closing the loop, or 

perhaps reaching out to happy customers with a personal ‘thank you’.

CONSIDER EMPLOYEES:

Pro Tip from Helene: Ensure you understand the business benefit of transforming  customer experiences so that you can 

communicate far and wide across the business. Prepare a soundbite or elevator pitch so you are prepared to communicate 

why CX transformation is so important and what it means to people in their roles. 

#1 SET UP YOUR PROGRAM WITH THE END IN MIND
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Once you have determined what you are trying to achieve and what success looks 

like, it’s time to start listening to your customers in the moments that matter. Along 

a typical customer journey there are endless touch points—but it’s up to you to 

identify and prioritise the high impact and high emotion moments to connect to 

your valued customers from end to end. Also ensure customer listening is ingrained 

widely in your organisation.

CREATE STRATEGIC 
LISTENING POSTS

STEP #2
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You’ll need top-down support if you’re trying to transform a program, so it’s 

important that the Senior Leadership team is listening to feedback as well.

MAKE SURE YOUR LEADERS ARE LISTENING:

QUESTIONS TO ASK:

• Is customer experience part of the leadership 
meeting agenda? 

• Has my senior leadership team participated in 
customer immersion sessions? 

• How can I get customer stories in front of the senior 
leadership team? 

Here’s What This      

Looks Like In Action:

#2 CREATE STRATEGIC LISTENING POSTS
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Feed customer insights up to the leadership team and work with 

them to ensure customer stories are communicated back through the 

organisation and aligned with the overall vision of the company. This is 

critical for transformational success—people follow leaders and their 

commitment and communications can build understanding, empathy 

and engagement in teams, which drives positive cultural change.

MAKE CUSTOMER STORIES VIRAL ACROSS 
THE BUSINESS:

Pro Tip from Milosh: By launching various employee facing 

initiatives such as #customerobsessed using Yammer, 

the Customer Hero Awards and engaging all staff to 

conduct customer thank you calls, Medibank embedded 

the CX transformation into their culture. Making customer 

experience “human” in this way has resulted in a lasting 

cultural transformation: 

#customerobsessed initiative: Customer thank you calls:

*Data time period March 2017 – December 2020

1,228 posts 13,000 calls

YOUR EMPLOYEES ARE YOUR SECRET WEAPON: 

Employees are on the frontline every day listening to their own customer 

feedback. Work with them to understand what sort of improvements can 

be made. Employee listening posts will also confirm levels of internal 

engagement in the CX transformation process. We know how important it 

is that they are engaged and onboard for the journey. 

MILOSH MILISAVLJEVIC
Senior Executive Customer Strategy &
Growth at Medibank

#2 CREATE STRATEGIC LISTENING POSTS
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When you’ve listened to customers and collected their feedback, making sense of 

the data is a natural next step. You’ll need a complete view of customer data to be 

able to make informed business decisions, and decide which initiatives will actually 

move the needle. Metrics from CX surveys are only part of the whole. Depth in 

understanding that can drive true transformation is built from a range of inputs. 

STEP #3

LEVERAGE EXPERIENCE DATA 
FOR THE RICHEST INSIGHTS
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When organisations can see the big picture of customer experiences, 

employee experiences, brand interactions and competitor experiences, you 

can expect deep insights to follow. The first step to understanding the whole 

picture is to bring all your data together under one roof, so your insights and 

dashboards are complete. Then you’ll know which key metrics to monitor 

during the transformation process.

SEEK TO UNDERSTAND THE WHOLE PICTURE:

Here’s What 
Understanding Looks 
Like In Action:

Here's an example of a CX measurement framework:

• Brand tracking

• Competitive benchmarking

• Executive compensation

• Save at risk employee

• Rewards & recognitions

• Linkage analysis

• Frontline coaching

• Close loop

• Rewards & recognitions

• Drive prioritization efforts

• Inform actions planning

• Link business outcomes
MARKET

EMPLOYEE JOURNEY &

INTERACTION

RELATIONSHIP

 #3 LEVERAGE EXPERIENCE DATA FOR THE RICHEST INSIGHTS
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TEXT ANALYTICS TO THE RESCUE!

Collecting feedback is important, of course, but it can be overwhelming 

to try and read, let alone make sense of, all of the comments and rich 

stories. Text analytics is the solution. This function enables verbatim 

comments to be grouped into categories, making it quick and easy to 

see what the main themes are and access the comments related to 

each theme. Using text analytics, CX Leaders can easily highlight not 

only what needs to be improved, but also understand and share what is 

going well.

USE KEY DRIVER ANALYSIS TO UNDERSTAND 
IMPORTANT TRIGGERS: 

By aligning negative sentiment from text analytics with key driver 

analysis, you’ll see which interactions or experiences have the largest 

impact on your business outcomes. It’s also important to incorporate 

operational data that can align CX metrics to customer behaviours 

including purchase decisions and tenure. Without bringing all these 

pieces together there will be gaps in understanding, which will limit 

transformation potential.

SPREAD CX DATA EVERYWHERE:

It’s mission critical to sprinkle CX insights and data around the 

business—a process we refer to as “democratising data”. If everyone 

from the leadership team to your frontline employees has access 

to your dashboards, it makes your job a lot easier. Teams in the 

business should have a real-time understanding of how customers 

are experiencing your brand. Showing teams their personal CX impact 

is usually a powerful motivator for encouraging timely action and 

understanding the “why” behind recurring problems. 

 #3 LEVERAGE EXPERIENCE DATA FOR THE RICHEST INSIGHTS
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Pro Tip from Steve: You can definitely make 

a big CX impact even with a small team. You 

might be surprised to learn that JAX’s CX team 

isn’t huge. In fact, JAX has only two in-house 

resources dedicated to CX, and they are rockstars 

at their jobs. The business relies heavily on the 

InMoment partnership model as a resource, and 

together we’ve launched and embedded a first-

class experience improvement initiative that is 

continuously improving.

OVERLAY WITH EMOTION: 

Sentiment analysis is the next big thing when you’re moving 

from “managing” experiences, to actually improving them. 

Overlay emotion analysis like “annoyed” or “happy” to 

understand what customers are really feeling. Sarcasm is harder 

to read than you think!

 #3 LEVERAGE EXPERIENCE DATA FOR THE RICHEST INSIGHTS
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Transformation follows from designing a strong foundation, listening to customers, 

and understanding your data. Transformation means taking action, and taking 

action requires a bit of work. Let us help you work smarter, not harder, to transform 

your experience program.

STEP #4

BUILD A CULTURE 
OF TAKING ACTION
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Here’s What 
Understanding Looks 
Like In Action:

Closing the inner loop means creating new processes for tackling 

improvement opportunities with your frontline employees. This could look 

like addressing a root cause you’ve identified in service recovery, bringing 

up customer stories in team huddles, or coaching employees on how they 

can improve customer service. The trick is not just talking about change, but 

actually taking action. 

TAKE STEPS TO CLOSE THE INNER LOOP:

Pro-Tip from Milosh: At Medibank, internal focus and 

accountability for customer experience started with building 

NPS metrics into every employees’ KPIs. The business 

then empowered teams with Voice of Customer insights 

that were relevant to their area of impact. They were sure 

to spread access to customer feedback far and wide to 

support excellent experiences.

#4 BUILD A CULTURE OF TAKING ACTION
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CONTINUE TO CLOSE THE OUTER LOOP:

According to InMoment’s expert, Helene, best practice is taking this one 

step further and closing the outer loop as well. If your frontline teams have 

identified a recurring issue that can’t be resolved, it’s time to bring in the 

customer council. This cross-functional team can look at the systemic issues 

across the business, prioritise improvements, and align resources with action. 

When you’ve done all the work to collect feedback, customers also need to 

know you’re hearing what they are saying and that you’re taking their insights 

on board.

DESIGNATE CUSTOMER CHAMPIONS:

We all know someone who is keen to get involved. Perhaps it’s someone 

from a different team who asks thoughtful questions in customer experience 

huddles, or perhaps it’s someone who has put their hand up for more 

responsibilities. These are the people you need as customer champions. 

Their passion for customers and behind-the-scenes understanding of your 

program will make sure your CX efforts are taken further than you could have 

gotten alone. Organisations that have customer champions will transform their 

programs more quickly, as they help to break down silos and include different 

CX perspectives across the business.

ENCOURAGE CULTURE SHIFTS WHEREVER 
POSSIBLE:

What we’re ultimately looking for in the action stage is a culture shift. If your 

leadership team is aligned with your objectives and telling customer stories, 

rewarding positive behaviours from employees who go above and beyond, 

then CX will become infectious. People will engage. Cultural shifts go hand-in-

hand with successful transformations.

Loyal
Customers

Investment in Employees

Great Customer
Experience

Strong Financial
Results

Lower Employee Turnover

Engaged 
Employees

#4 BUILD A CULTURE OF TAKING ACTION

CX Transformation Begins With Your Employees

Prouder Employees
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Pro-tip from Steve: Steve leads the way at JAX by 

showing how important CX really is. Using VoC insights, 

Steve re-designed the retail positioning of the brand 

to promise consumers the best possible quality and 

service. The JAX leadership team has also developed a 

franchisee KPI framework based on service excellence 

and operational effectiveness. Once a franchisee exceeds 

these goals (key metrics include: NPS target, reaching 

out to unhappy customers and closing the loop, and 

achievement of sales targets), franchise and marketing 

fees are reduced by up to 25% for each quarter.

#4 BUILD A CULTURE OF TAKING ACTION
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When you designed your experience program, you defined what success looks like. 

Whether success looks like customer retention, lowering your cost to serve, attracting 

new customers, or something else, you will likely be accountable for showing the 

value of the program. We get it—businesses want to prove that customer experience 

is actually bringing in a return on investment. Realisation of these benefits is the final 

piece of the puzzle in the transformation framework.

STEP #5

TIE EVERY THING BACK TO FINANCIAL 
METRICS AND STRATEGIC GOALS
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Here’s What Realising 
Business Benefits Looks 
Like In Action:

Our experts suggest to over-communicate expectations early so your 

leadership team understands the relationship between excellence in CX 

delivery and corporate outcomes. They should also understand how much 

time is realistically expected to start seeing wins, as well as what the plan 

is for showing a return on experience investment.

SET EXPECTATIONS EARLY:

Pro-tip From Steve: JAX Tyres & Auto has been able 

to crack the code on financial linkage between CX and 

profitability. The business established a baseline for 

franchisees and watched how NPS affected each store 

owner. Over time, JAX was able to demonstrate a direct 

link between CX and higher profits. Franchisees who 

achieve higher NPS scores are showing an additional 

gross profit per month on average of up to $52,000.

#5 TIE EVERY THING BACK TO FINANCIAL METRICS AND STRATEGIC GOALS
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INCREASE 
REVENUE

Reduce Sales Deflection

Improve Win Rate

Access To New Prospects

Up-Sell & Cross-Sell

Drive  Product Innovation

Price Optimisations

Higher New Sales

Higher Margin

DECREASE 
COSTS

REDUCE

Reduce Churn

Increase Tenure

Lower Cost To Serve
Reduce Warranty & Recovery

Reduce Warranty & Recovery

Reduce Failure Demands Costs

Reduce Failure Demands Costs

Differentiate Services Levels

Differentiate Services Levels

Lower Cost To Sell

Lower Cost To Operate

Less Working Capital

Optimisations Logistics Expense

Focus Marketing & Promotional  Spend 

Product Design For CX

Increase Tenure

ROI

Higher Core Sales

Higher Retention

YOU’VE GOT TO LINK CX 

AND PROFIT:

 We know it’s not easy, but linking profit 

and customer experiences is not as 

tricky as you think. JAX was able to show 

how CX improvement is impacting the 

cost to serve each customer, customer 

retention and acquiring new customers.

#5 TIE EVERY THING BACK TO FINANCIAL METRICS AND STRATEGIC GOALS
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At InMoment, we know how easy it is for programs to stagnate over time. The key to 

taking an experience program past metrics is to move beyond monitoring customer 

feedback and stories and focus on the formation of actionable plans for changes 

informed by them. Customer narratives contain meaning that companies can use 

to diagnose both superficial and deep-seated problems, define remedies to those 

problems, positively impact the bottom line, and create more meaningful experiences. 

STEP #6

DON’ T DROP MOMENTUM, 
CONTINUOUSLY IMPROVE
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WHAT IS THE INMOMENT CONTINUOUS 
IMPROVEMENT FRAMEWORK? 

InMoment’s Continuous Improvement framework is just as it 

sounds: a framework designed to help any program continuously 

deliver business value and continuously evolve. The framework is 

a primary cornerstone for any brand to achieve CX transformation, 

whilst supporting strategic objectives and business targets 

along the way.  For true business transformation, a continuous 

improvement framework is key. 

If you’re ready to move beyond simple surveys, staring at an NPS 

score and stagnating improvement initiatives, it’s time to take on a 

CX transformation. 

#6 DON’ T DROP MOMENTUM, CONTINUOUSLY IMPROVE

InMoment’s 
Continuous 

Improvement 
Framework

CONTINUOUS IMPROVEMENT FRAMEWORK 
STRATEGIC CX PARTNERSHIPS

SUSTAINABLE SUCCESS

+ 

=
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AUSTRALIA
+61 (2) 8397 8131

About InMoment

Improving experiences is why InMomentTM exists. Our mission is to help our clients improve experiences at 

the intersection of value—where customer, employee, and business needs come together. The heart of what 

we do is connect our clients with what matters most through a unique combination of data, technology, and 

human expertise. With our hyper-modern technology platform, decades of domain authority, and global 

teams of experts, we uniquely deliver a focus on Experience Improvement (XI) to help our clients own the 

moments that matter. Take a moment and learn more at inmoment.com

NEW ZEALAND 
+64 9 884 8500

SINGAPORE 
+65 3165 4326
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Our InMoment Client Success Managers and Consulting Team helped the 

Medibank team and the JAX Tyres & Auto team design award-winning 

transformational programs—and we can help you, too

CONTACT US:
INFOAPAC@INMOMENT.COM

We’ll Take On The Challenge With You

https://inmoment.com/en-au/
https://www.linkedin.com/company/weareinmoment
http://
https://www.facebook.com/WeAreInMoment/

