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Improving Experiences 
for Employees (and 
Therefore Customers): 

Michael Lowenstein, Ph.D, CMC, CCXP, Senior Director, EX Consulting, InMoment

A Trajectory Template
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There is a clear path to greater, more 

progressive employee experience, 

insights and greater stakeholder 

centricity for any organization, and it 

begins with understanding the concept 

of Experience Improvement (XI) as it 

proceeds and matures.

The most basic definition of employee 

experience often has to do with overall 

happiness on the job (or what is generally 

understood as employee satisfaction). 

Subsequent stages in EX maturity build 

upon that first step. Exploring that 

progression, and how it will lead to 

Experience Improvement for everyone in 

your organization’s universe, is the focus 

of this discussion.

.

Every successful business outcome greatly benefits from 
having a reliable, flexible, actionable, and amply proven 
template and improvement guide. This is as true for employee 
experience (EX) as customer experience (CX).
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Employee satisfaction typically 

encompasses basic job functions like 

compensation, workload, flexibility, 

teamwork, resource availability, and so 

forth. It’s built on the basic premise that 

if employees are happy, they will be 

productive and remain with their employer. 

Satisfied employees, then, are generally 

non-aspirational and remain positive if 

things stay pretty much the same. Much like 

customer satisfaction, employee satisfaction 

is largely attitudinal and tactical.

A major challenge with employee 

satisfaction, though, was identified some 

time ago. Companies want to keep 

employees happy and reduce turnover, of 

course, but it was found that programs 

and strategies that support improved 

satisfaction can often result in demoralized 

staff (especially among employees who 

either want to perform at higher levels 

or are unmotivated to contribute more). 

Even consultants and professional HR 

associations like the Society for Human 

Resource Management have determined 

that even high-level satisfaction doesn’t 

necessarily mean closer connection 

to the employer or greater employee 

performance.   

Here’s a brief example of what can occur 

through satisfaction-based initiatives, 

irrespective of intentions.  A large 

national financial services company, 

concerned that it was experiencing over 

30% turnover among new employees, 

decided to give them a 13% bonus. Those 

employees who were ‘satisfied’ happily 

took the additional money, but the end 

result was no discernible decrease in churn.

Providing the Basics, 
but Little More

E M P LOY E E  S ATI S FAC TI O N :
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The predominant EX construct that 

most organizations follow these days 

is, at its core, to consider employees as 

necessary costs of doing business. The 

overall objective of this construct is to 

optimize employees’ overall fit, utility, and 

productivity within the enterprise. This 

construct is engagement, which also 

seeks to quantify emotional and rational 

job satisfaction (as well as motivation to 

think, feel, and act). The principal intents of 

employee engagement, then, are to identify:

Engagement, however, represents a 

melange of loosely related concepts and 

ideas rather than a single, objectively 

defined term; as a result, it only marginally 

impacts customer experience and 

downstream behavior. In 2006, The 

Conference Board published “Employee 

Engagement:  A Review of Current 

Research and Its Implications”. According 

to findings in this report, a total of twelve 

major studies on employee engagement 

had been published over the prior four 

years by top research firms. Each of the 

studies used different definitions and, 

collectively, came up with 26 key drivers 

of engagement. For example, some of the 

studies emphasized underlying cognitive 

issues, while others addressed underlying 

emotional issues.

What is absent from these drivers, though, 

is a focus on how employee behavior 

connects to, and drives, customer 

experience. And, though these findings 

from The Conference Board’s research 

Doing What (Almost) 
Everybody Else Does 

E M P LOY E E  E N G AG E M E N T: 

are, as of this writing, close to 20 years 

old, the concept of engagement still puts 

very little emphasis on employees’ role(s) 

in customer focus and value delivery. In 

other words, though many companies 

might infer that happy employees equal 

happy customers, that relationship isn’t 

necessarily real or causal.

Further compromising the enterprise 

value and actionability of engagement is 

the fundamental issue of measurement. 

Again, there has never been a reliably clear 

and consistent definition of employee 

engagement on which to base performance 

since the term was first coined by an 

academic almost 30 years ago. Combine 

that with the current job market landscape, 

and it’s clear that employee engagement 

can no longer be considered a sufficient 

behavioral standard or organizational goal.

• What originally drew 

individuals to the company

• What keeps them there

• What they see as their jobs and 

how involved they are in them

• How aligned they are with the 

company’s overall business 

goals and culture
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Employee commitment represents that 

which most directly shapes and creates 

the full (and current) EX landscape. It 

considers employees actively contributing 

stakeholders who are connected to 

company culture, derive fulfillment and 

purpose from their work, and create value 

for customers. Fundamentally, the concept 

of commitment recognizes and leverages 

the employees and their behavior as highly 

valued enterprise assets and contributions 

to business outcomes. 

Essentially, commitment draws on key 

elements of both behavioral science and 

behavioral economics—emphasizing an 

employee's emotional connection to the 

culture, goals, practices, and customers 

of the enterprise—as critical operating 

resources. Employees have become center 

Joining the Ranks of the 
Advanced and Progressive

E M P LOY E E  CO M M IT M E N T:

stage in optimizing customer behavior and 

perceived personal benefit in this stage, 

and have three key traits here:

Commitment to the organization itself, 

its purpose, and its culture

Commitment to the organization’s 

value proposition, its products, and  

its services  

Commitment to the organization’s 

customers and fellow employees

The HR objectives of staff fit, alignment, 

and productivity emphasized in employee 

satisfaction and engagement are also 

important in employee commitment; 

however, this stage of the employee 

experience maturity journey recognizes 

the extent to which employees are in direct 

and indirect contact with, and providing 

benefit for, customers. Employees should 

be enthusiastic and actively supportive 

representatives of the brand. If, today, 

employee satisfaction and engagement are 

not designed to meet this critical objective 

of the customer experience, then customer-

perceived value and customer experience 

will almost assuredly be impacted.

Employee commitment behavior (and 

the culture, processes, and programs that 

support it) produce consistently stronger 

business outcomes (lower staff turnover, 

more effective experiences for customers, 

greater loyalty behavior, etc.) in both hard- 

and soft-cost terms. This more progressive 

approach to EX also enables companies 

to directly link, and intersect, employee 

behavior with customer behavior, making 

it more powerful than either satisfaction or 

engagement in creating brand equity. 

But there’s even more for truly ambitious, 

stakeholder-centric organizations and 

employees to attain here, and that’s the 

last, and ultimate, stage of our Experience 

Improvement journey: employee advocacy.

1

2

3
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Becoming One of 
the World’s Best

E M P LOY E E  A DVO CACY:

The select brands and organizations that have implemented employee advocacy and 

its correlating outcomes use stakeholder value creation as the central flow point for 

operations, processes, and culture. Emotional foundations, experience memories, and how 

employees communicate them play a much greater role in employee behavior here (as 

almost defacto personas). This can be viewed on the following chart, which identifies levels 

of both customer and employee value:

CUSTOMER EMOTIONAL HIERARCHY: PERSONA GROUPS

(Social/

Very Positive)

Happy, Pleased

(Commitee/Actively Positive)

Trusting, Valued, Cared For, Safe, 
Focused

(Passively Positive)

Stimulated, Energized, Indulgent, 
Interested, Exploratory

(Social/Negative to Very Negative)

Unsatisfied, Irritated, Stressed, Neglected, 
Dissapointed, Unhappy, Hurried, Frustated

ADVOCATE

DESTROYER/SABOTEUR

ATTENTIVE

RECOMMENDER

EMPLOYEE EMOTIONAL HIERARCHY: PERSONA GROUPS

(Social/

Very Positive)

Happy, Pleased, Loved, Joyous

(Commitee/Actively Positive)

Trusting, Valued, Cared For, Safe, 
Focused

(Passively Positive)

Stimulated, Energized, Indulgent, Interested, 
Exploratory, Fearful, Anxious

(Social/Negative to Very Negative)

Unsatisfied, Irritated, Stressed, Neglected, Angry, Dissapointed, 
Unhappy/Sad, Hurried, Frustated

AMBASSADOR

AMBIVALENT

LOYALIST

DESTROYER/SABOTEUR
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Organizations can use employee advocacy 

to identify the drivers behind employees’ 

emotional and rational commitment to both 

their own experience and that of customers. 

In some instances, though, brands and 

groups will emphasize social media, image, 

and other related factors as vital facets 

of employee responsibility. Such factors 

certainly have their value, of course, but 

understanding them doesn’t automatically 

correlate to meaningful Experience 

Improvement.

The advocacy concept optimizes employee 

commitment to the organization, its goals, 

its value proposition, and its customers.  

Recognition has become especially 

pronounced in recent years, at least in 

part due the upheaval produced by the 

COVID-19 pandemic and subsequent 

Great Resignation. This, and the impact 

on employee dynamics, has incentivized 

many brands to finally invest substantially 

in a previously underfunded (or unfunded) 

myriad of employee support resources.

Additionally, advocacy creates a state 

in which every employee is tasked with 

delivering customer value as part of not 

just his/her job description, but as part of 

their broader role within the enterprise. 

Customer value is delivered irrespective 

of employee location, function, or level. 

In short, everyone from frontline teams 

to CEOs must understand how their role 

affects customer experience and remember 

that it does so regardless of how far they 

are from the front lines.
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Summarizing the Stages, and Trajectory, of 
Experience Improvement

No matter in which of these stages your organization currently resides in its journey to 

Experience Improvement, it’s imperative to regularly assess both goals and priorities, 

understand what each of these steps has to offer, and then work toward a culture of employee 

commitment and advocacy.  A combination of recent talent landscape dynamic events 

and extensive research has cemented the notion that merely satisfying your employees is 

insufficient for retaining them or making them feel valued (let alone improving employee or 

customer experience).

We have created a guide, or playbook, that organizations can follow as they pursue employee 

experience improvement:

By adopting this more progressive and outcomes-oriented set of approaches, organizations 

can create commitment within their employees, adopt an advanced culture of stakeholder 

experience centricity, and continuously achieve Experience Improvement for themselves and 

their customers. The benefits, and the human connections underlying them, are immense.

Measure
An annual or bi-annual 

HR initiative reported out 

on executive balanced 

scorecards

Ex.: EX Kickstarter

Manage
HR teams seek to fulfill inquiries 

from engagement survey with more 

data / surveys, building “programs” 

around employee lifecycle, key 

organizational initiatives, etc. 

Ex.: Lifecycle management, EX 

pulse surveys

Democratize
HR teams work to democratize 

insights and consult with functional 

teams to drive understanding of 

engagement drivers and drive action 

planning for improvement. 

Ex: Strategic Insights Review, 

InMomentAI

Engage Stakeholders
Focus for change begins to move 

from HR to leaders. Leadership 

development, coaching becomes a 

focus as leaders are expected to work 

with their teams to drive change 

Ex: Action Planning, EX Consulting, 

Communication Planning

CX-EX LinkagePeople 
as Business Drivers, Not 
Costs
Employees begin to trust that their 

voice matters and seek additional 

opportunities to share insight about 

themselves AND customers. Think of 

employees like you do customers. 

Ex.: Employee Viewpoint

ROI
Leaders prioritize additional effort 

and begin seeking the “why” behind 

the program, driving deeper linkage 

between people, operational, and 

financial metrics

Ex.: Employee Churn / Retention

Optimum Culture of 
Commitment
Employee voice is considered critical input 

to all business improvement initiatives. 

Deeper analytics, including predictive, 

seek to inform employee and customer 

retention, growth, and expense reduction 

efforts.

Ex.: Predictive Intelligence

PROGRAM MATURITY ENGAGEMENT - EX COMMITMENT - EX/CX ADVOCACY - XI
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About InMoment
Improving experiences is why InMoment 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.

To demo a product or to contact us call:

NORTH AMERICA
+1 385 695 2800

APAC
+61 (2) 8397 8131

UK & IRELAND
+44 121 296 5245

GERMANY
+49 (0) 40 369 833 0

Or email us at sales@inmoment.com

https://inmoment.com/
https://www.linkedin.com/company/weareinmoment/
https://twitter.com/WeAreInMoment
https://www.facebook.com/WeAreInMoment/

