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Making CX change happen 

A wide range of people, from many 

different companies, spent a fascinating day 

at Nationwide’s HQ understanding how 

each other approached CX and exploring 

shared issues and challenges. 

 

Ailsa Charter and Louise Harrington, from 

Nationwide, kindly hosted us and talked 

about the evolution of CX within 

Nationwide; how they made CX a core way 

of working how they do customer journey 

design and mapping.  Their Innovation 

Team also shared 

with us their New 

Product 

Development and 

delivery process and 

finally we immersed 

ourselves in the 

Customer 

Experience House - 

going through a 

simulated customer journey. 

Another really interesting part of the day 

was crystallised by the opening question: 

“What is the number one CX issue facing 

you at the moment?” 

It quickly became apparent that the most 

prevalent issue was the challenge of 

creating traction and momentum for CX 

change in the organisations represented.  

There were various reasons and solutions 

shared which we will explore later on.  

 

The Customer Experience at Nationwide 

Nationwide created its CX function shortly 

after the 2010 credit crunch.  It was 

recognised that superior customer service 

was their competitive advantage, and a 

strategic imperative, at a time when all 

financial institutions suffered from low 

public esteem.  

Delegates were amazed that Nationwide 

started in 2012 with a team of 25 FTE.  

Rather than utilise resource in other 

departments, the CX team was allowed to 

recruit its own specialists to perform MI, 

insight etc.  They 

were an independent 

function, rather than 

an arm of Marketing 

or Operations, and 

able to operate at 

speed without having 

to compete with 

existing priorities for 

resource. 

Despite this considerable clout it took some 

18 months for CX to really take root, but 

with perseverance people started to see the 

Nationwide’s CX story 
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value of CX and began to come to them with 

projects that required their support.  

The internal demand for their services saw 

the CX team grow to 60 FTE by 2014.   The 

scale of investment in 

CX at Nationwide was 

inspiring, it showed 

what is possible and 

raises the bar for 

many organisations.  

Some key pillars to 

their success were: 

• Persistence 

• Being an independent function (and so 

less tainted by fears of political bias) 

• The development of the Customer 

Experience House which gave a distinct, 

physical embodiment to the CX work 

(see below). 

• The support of a specialist Agency which 

leant further credibility to some of their 

foundational work and principles. 

• The support of their SMT. 

Three important events happened in 2016; 

the arrival of a new CEO who created CX as 

one of his 5 strategic principles, a new 

appointment in CX to lead a strategic review 

(Ailsa Charter) and the completion of a CX 

Maturity audit.  It was decided that CX was 

so imbedded in BAU that the CX team 

should be disbanded and absorbed into 

every function of the business.  The vestigial 

CX team now has responsibility for 

managing internal training of CX skills (like 

mapping) and of the CX House. 

Innovation at Nationwide 

Given the accelerating speed of global 

change the Innovation team see one of their 

most important functions as being the 

reduction of the cycle 

time from problem 

definition to launch. 

They shared how they 

go about rapidly 

developing prototype 

services.  Their 

philosophy to development will be familiar 

to many CX professionals who will use a 

similar approach to Service design: 

• Use small cross functional teams to 
maximise the diversity and depth of 
thinking  

• Keep the customer central to design 
thinking 

• Keep prototype development fast 
and cheap 

• Collaborate with third parties 
(including potential competitors) 

• Test concepts 

• Learn and iterate 

The Customer Experience House was 

established in a facility next to a full size 

branch used for training, near their HQ.  No 

professional designers or agencies were 

used.  Furniture was bought from Ikea and 

large format pictures of a kitchen and sitting 

room gave the space a domestic feel. 

The House and branch are both used in 

customer journey simulations.  All customer 

journey mapping and design is done there.   

Staff are invited to play the part of a specific 

customer persona and to go through every 

“Your CX team needs to be in 

bed with your innovation 

function.” 
Ailsa Charter 

Membership Propositions Strategist 
Nationwide 
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step of a journey; at home, online, over the 

phone and in-branch. 

Delegates immediately engage at an 

emotional level with the customer 

experience.  Nationwide shared how 

motivated, even angry, staff felt when they 

discover parts of the customer journey that 

don’t meet up to their expectations.  

Failings that may have existed and been 

tolerated by the business for years are 

surfaced and staff leave motivated and with 

a clear understanding of how the 

experience needs to change. 

 

 

Key Issue : Creating traction and 

momentum for CX change  

Most delegates found it tough to create 

traction and momentum for their CX 

mission.  For some the block was caused by 

a poor understanding of what CX is, or 

unrealistic expectations of the role of a CX 

team and how quickly it could affect cross 

functional change.  For others it was cultural 

or structural barriers that had hampered 

development. 

Delegates offered up a number of solutions 

to these problem based on their own direct 

experience. Here are some of those 

learnings: 

1. A small CX team cannot do change 

TO an organisation of thousands.   

In most organisations the CX team 

deliver strategy, insight, analysis and 

planning.  They then help shape, 

facilitate and provide specialist resource 

to cross functional working groups who 

are directly responsible for delivering 

the experience.  This front-line team 

does the detailed design and 

implementation work facilitated by the 

CX specialists.   

The role of the SMT is to make sure the 

functions provide the resource to these 

cross functional working teams.  The CX 

team or Programme Office are usually 

responsible for reporting back progress 

to the SMT. 

The 2017 McKinsey report ‘The people 

power of transformations’ provides 

useful information about different 

responsibilities through an organisation. 

2. Don’t tell, show  

Nationwide demonstrated the power of 

the CX House to educate colleagues.  For 

example over 200 people worked 

through the key Current Account on-

boarding journey from the CEO down to 

front line staff.   

It is almost always easier for people to 

get what CX is by doing it rather than by 

hearing the theory.  One delegate spoke 

about the rolling schedule of customer 

journey mapping that they do with 



 

- 5 - 

different divisions of their business.  

They get colleagues to map journeys 

they are directly involved in and they 

share examples of the work other teams 

have done. 

Another delegate talked about the 

importance of producing prototypes of 

new digital touchpoints they are 

developing.  There are many free or 

cheap prototyping apps available and 

only by showing people what it might 

look like and do does it become tangible 

and gain traction. 

3. Build bridges 

The differences between different 

functions was discussed; marketing and 

‘no non-sense 

operations’ folk for 

example.  A number of 

people shared how 

they have helped build 

bridges between these 

teams including co-location, buddy 

systems with mutual teach and learn 

exchanges plus the importance of 

simple road visits. 

4. Don’t be frightened to challenge 

the SMT 

One delegate shared that an important 

part of his job is to challenge senior 

colleagues so they understand the gap 

between rhetoric and reality.  Using CX 

data he is able to quantify how often 

service falls below the standards the 

business aspires to and to calculate the 

cost of that error in terms of complaints 

and reduced retention.  By repeatedly 

using these arguments was able to build 

awareness of the scale of change 

required. 

Key Issue : Getting the necessary 

resource to foster change. 

The second part of making change happen 

was a widely shared experience that it can 

be very difficult to compete for the 

necessary resource to gain momentum.  

Again delegates had a number of positive 

experiences to offer. 

1. Develop a CX roadmap   

This is one of the most common briefs 

CJC get from Clients and many people in 

the room had recently, or were in the 

process of 

developing their own 

roadmap. It was 

agreed that this is 

one of the first and 

most important 

steps for any CX 

team.  Getting buy-in from across the 

senior management team can be a long 

and winding road but until a broad 

direction and key milestones are agreed 

meaningful progress is difficult. 

2. Start small, start smart - but don’t 

be frightened to just start 

At the same time as recognising the 

importance of an approved plan many 

delegates spoke about the importance 

of just starting and being prepared to 

‘ask for forgiveness’ later if necessary.  It 

was recognised that the task of 

improving the CX across an organisation 

“One of the things that 

destroys CX is the 

search for certainty.” 
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is daunting.  It will take people out of 

their comfort zone and that many will 

have to “put their fear aside side and 

just start”.   

Others took a more cautious note and 

spoke about needing to: 

• Start with small projects or pilots 

with a tightly defined scope and 

strong metrics 

• Initially, do lots of small iterative 

changes 

• Start with the worst customer 

journey so you know you can make 

an impact. 

3. Build credibility 

Many felt that their CX function had yet 

to build credibility and that without it 

their requests for money and time were 

easy to ignore. 

4. Business case 

Most delegates felt it would be difficult 

to construct a business case that would 

allow them to compete with other 

urgent business priorities.  Some felt 

that the demand for a direct, immediate 

bottom line benefit from a CX change 

can be impossible to prove preventing 

companies from doing the right thing. 

These sentiments suggested that a 

commitment to CX is an article of faith. 

Our view is that a business will only 

commit to CX if three conditions are 

met: 

1 – a belief it is strategically 

important (to create a competitive 

advantage, meet rising customer 

expectations, improve digital 

capability and so forth).  

2 – It can be shown to be financially 

positive 

3 – Staff are emotionally engaged in 

the customer’s experience (i.e. they 

care and want to do the right thing)  

5. And finally what about when 

there’s no burning bridge? 

A few people spoke about the lack of a 

burning bridge, or working in markets 

with limited competition, high entry 

barriers to new competitors or with very 

long planning cycles. 

CJC sees many companies whose 

ambition is to be no worse than their 

direct competitors. For them the 

burning bridge is likely to come swiftly 

and from an unexpected direction. 

There is plenty that a CX team can try to 

do in this situation such as to: 

• Try and build an emotional 

connection to the ambition of being 

the best company they can 

• Highlight the now legion examples 

of giants who have fallen suddenly 

and spectacularly because they 

failed to read the winds of change  

• Point out the speed with which 

customer expectations and habits 

are changing.  

Is it worth doing? 

Is it important to do? 

Do I want to do it? 


