
Business Units & Customer-centric Strategy 
Introduction 
Customer satisfaction and loyalty are very important for businesses to succeed. 
Companies that focus on customers can build strong relationships and grow. But being 
customer-focused requires more than just commitment from leaders. It needs all parts of 
the business to work together. 

This chapter looks at how important it is for different departments to support a customer-
focused strategy. The chapter provides ways to do this. It covers building a customer-
centric culture, empowering employees, using customer feedback, and designing 
customer-friendly processes. The chapter features case studies on Amazon and Zappos. It 
also addresses challenges and how to measure the impact of being customer-centric. 

Techniques for Collaborative Alignment 
Establishing a Shared Vision and Goals 
Getting departments to support a customer strategy starts with a shared vision and goals. 
The vision of satisfying customers must be communicated to all employees. They need to 
know their role in putting customers first. Leaders should explain how the company’s 
success depends on happy customers. They should show how each department 
contributes.  

To strengthen the shared vision, companies should set clear customer satisfaction goals. 
These goals should be specific, measurable, achievable, relevant, and time-bound 
(SMART). Spreading these goals to each department and employee ensures everyone 
works together. It keeps efforts focused on the customer strategy. 

Encouraging Cross-functional Collaboration 
Delivering a great customer experience depends on departments working together. 
Companies should have teams with people from different areas, like marketing, sales, and 
service. Bringing together various skills and views helps identify and meet customer 
needs. This leads to new solutions that improve the customer experience. 

Regular meetings between departments encourage collaboration and sharing. They let 
employees exchange customer insights, ideas, and best practices. Open communication 
breaks down barriers and keeps all departments working toward the same customer goals. 

Sharing Customer Data and Insights 
To make customer-focused choices, all departments need access to customer data and 
insights. Companies should have a central database that combines feedback from surveys, 
social media, purchases, and service records. All employees should be able to use this 
data. It gives them a complete view of customer preferences and problems. 



Sharing customer insights helps departments work together to improve. For example, if 
the service team finds a common problem, they can tell the product team. Together, they 
can find a solution. Leveraging customer data collaboratively leads to smarter decisions 
that match customer expectations. 

Aligning Incentives and Performance Metrics 
To stress the importance of customers, incentives and performance measures should be 
customer-focused. Tie rewards to actions that satisfy customers, like resolving issues or 
getting positive feedback. Link bonuses to projects that enhance the customer experience. 
Associating incentives to happy customers motivates employees to prioritize their needs. 

Along with incentives, set customer-centric goals for each department. These should 
gauge how their work affects customer satisfaction and loyalty. Marketing can track 
engagement and lifetime value. Service can monitor resolution rates and satisfaction 
scores. Aligning metrics with customer goals holds departments accountable. It tracks 
progress on the overall customer strategy. 

Case Study 1: Amazon’s Customer-centric Approach 
Amazon is known for being customer-centric. Founded in 1994, it has always prioritized 
customer satisfaction. Its business model is built around providing a great customer 
experience. Amazon succeeds by getting all departments to focus on the customer. 

One way Amazon encourages collaboration is its “working backwards” process. This 
starts with the customer to define products that meet their needs. When developing 
something new, teams write a press release. It describes the customer problem, the 
solution, and the benefits. Sharing this with other teams for input ensures everyone works 
toward customer needs. 

Amazon also emphasizes gathering and using customer feedback. It collects feedback 
from reviews, service interactions, and social media. This is analyzed and shared so 
teams can find improvement areas. Amazon’s commitment to acting on feedback shows 
in its evolving products. Their goal is to improve constantly the customer experience. 

Another way Amazon aligns around customers is through metrics and incentives. It 
tracks many customer measures, like satisfaction scores and on-time delivery. These 
evaluate the performance of employees, teams, and departments. They are tied to 
rewards. This linkage between metrics and incentives to satisfaction motivates everyone 
to put the customer first. 

Key takeaways from Amazon’s customer approach include: 

Start with the customer to define products and services that meet their needs. 

Share feedback and insights to involve all teams in development and improvement. 

Continuously gather and act on feedback to enhance the customer experience. 

Tie metrics and incentives to satisfaction to motivate customer-focused decisions 
and actions. 



Building a Customer-centric Organization 
Embedding Customer-centricity in the Organizational Culture 
Building a customer-centric company takes more than a few tactics. It requires making 
customers the focus of the culture. Culture refers to the shared values and behaviors that 
shape how employees think and act. Thus, a customer-centric culture is one where 
everyone prioritizes the customer experience. 

To embed this into the culture, leaders must set the example. Executives should 
consistently show commitment to customer satisfaction through words and actions. They 
should stress the prizing of customers in meetings and communications. Leaders should 
actively seek and use customer feedback to guide decisions. 

Besides leading by example, companies must include customers in their values and 
mission. The values should clearly state the importance of putting customers first. The 
mission should express how the company aims to benefit customers. Codifying customer-
centricity in values and mission keeps it a top priority for everyone. 

Empowering Employees to Prioritize Customer Needs 
A customer-centric culture also means empowering employees to put customers first in 
their work. This involves providing the training, resources, and authority to make 
customer-focused decisions and solve issues. 

Companies should offer regular training on service skills, empathy, and problem-solving. 
Tailor this to the specific needs and challenges of each role and department. This ensures 
employees can deliver excellent customer experiences. 

Besides training, provide employees with resources to serve customers well. This may 
include access to customer data, collaboration tools, and streamlined processes. 

Finally, empower employees to own customer issues and prioritize their needs. Give 
them the autonomy to deviate from standard policies when needed to resolve problems. 
Trust employees to use judgment and act in the customer’s best interests. This fosters a 
culture of customer-centricity and innovation. 

Continuously Gathering and Acting on Customer Feedback 
A customer-centric company constantly seeks and acts on customer feedback. Feedback 
provides valuable insights into what customers like, dislike, and expect. It helps identify 
areas for improvement and innovation. 

To gather feedback, implement multiple channels. Examples might be surveys, social 
media, service interactions, and focus groups. Make it easy for customers to provide input 
and actively encourage them to do so. 

Regularly analyze and share the feedback collected across the company. This keeps all 
departments informed about customer needs and preferences. It helps spot opportunities 



for improvement. Establish processes to review and act on feedback insights. Hold cross-
functional meetings to discuss and plan actions. 

Taking action on feedback is critical to show commitment to customers. When customers 
see their input is heard and used, they feel valued and loyal. Communicate the changes 
and improvements made based on feedback internally and externally. This reinforces the 
customer-centric culture and builds trust with customers. 

Designing Processes and Systems Around Customer Needs 
To put customers at the center, design processes and systems around their needs. Look at 
every interaction from the customer’s view and optimize for ease and satisfaction. 

Streamline customer touchpoints to reduce friction and effort, for example. Simplify 
online checkout and reduce service wait times to make it easy. Offer self-service options 
to improve the experience and build loyalty. 

Streamline internal processes to focus on customer needs. Also, dismantle silos to boost 
teamwork and data sharing. Use cross-functional teams to meet customer needs fully. 
Aligning processes with customer needs ensures everyone aims for their satisfaction. 

Case Study 2: Zappos’ Customer-centric Culture 
Zappos, an online retailer, is known for exceptional service and a customer-centric 
culture. Founded in 1999, it is built around delivering happiness to customers and 
employees. 

One way Zappos puts customers first is through empowered service representatives. They 
can go above and beyond to satisfy customers without scripts or time limits. Reps are 
encouraged to build personal connections and do whatever it takes. This may mean 
sending thank-you notes, upgrading shipping, or hand-delivering packages. 

Zappos also focuses on employee training and development. It recognizes happy 
employees lead to great customer experiences. All new hires do a four-week program on 
culture, values, and service skills. Employees can pursue ongoing training and their 
passions within the company. 

Another key aspect is transparency and open communication. Zappos shares its culture 
and values openly with customers and the public. Employees are encouraged to share 
their experiences through social media. This transparency builds trust with customers and 
shows the commitment to them. 

Finally, Zappos designs processes and systems around customer needs. It offers free 
shipping and returns, an important priority for online shoppers. Zappos invests in 
technology and analytics to personalize the experience. Continuously gathering and 
acting on feedback and data helps exceed expectations. 

Key takeaways from Zappos’ customer-centric culture include: 

Empower employees to go above and beyond for customers without rigid rules. 



Invest in training and development to build a customer-focused, engaged culture. 

Be transparent with customers about culture and values to build trust. 

Design processes around customer needs, using data and feedback to improve. 

Successfully addressing challenges in aligning business units with customer-centricity. 

Aligning departments with a customer strategy has benefits, but also challenges. One key 
challenge is breaking down silos and overcoming departmental barriers. 

In many companies, departments have separate goals, metrics, and processes. This can 
hinder communication and collaboration, leading to inconsistent customer experiences. 
To solve this, break down barriers and encourage teamwork. Set up shared goals, metrics, 
and teams. Also, ensure regular communication and data sharing. 

Another challenge is balancing customer needs with business constraints and priorities. 
Putting customers first is important, but companies must also consider profitability, 
resources, and strategy. This can lead to tensions between customer needs and business 
goals. 

To address this, find ways to align customer needs with business priorities. Look for win-
win solutions that benefit both customers and the company. Make strategic decisions that 
prioritize long-term customer value over short-term gains. Engage customers in decision-
making to consider their needs alongside business constraints. 

Finally, maintaining momentum and consistency in customer efforts can be challenging 
as companies grow. Customer needs and expectations change. What works today may not 
work tomorrow. To sustain a customer-centric culture, continuously gather and act on 
feedback. Be willing to adapt and innovate as needs and markets shift. This requires 
ongoing commitment and investment from leaders. Adaptation and innovation also 
require embracing change and experimentation at all levels. 

Measuring the Impact of Customer-centric Alignment 
To ensure customer efforts have the desired impact, measure key metrics for satisfaction 
and loyalty. Common metrics include: 

Net Promoter Score (NPS): Likelihood of customers recommending the company 
based on overall satisfaction. 

Customer Satisfaction (CSAT): Satisfaction with a specific product, service, or 
interaction, usually rated 1-5 or 1-10. 

Customer Effort Score (CES): Ease and effort required for customers to complete 
a task or resolve an issue. 

Customer Lifetime Value (CLV): Total revenue a customer is expected to 
generate over their relationship with the company. 

Customer Retention Rate: Percentage of customers who continue to do business 
with the company over time. 



Tracking these metrics gives a clear picture of how customer efforts impact perceptions 
and behaviors. But it’s important to go beyond just measuring and use insights to drive 
improvement. 

One way is to link customer initiatives to specific business outcomes and ROI. For 
example, track how a new service training impacts satisfaction scores and revenue. 
Demonstrating tangible business benefits of customer efforts builds a case for ongoing 
investment. 

Another key aspect is monitoring and refining customer strategies. Regularly review 
feedback and metrics for areas that need improvement. Then, use data to enhance 
customer experience through better decisions. Finally, test new ideas and scale the 
successful ones. 

It is important to embed continuous measurement and improvement into customer efforts. 
This ensures constant learning and adaptation. This ensures the organization evolves to 
meet changing needs and expectations. 

Conclusion 
In today’s competitive, customer-driven business world, aligning departments with a 
customer strategy is essential for success. Putting customers at the center of decisions, 
processes, and culture creates experiences that drive loyalty and growth. 

True customer-centricity needs more than isolated tactics. It demands a full company 
shift in mindset and behavior. This shift breaks down silos, encourages teamwork, and 
empowers employees to always prioritize customers. 

The Amazon and Zappos case studies show how customer-centricity can be embedded 
within a company. By prioritizing customers, investing in employees, and continuously 
using feedback, they have built powerful brands and loyal customers. 

Aligning departments with customers is not without challenges. It requires overcoming 
barriers between departments. You must balance customer needs with business priorities. 
You must maintain momentum over time as well. But, by measuring the impact and using 
insights to improve, companies can overcome challenges. They can thus benefit from 
being customer-centric. 

The key is recognizing that customer-centricity is an ongoing commitment, not a one-
time project. It requires constant attention, adaptation, and investment. But the rewards - 
customer loyalty, employee engagement, and business growth - are worth the effort. 

As business leaders, it is our responsibility to champion customers within our companies. 
We must lead by example in always putting customers first. By aligning departments 
around this purpose and empowering employees, we can build thriving customer-centric 
organizations. 

So let us take on the challenge and opportunity of customer-centricity. Let us work 
together to build companies that truly put customers at the heart. In doing so, we will 
better serve customers and create more fulfilling, successful businesses. 



The path to customer-centricity is not easy, but it is necessary in today’s business world. 
Customer-centricity requires challenging the status quo, taking risks, and continuously 
learning and adapting. But for companies willing to commit and put in the work, the 
rewards are immense. 

By aligning around a shared vision of customers, companies can unlock the full potential 
of their people and offerings. They can create a cycle of customer satisfaction, loyalty, 
and advocacy that drives lasting growth. 

So let us seize this opportunity and work to build a customer-centric future. Let us create 
a world where businesses truly delight customers and create value for all. 

The journey ahead may be challenging, but the destination is worth it. By starting down 
the path to customer-centricity, we can transform our companies, customers, employees, 
and communities. So let us take that first step and begin building the customer-centric 
companies of tomorrow, today. 
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