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How a holistic approach to 
customer engagement can 
produce award-winning results

Becoming best in class for customer experience
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An in-depth case study on how 
a holistic approach to customer 
engagement can produce 
award-winning results

Many companies, particularly in the public sector, 
are scrambling to match the level of service and 
engagement their customers take for granted from 
their favourite high street brands. Nowhere is that 
more true than in the water sector. 

Regulator Oftwat’s stringent new customer service 
benchmark C-MeX, live from April 2020, was a 
warning shot for water companies to get their house 
in order fast - with the financial incentives and 
penalties to match.

C-MeX was therefore front and centre of the brief,
when we were engaged by a leading water company
to help unlock the organisation’s potential, introduce
more efficient ways of working, and reduce
unnecessary costs.

We knew we’d be pushing against an open door: the 
client was already one of the industry’s strongest 
performers and fully understood that excellent 
customer service underpins business growth. Their 
goal was to be Number one in the regulator’s new 
ranking – and they were ready to do whatever it took 
to get there.  

Here’s how we helped them achieve a 
leading position.

Out with the old

The client operated a large asset base nationwide, 
serving over 4.5 milion customers, and was looking 
for major performance improvements. As well as 
its ambition to come first in C-MeX, they wanted to 
reduce the volume of contact centre traffic, increase 
online self-serve for customers and drive down 
operational costs throughout the business. 

Spend less to achieve more might seem a tough 
ask. Yet, from the outset, it was clear that a holistic, 
coherent approach would create a leaner, more 
efficient business – a win-win for the customer and 
the bottom line.

KPMG was brought on board in a root and branch 
business transformation engagement. We fielded 
a multidisciplined Customer and Strategy team, 
working hand in hand with core seconded members 
of the client’s customer team over a twelve-week 
period, and then on an ongoing basis.

Work began with a rapid budget challenge to identify 
OPEX savings, with 16% cost base optimisation in 
the company’s central functions. There were five 
priorities on the client’s to-do list:

— Reduce the volumes of traffic coming into their 
contact centre 

— Reduce the cost of all outbound contact centre 
communications 

— Ramp up the efficiency and effectiveness of 
their contact centre service 

— Increase their debt management performance

— Focus on meeting and outperforming C-MeX 
Outcome Delivery Incentives

Six steps to an outstanding  
customer journey

The next task was to establish the current state of 
the customer’s engagement with the client. This 
wasn’t a mere tick-box exercise, but a deep dive 
exploration to strengthen customer-centricity, find 
new ways of working with them and create a lasting 
roadmap for change.

The client was eager to improve the touch points 
at every single stage of the customer journey. That 
required a granular end-to-end approach to establish 
where the shortcomings lay – including in this case, 
fragmented systems – and where the opportunities 
existed. How accessible was the website? What 
were the response times like? Did the client come 
across as friendly or a faceless organisation?

This was where KPMG Nunwood’s proprietary Six 
Pillar methodology came into its own. Drawing on 
eleven years of research across 3,500 brands, this 
evidence-based framework provides a common 
language for designing successful user experiences, 
focused on actionable results.

The methodology highlights the six fundamental 
components of outstanding customer experience: 
Personalisation, Integrity, Expectations, Resolution, 
Time and Effort, and Empathy.

Harnessing this unique approach, the KPMG-client 
team created a set of current state service maps 
across three priority contact centre scenarios – 
‘pay your bill’, ‘manage your water’ and ‘priority 
customers’ – to flag up the gain and pain points and 
the areas of value and waste.
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The team went on to identify end customer 
personas, based on qualitative and quantitative 
insights, and outline future state service 
requirements, drawing on best practice and 
customer and business insights.

Around a dozen customers were interviewed face- 
to-face for this, selected for their direct links to the 
customer journey after having been in contact with 
the client directly about their own situations. Many 
more customers were also involved through the 
company’s ‘Have your say form’. The client also drew 
on feedback from digital customer workshops and 
conversations with hundreds of students at two 
freshers fairs to help identify the specific needs of 
key customer groups.

Because of this, the company now boasts a 
fresh and accessible website, encouraging digital 
engagement, with easy online registration and 
self-service functionality. This allows customers to 
resolve issues themselves, and offers simpler, faster 
ways of reporting leaks or other service failures.

Customer service is also far more personalised than 
previous, offering a clear sense of the client’s brand 
values, including its work on environmental issues 
and sustainability.

The end goal was always to put in place a self-
sustaining Customer Experience capability and 
methodology to support the business’s ongoing 
transformation. This has since become fully 
embedded across the company with an impressive 
degree of success.

All aboard

The client was keenly aware that excellent customer 
experience starts with engaged, enthusiastic 
employees. The people, in other words, who bring 
those brand values to life – on the phone, on chat 
lines, via email, in written communications or in 
person. KPMG Nunwood’s Customer Experience 
Excellence Centre research emphatically confirms 
this: any initiative on this scale needs to be a hearts 
and minds affair.

The client, therefore, held lively, interactive 
training sessions and workshops throughout the 
organisation, with employees at every level taking 
part – from the CEO and leadership team, to contact 
centre employees, sales teams and new recruits. 

The Six Pillar methodology is now embedded in 
performance management training, across the entire 
company.  Eye-catching posters flagging-up the 
Six Pillars are emblazoned across the walls of the 
contact centres, with headlines like ‘Keep it simple’ 
or ‘You can make my day’.

A full set of persona documentation and 
communication guidelines for customers was also 
created and two fully qualified in-house customer 
experience practitioners are now in place to own the 
project and ensure the energy and momentum is 
sustained.
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Hitting the top spot

The client’s commitment to making sure its employees 
were not only on board with the transformation 
project but actively enthusiastic and motivated by it 
was a significant mindset shift, especially for a public 
sector organisation. That determination has paid huge 
dividends. 

The client set out to top the new C-MeX index for 
customer service and achieved this goal in a very short 
space of time. The company jumped to first place in Q1 
2020 from eighth place out of 17 in the shadow rankings 
in Q1 2019. It moved up six places alone in Q4 2019, the 
period when the KPMG was working with the company 
to transform its end-to-end customer journey. 

The company also managed a 112 place increase in 
the KPMG Nunwood Customer Experience Excellence 
Report from 2019 to 2020. 

In terms of the broader transformation programme, the 
client saw indicative cost savings in the millions, through 
reduced inbound volumes and decrease outbound 
communication costs.  

Since October 2019, 100,000 customers  have switched 
to eBilling, with an email notification sent to each 
customer when their bill is ready to view online, saving 
on printing and post costs – and considerably freeing up 
the time of the client’s customer advisers.

The joint project team also highlighted eight 
key initiatives and 90+ qualified and prioritised 
recommendations for future service delivery.

All told, a standout success story – and a powerful 
example of how a focused, innovative, step-by-step 
approach can transform the relationship between a 
business and its customers.

Transformation take-outs

Embed the Six Pillars 
methodology within  
your business

An outstanding customer 
journey doesn’t happen by 
chance. It’s on based highly 
structured principles and a 
granular understanding of 
what works best where, 
so that every touch point 
is a positive experience for 
the customer. Constant 
review of the process is also 
essential, to ensure an agile 
response that genuinely 
meets customer needs  
and expectations. 

Ensure maximum buy-in 
at every level  

Engage and excite everyone 
from the CEO and senior 
leadership team through 
to the customer-facing 
employees at the sharp 
end in the contact centres. 
Involve them in the 
transformation process, 
listen to their concerns 
and welcome their on-the-
ground insights. The more 
fun and involving the training 
process, the more effective 
it will be.

Stay in it for the long-term 
 

An outstanding customer 
journey doesn’t happen by 
chance. It’s based on highly 
structured principles and a 
granular understanding of 
what works best where, 
so that every touch point 
is a positive experience for 
the customer. Constant 
review of the process is also 
essential, to ensure an agile 
response that genuinely 
meets customer needs and 
expectations. 
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