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Background 
Philips is focused on building relationships with consumers (and enabling consumers to have a 

relationship with us) by delivering consumer experiences across channels that: 

1) Drive loyalty, recommendation and satisfaction 

2) Recognize, respect and act on consumer needs by meeting expectations, plus one 

3) Deliver on our brandpromise of sense and simplicity 

 

We chose to pursue Customer Experience Management (CEM) to get closer to our consumers and 

understand their needs better in order to: 

1) Drive brand loyalty 

2) Provide better support to consumers in pre-buying, buying and post-buying phases of the 

relationship 

3) Stimulate our Marketing and Products organisations to think about the end-to-end consumer 

experience as a way to drive brand loyalty and future (re)purchase behavior. 

 

In order to create a foundation for our strategy, a project was intiated to develop a multi-channel 

customer experience landscape and roadmap. This project was sponsored by the Chief Marketing 

Officer of Consumer Lifestyle and supported by a three person Project Sponsor group headed by 

the Director, Loyalty and CRM, and one representative from Marketing and one from Consumer 

Care. This project was one of the cornerstones for turning the corner towards a more customer-

focused company. 

 

The vision was developed jointly by the two consumer products divisions (now Consumer Lifestyle). 

A cross-functional project team from Marketing, Sales, Consumer Care, Online, Knowledge 

Management, Web Support and CRM collaborated to define the roadmap and actions. 

 

We chose to motivate change as a top-down imperative. Strong leadership and focus on Net 

Promoter Score and consumer-centric thinking is a consistent theme for senior management. This 

multi-channel vision was the foundation for the organisation to move towards delivering a more 

integrated and thoughtful consumer experience in order to drive Net Promoter Score and 

consumer satisfaction with Philipsõ brand, products and service. 

 

The goal of the initiative was to create an experience framework across channels and all phases of 

the relationship in order to create brand promoters and to communicate our sense and simplicity 

message directly to consumers. 

Our Approach 
We used a three step approach to develop the consumer experience landscape and translate this 

into practice: 

 

1) Consumer Insights and Organisational analysis: gathering consumer insights using information 

that was available within the company. For this project, we analyzed several aspects of consumer 

data to generate an initial consumer insights analysis: 

¶ Consumer Satisfaction research including drivers of dissatisfaction 

¶ Net Promoter Score analysis 

¶ Channel traffic across all channels in all regions, North America, Europe/Middle East/Africa, 

Asia and South America 

¶ Management and organizational insights gathered via interviews to take existing learnings 

into account during the analysis phase 

  



 
 

        

 

This information was analysed and fed back to the project team as the starting point for 

developing the multi-channel vision. Key findings were: 

¶ The channels did not reflect Philipsõ brand promise of sense and simplicity 

¶ Channel proficiency needed to be addressed to provide a solid foundation to move forward 

with more sophisticated multi-channel activities 

¶ Opportunities existed to add new channels or to innovate in existing channels 

¶ Activity was multi-channel from the consumer side, but was managed as a single channel 

approach from Philips side 

¶ Knowledge and data were needed especially in live channel touchpoints 

¶ Systems and processes could be improved to enable the best consumer experience 

 

A Consumer Insights Report was delivered at the end of this phase to give all parties involved in 

the multi-channel vision project the same insights to start their work. The report analysed the 

barriers and levers as well as the gaps and opportunities in each region and offered conclusions 

from an external perspective about how this was affecting both the organisation and the 

operation. The consumer impact was the primary focus, using an outside-in approach to 

develop insights within and across channels. 

 

2) Developing a shared vision and strategy:  working together in a series of workshops as a multi-

disciplinary team to create a view of the future 

¶ Translating our consumer insights into personas that helped us to understand how different 

types of consumers would view our activities. In each of the workshops, managers 

represented not only themselves and their department but also one of the consumer 

personas (such as Lisa, or Mr. Hanson) in order to ensure that the strategy that was being 

designed would work for different types of consumers. Together with the CRM team, ten 

personas were created (some with subtle nuances to account for important profile 

differences). These personas became the basis for the organisation to reflect on who their 

consumers are and how the decisions that they are making and the actions that they are 

taking affect different types of people. It was eye-opening and raised awareness of the 

importance of taking conscious decisions about how to translate strategy into practice. 

 

¶ Educating ourselves about the strengths and weaknesses of the channels so that we can 

make informed decisions about the role of the channels in our strategy and how consumers 

will likely choose to use our channels to communicate directly with us. In addition, we 

looked at how we could use channels more effectively to move consumers between 

channels and how we could as Philips communicate proactively with our consumers. Some 

examples: 

o Email follow-up with website link 

o Offering live chat on websites to help consumers 

o Training agents on when and how to move consumers from email or chat to phone 

in order to deliver the desired experience 

 

¶ Translating the Philipsõ sense and simplicity brand values into the channels to understand 
more about how we can support our brand promise in day-to-day consumer contact. Each 

channel was evaluated for each of the three brand pillars and specific examples of brand 

behaviour were outlined. We also looked at what was NOT Philips branded behaviour in 

the different channels in order to recognize where we needed to make changes in the 

current configuration. 

  



 
 

        

 

¶ Defining our òplus onesó. What are the things that we can do to go one step further than 

consumers expect of us. These were often little things. Things that we could do quite easily 

but just had not taken a decision to do so. For example, sharing tips and tricks on products 

on the website and at the end of a consumer care phone call with consumers. These plus 

ones were used in the consumer care training and in the requirements for other channels to 

move towards creating a more positive experience for consumers in their contacts with 

Philips. 

 

¶ Defining how consumers would be differentiated. Philips has limited consumer data as the 

data is based primarily on product registration. This was a challenge but not a showstopper. 

We looked at how we could start by using what we had:  product registration data, to 

differentiate treatment for consumers. We defined a short list of products that consumers 

would perceive as high-value and where a VIP Service would add value for Philips consumers 

and align well with the product positioning and the marketing value proposition. With this 

starting point, we were able to conduct a pilot. 

 

Simultaneously, the CRM and Data Quality teams evaluated how we could capture more 

consumer data by initiating a more attractive product registration proposition, capturing 

consumer data when consumers contacted us via different channels and developing 

additional non-registration related incentives to make it worthwhile for consumers to 

provide their contact information. 

 

3) Translating these plans into action by defining a set of pilots and actions that could be 

implemented in the short term based on the consumer experience landscape and the multi-

channel vision. These pilots are detailed further in the results section of this document. 

Alongside this, we made plans to improve our channel proficiency in our existing channels and to 

selectively introduce new channels to our mix in order to strengthen our offering to consumers. 

 

These steps led to several key deliverables. 

Deliverables overview 
Below is an overview of some of the deliverables that were used to move forward during and after  

the multi-channel vision project. 

Channel Maturity Model 
An assessment of the channel proficiency in each region covering existing channels: 

¶ Phone 

¶ Email 

¶ Web support 

¶ Online sales 

¶ Service centers 

¶ Mail 

¶ Etc. 

The assessment categorized the level of maturity for each of the channels in order to paint a picture 

of the organisationõs readiness to integrate channels into a multi-channel approach.  

 



 
 

        

 
 

The conclusions from this analysis were used to develop an improvement plan for channel 

proficiency which focused on creating a solid foundation for future multi-channel activities. 

Consumer Experience Landscape 
A consumer experience landscape was developed that integrated proactive and reactive contacts 

across pre-buying, buying and post-buying phases of the consumer relationship. This landscape is the 

basis to educate the organisation on how to drive Net Promoter Score in different types of 

consumer contact.  

 

 

 
 

 

The landscape separates consumer contact into the three buying phases and aligns the consumer 

contacts within the phases. There are 18 reactive consumer contacts and 21 (potential) proactive 

consumer contact moments. These are used for designing the consumer journey for new product 

launches and for measuring Net Promoter Score in different channels.  

Consumer Journey Mapping 
For new product introductions, the consumer journey is mapped as a multi-channel consumer 

experience, leveraging all channels available to consumers to deliver the desired experience. The 

journeys are mapped with a multi-disciplinary team that comes together to design the experience 

from product launch through to the service strategy and Net Promoter Score recommendation. 

 

 



 
 

        

 
 

 

Consumer Experience Management Process (stage 1) 
A consumer experience management process defining the organisational roles and responsibilities 

for the organisation from Marketing to Service and how they work together to develop and 

implement consumer experiences. 

Execution Roadmap  
A series of pilots and implementations were defined to move forward with proof of concepts in a 

number of areas: 

¶ Consumer Care WOW training 

¶ Consumer Journey Mapping for 2 new product introductions 

¶ VIP Service for one new product introduction 

¶ Email Service Updates 

¶ Live chat to enhance the website usability for consumers 

¶ Weblog monitoring 

 

The channel proficiency plan and roadmap was used to develop the functionality and improve the 

quality of the two existing primary channels 

¶ Web support redesign to improve look and feel, usability and functionality 

¶ Consumer Care transformation to align the organisation with the needs of the business and the 

consumers 

 

 
 

  



 
 

        

New consumer experiences were rolled out initially in two primary channels: 

1) Consumer Care 

A new training program was developed to focus agents on delivering the desired consumer 

experience. A global project team from the various regional call centers participated in a 

requirements session as the basis for redesigning the agent training to be more consumer-

focused and linked to driving Net Promoter Score.  

A new training package was developed based on these requirements. This new training was 

supported by an innovative card system that married consumer personas, product benefits, 

features and specifications and the desired consumer experience to train agents on delivering 

the Philips-branded consumer experience.  

 

Agents were trained on Branding, Consumer Insights and delivering a WOW experience. The 

training focused on explaining the role of the agent in the overall consumer experience, defining 

how brand values could be expressed in consumer contact and sharing information about 

different types of consumers to educate agents on recognizing differences. 

 

The soft skills training used the card system to train agents in delivering the desired consumer 

experience for different types of experiences. 

2) Web Support 

FAQs were expanded and made more consumer-friendly. Post-buying FAQs were re-positioned 

to serve consumers in the pre-buying phase. Tips and tricks were deployed, from program-

related to user-experience improvements. 

 

In addition, new channels were evaluated and piloted to add value to the existing channel mix and to 

address consumer need for contact in certain situations 

1. Live Chat: to improve the web experience 

2. Weblog monitoring: to monitor buzz and potentially interact with consumers where there was a 

need to do so either to correct misinformation or to solve a problem proactively as Philips. 

 

These initiatives were started to translate the vision into action throughout the organisation. 

Impact and Results 
As stated earlier, this process delivered a wide range of results. Below is an overview of the impact 

of the total shift and specific results of the pilot activities that were implemented as a result of this 

process. 

Organisational changes 
A new organisation structure was implemented: 

1) Global organisation: Consumer Experience and CRM at Senior Director level, reporting to the 

Chief Marketing Officer 

2) Consumer Care was positioned within marketing and reports to the CMO 

3) Consumer Care was restructured to focus on agent coaching for experience delivery 

4) Channel Touchpoint Managers were added to the global organisation 

5) In countries, Consumer Experience Managers are responsible for rolling out the consumer 

experience / CRM roadmap and delivering on the consumer journeys in and across channels 

  



 
 

        

These changes had broad impact for Marketing, Consumer Care, Online, Products, and country 

organisations as consumer experience thinking was embedded into a number of processes: 

1)  Marketing planning (value proposition house) 

2)  Service delivery 

3)  Consumer care contact handling 

4)  Training delivery 

5)  Content/knowledge management FAQ development 

6)  Measurement and management information 

7)  Data gathering and quality 

Process modifications 
Several processes were modified for pilots: 

1)  For example the Go-to-Market/Product introductions for 2 new product launches were used to 

pilot the consumer experience landscape. This approach proved to be an insightful way of 

building common understanding of how to put the consumer at the center of the planning 

process. This approach is now embedded in the planning and launch process for new product 

introductions for Consumer Lifestyle. 

2)  Consumer Care agent training was overhauled and refocused on consumer experience delivery 

followed by coaching 

3)  FAQ development process was redesigned and tips and tricks added to process 

Pilot results 

WOW Experiences in Consumer Care 
 

We developed first a global concept for how the training would work and agreed with the regional 

consumer care managers what the framework would be. Our goal was to implement a consumer-

focused training program in consumer care to train agents on delivering the desired consumer 

experiences. We first gathered requirements in a global setting together with our outsource vendor. 

All regions participated in a session where we evaluated the training we already had in order to keep 

the good parts and to develop additional requirements to help us achieve our goal.  

 

We used an innovative system combining three components: the consumer persona, the product 

and the desired consumer experience. The cards were used together with a revitalised soft skills 

program to teach agents what the desired experience was per consumer request or question and to 

understand the differences in types of consumers using the product as the basis for the contact. 

Trainers from all regions were trained in a global train-the-trainer session to ensure consistency. 

Each region planned their own training roll-out with support and guidance from the global team.  

 

 
 



 
 

        

 

In order to build pride and ownership into the agent team, the soft skills training was enhanced with 

two additional introductory modules: 

1. Branding: introduction to Philips, the brand and the brand pillars and what it means in consumer 

care. This module also addressed the important role that the agent plays in maintaining and 

growing relationships with consumers 

2. Consumer Insights: introducing a cross-section of Philips consumers, their needs and how Philips 

products bring enjoyment throughout a day-in-the-life of a consumer 

 

Our pilot results were measured in two ways: 

1. Net Promoter Score using the bi-annual consumer satisfaction survey using measurements 

before and after the training. This measurement used only a subset of all the data which allowed 

us to focus on those elements that were related to training. Agents improved overall in the 

perception of the consumers by 129% in total. 

2. Agent Engagement Survey measurements both before and several months after the training. 

Initial results showed that agent confidence was greatly improved (from 73-88%) and that they 

understood their role in consumer care better (from 80-99%). 

 

 
 

The training program has been rolled out globally and we continue to build on the basis in additional 

trainings and development programs. 

Email Service Updates 
Providing a proactive reminder to replace consumer replaceable parts. Our pilot centered around 

shavers. Consumers often report problems via consumer care after about 1 ½ - 2 years due to the 

fact that they have not replaced their shaving heads as advised. By sending the consumer a proactive 

reminder to replace their shaving heads, we do preventative maintenance on the product and help 

to avoid unnecessary contact which is also a cost savings.  

 

 
 

This program has now been expanded to the entire shaving line and will be expanded to other 

products with similar opportunities to improve in this way. 








