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Best performing businesses 
show significant 
differences in customer 
transformation approaches 
and outcomes

Marco Amitrano, Partner, PwC UK
Managing Partner & Head of Clients and Markets

At PwC, we firmly advocate that organizations 
prioritizing customer-centricity as the cornerstone of 
their transformation strategy consistently outperform 
their peers in today’s technology-driven landscape. 
In this era of heightened customer expectations 
and demands, innovation driven by an unwavering 
commitment to customer-centricity is unequivocally 
the linchpin for achieving enduring growth, attaining a 
competitive edge, and establishing market leadership.



What do 
market winners 
do differently?
Currently, many companies worldwide 
are struggling to sustain growth, explore 
new markets, and discover new revenue 
sources in an environment where 
consumer confidence is low and there are 
mixed economic signals. Implementing 
a customer transformation is a logical 
response, but PwC’s research shows that 
when comparing market winners to other 
cohorts, the best performing businesses 
show differences in how they perceive 
challenges, make their business cases, 
approach technology and their people, 
and in what outcomes are achieved.



Quinton Pienaar, Partner, PwC UK 
EMEA Customer Transformation & Salesforce Alliance Leader

In mid-2023, PwC commissioned IDC to 
undertake Market Winners’ Survey 3.0 
to expand on the foundations already 
developed. In addition, this year’s research 
measured the impact of Artificial Intelligence, 
including Generative AI, on customer 
transformation as well as the people and 
organizational changes required. 

It’s exciting to see organizations who have completed 
their customer transformation reporting better 
outcomes on reducing business risk, compared with 
organizations who are still implementing. In effect, 
customer transformation becomes a risk discount  
for firms.

History:  In early 2022, PwC undertook 
Market Winners’ Survey 2.0, which built 
on our inaugural research on customer 
centricity to include the elements of ESG and 
cybersecurity, as we looked to derive more 
insights around these three foundational 
pillars of any successful business.

 Business Case:  Which 
reasons were most 
important as to why 
your organization initially 
chose to implement its 
customer-centric business 
transformation?

 AI:  In which areas 
are investments in AI 
being prioritized in 
your organization’s 
customer-centric business 
transformation?

To what extent do you 
believe Generative AI (i.e., 
ChatGPT or Copilot) will 
disrupt your business or 
operating models in the next 
five years?

 Outcomes:  Which were 
the three most important 
business outcomes 
your organization was 
trying to achieve from 
customer-centric business 
transformation initiatives in 
the past 12 months?
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What were the key findings? 

Among organizations that are implementing, 
or have implemented, a customer 
transformation initiative, there are statistically 
significant differences between market 
winners, laggards, and those in between. The 
key differences relate to how market winners 
perceive challenges, how they craft business 
cases to implement customer transformation, 
how they use technologies like AI, and 
how they address people and organization 
challenges. Perhaps most importantly, these 
differences include better performance on 
delivering business outcomes related to 
customer transformation.

Executive 
Summary



acceleration of digital technologies. But as 
we noted last year, digital transformations 
that take a customer-led, digital-first 
approach to all aspects of a business (i.e., 
business models, delivery of experiences, 
business processes and operations) will 
change customer expectations. This change 
happens through every interaction, every 
experience, and every relationship by 
building trust. And it is as much a cultural 
change as a technological one. PwC’s 
current research highlights what market 
winners do differently, offering clues either 
to change, or to reinforce, your strategy and 
tactics. 

These current findings reinforce those of 
other recent PwC research, including the 
report, Experience is everything, which 
highlighted that good customer experience 
leaves people feeling heard and appreciated, 
in addition to minimizing friction, maximizing 
efficiency, and maintaining a human element. 
Likewise, the PwC report, Customer 
experience is critical to loyalty, which 
highlighted that many executives miss the 
mark when trying to understand consumer 
behavior.

More than ever, winning in every market is 
complicated, given the uncertain economic 
environment coupled with the rapid 

experience, increased sustainability, and 
increased profits. But when comparing 
market winners to the other cohorts, their 
investments in customer-centric business 
transformation over past 12 months yielded 
significantly higher improvements on 
outcomes including reduced business risk, 
improved employee productivity, faster time 
to market, and improved business agility.

The top line finding this year is an expanded 
benefit for market winners in their 
implementation of Customer Transformation 
(CT) compared with prior research. This year, 
across all organizations, the most frequent 
top three goals at the start of customer-
centric business transformation, across all 
three cohorts (market winners, laggards, and 
those in between) were improved customer 

of market winners were more likely 
than laggards to have cited reduced 
business risk as one of their positive 
business outcomes

44%

Market winners have more positive business outcomes 

Key insight #1
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PwC’s 2022 research found those 
businesses that had already implemented, or 
had started implementing, customer centric 
transformation in response to changing 
market and customer behaviors were more 
likely to have experienced revenue growth. 
This 2023 research update shows market 
winners implementing CT are achieving an 
expanded set of business outcomes beyond 
revenue growth (i.e., reduced business risk, 
faster time to market, improved employee 
productivity and improved business agility) 
all of which point to an increasing quality  
of results.  

In this era of rapidly accelerating 
technology capabilities, it is 
interesting to find that market 
winners focus on certain people 
aspects more significantly in their 
organizational change management 
efforts. For example, while virtually 
all CEOs can communicate the value 
of change, market winners are more 
likely to have created a clear and 
compelling need to change in the 
minds of their employees.

What annual percentage change in the past 12 months did your organization 
experience in each of the following as a result of investments in customer-centric 
business transformation?

Reduced business risk

Improved employee productivity

Faster time to market

Improved business agility

Increased profits

Increased operational efficiency

Faster innovation

Improved customer satisfaction

Improved business resilience

Cost savings

Increased sustainability

Revenue growth

Percentage Change

10 12 14 16 18 20 22 24

Winners Laggards
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Considering the business case for 
implementing CT, market winners 
emphasized two reasons more than 
others, and likewise de-emphasized two 
other reasons. Top emphasis was given to 
providing a consistent customer experience 
across all channels. Next was meeting 
sustainability objectives, where laggards 
mentioned it slightly more than market 
winners. The second significant difference 
between market winners and the other 
two cohorts related to the uncertainty 
of economic conditions, especially for 
respondents from EMEA. Across regions, 
there are a lot of mixed economic signals 
today, which makes decision-making even 
more fraught, but instead of using that 
uncertainty to take a pause, market winners 
appear to being using economic uncertainty 
itself as part of the business case to drive 
their CT initiatives forward.

Conversely, responding to competitors 
and entering new markets or industries 
were de-emphasized by market winners. 

What’s different about the business case?

Key insight #2

Not surprisingly, across all respondents, 
improving efficiency or reducing cost was 
the top choice, but market winners are 
emphasizing a couple of things in their 
business cases for customer transformation 
ahead of cost take out.

The difference in business case 
emphasis topics between market 
winners and laggards points to 
other possible, and less intuitive, 
disadvantages of being a laggard. 
First, that laggards are more likely to 
chase the potential of new markets 
or industries rather than focusing 
on improving their existing business. 
And second, that laggards are more 
likely to focus on responding to their 
competition rather than to the needs 
of their customers.
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Which of the following reasons were most important as to why your organization 
initially chose to implement its customer-centric business transformation?

To enter into new markets or industries

To respond to changing competitor initiatives/behaviors

Reposition our brand with new capabilities/enhance our 
brand recognition

To exploit enabling technologies

To respond to changing market or customer behaviors

To introduce new products, services and/or commercial models

To structure the business to enable scale and growth

To improve efficiencies/reduce costs

Uncertain economic conditions (COVID, recession, lack of financing)

To meet our sustainability objectives

To provide a consistent customer experience across all channels

Percentage of respondents

10 15 20 25 30 35

Winners Laggards
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All organizations face challenges when trying 
to implement CT, with technology issues and 
workforce/cultural issues topping the list. 
But market winners emphasized the need to 
upgrade or improve existing infrastructure 
significantly more than others, and likewise 
de-emphasized cybersecurity concerns. 
When viewed in combination, it appears that 
market winners are not disproportionally 
worse off with their infrastructure, but rather 
that they are describing a larger emphasis on 
additional infrastructure needed to implement 
CT since basic needs, like security concerns, 
have already been addressed. Interestingly, 
market winners also emphasized significantly 
more than others that they don’t have 
enough insight and understanding about 
customer needs; perhaps another sign of 
maturity in acknowledging what they don’t 
know, or what they want to know more about.

Market winners perceive different challenges 

Key insight #3



Generative AI’s impact on CT is already 
being felt, with 52% of all respondents 
indicating they are already using it. When 
considered as mutually exclusive options, 
just over half of the 52% of respondents 
indicated Generative AI’s best use was to 
generate procedural code for computer 
applications, with the balance indicating they 
were using it to build a specific use case 
or solution. For those building use cases or 
solutions, the predominant approach was to 
use a mix of both public and private versions 
of Generative AI models, rather than just 
public or just private. Private models can 
help prevent proprietary information being 
shared inadvertently, and the dominance of 
this hybrid approach will require increased 
skills in model integration between the public 
and private data realms.

Market winners are significantly more likely 
than their other two cohorts to believe that 
Generative AI will significantly disrupt their 
CT-related business or operating models 
in the next five years. Conversely, market 

What about Generative AI’s impact on Customer Transformation?

Key insight #4

laggards were significantly more likely  
than their other two cohorts to believe  
that Generative AI will not significantly 
disrupt them. 

What might disruption look like? In this 
research, respondents were asked to 
consider whether their customers would 
rather interact with a Generative AI model 
instead of their current customer facing 
employees. Regardless of current usage 
level for Generative AI, 82% of respondents 
indicated their customers would somewhat 
or significantly prefer interacting with a 
Generative AI model. Market winners were 
more likely to believe their customers 
would significantly prefer to interact with 
these models. However, from a regional 
perspective, respondents from EMEA 
were significantly less likely to believe that 
customers would significantly prefer to 
interact with these models, while the  
reverse was true from respondents from  
the Americas.
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organizations preparing for the 
significant people and organization 
challenges inherent in such a 
shift in business operations? The 
current interest in Generative AI has 
underscored that now is the time to 
develop the CT-related strategies and 
tactics to benefit from it.

Which of the following best describes your use of/experimentation with Generative AI 
at your organization?

These findings raise two interesting 
questions. First, do organizations truly 
understand their customers’ needs and 
do they have the requisite infrastructure 
to implement technologies like 
Generative AI? Recall that market 
winners implementing CT highlighted 
these two challenges. Second, are 

Using generative AI 
(i.e., ChatGPT or Copilot) to 

generate procedural code for 
computer applications

Only using public 
versions of Generative 
AI to build a business 

use case/solution

Using a combination 
of public and private 
versions of Generative 
AI to build a business 
use case/solution

Only using private versions 
of Generative AI to build a 
business use case/solution

Americas EMEA AP

0%

5%

10%

15%

20%

25%

30%
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Focusing on customer experience helps all 
organizations turn customers into fans, but 
market winners agree significantly more 
than others about three related factors. 
First, that customer experiences reinforce 
trust and loyalty in the brand. Second, that 
sustainability is proven through customer 
experiences. And finally, that market winners 

Customer experience focus improves trust, sustainability and differentiation

Key insight #5

are making customer experiences that 
differentiate them from their competition. 
Interestingly, respondents from the Americas 
are significantly more likely, and respondents 
from EMEA are significantly less likely to 
have strongly agreed with the statement 
about customer experiences reinforce trust 
and loyalty in the brand.

To what extent do you agree or disagree with the following statements?

Our engaging customer experiences are 
turning customers into fans

We are making customer experiences that 
differentiate us from the competition

Sustainability is at the heart of our brand and 
proven through our customer experiences

Our customer experiences are reinforcing 
trust and loyalty in the brand

Scale: 1-Strongly disagree  5-Strongly agree

3.4 3.5 3.6 3.7 3.8 3.9 4 4.1 4.2 4.3 4.4

Winners Laggards
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While the steps to drive organizational change are 
well known, market winners emphasized almost all 
of them significantly more than others. The largest 
difference in emphasis was related to creating 
a clear and compelling need for change. Other 
large differences were noted for providing training 
to prepare for change, and for communicating 
the change message. Interestingly, the only two 
areas where there was not a significant difference 
in responses were for the leadership team 
communicating the value of change and people 
having the necessary skills to adapt. In other words, 
these two steps are necessary, but not sufficient, 
factors required to implement organizational change, 
and that market winners are focusing more on the 
other factors that make change stick.

Market Winners Emphasize Change Differently

Key insight #6

This research is highly relevant for the future 
because the rate of technological change is likely 
to continue accelerating. And organizations will 
need people motivated to remain at the forefront 
of pushing the boundaries of what technologies 
like AI can do to improve areas like customer 
relationship management. Implementing CT is 
hard not only because organizations must make 
the right decisions on technologies like CRM 
and AI, but also because the people in those 
organizations must truly understand the need to 
do so.



To identify our market winners and laggards, 
we constructed a scale across key customer 
transformation metrics identified in the 
survey. The metrics included questions 
around respondents’ initial state of processes 
and systems for customer transformation, 
their extent of progress, challenges faced, 
organizational culture, and technology 
investments (including a special focus on AI). 
Winners were identified as the top 17%, and 
laggards as the bottom 21% of the survey 
population across these questions.

Methodology: 
How we identify 
the winners



A multi-market online survey of C-Suite 
and Senior Executive professionals was 
conducted. The survey was available for 
respondents to complete in Arabic, English, 
French, German, Italian and Spanish in June 
2023, achieving a total of 1,005 responses.

The survey findings in this report are 
explored at an industry and country level 
where the number of respondents in each is 
sufficient. Revenue size is reported as small 
(less than 500 million), medium (500 million 
to 2.5 billion) and large (2.5 billion plus).

Note, only organizations which had 
completed, were currently implementing 
or planned to implement customer 
transformation qualified to answer the 
survey questions. With the exception of the 

Endnotes:

Experience is everything: Here’s how to get it right

Customer experience is critical to loyalty, and many executives miss the mark

US, UK and Germany, country bases range 
from 25-50, so care should be taken when 
interpreting results as they are indicative 
only. Throughout the report, any statistically 
significant results have been called out, 
otherwise key variations of interest have 
been cited. 

Please note, given the change to both 
how the maturity scale was constructed 
and continued improvements in customer 
transformation maturity in the market, the 
group of Winners identified in 2023 are not 
directly comparable to the group identified in 
the 2022 published report.
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The expanded global study spanned 16 countries, with a total of 1,005 responses

Primary Company Type

Other sectors 20%

Industrial 17%

Utilities 16%

Public Services 16%

Finance 16%

Consumer Markets 15%

Ownership

Governmental or NGO 15%

Publicly traded corporation 57%

Privately owned corporation 23%

Limited liability company 3%

Sole Proprietorship/Partnership 1%

Survey Demographics

500-999 
employees

29%

1,000-2,999 
employees

27%

2,500-4,999 
employees

17%

5,000-9,999 
employees

18%

10,000+ 
employees

9%

Company Size

Current title

Director

17%
Senior Director

26%
VP

29%
Executive/Sr VP

16%
C-Level

13%

LOB

45%
IT 

55%

Functional Area

Target Annual Revenue

Small ($100M-$500M) 

35%
Medium ($500M-$2.5B) 

35%
Large ($2.5B+)

30%

Currently 
Implementing

33%

Already 
implemented

67%

Customer-Centric Biz Xform

Region (Unweighted Total)

65%25% 10%
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