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EXECUTIVE SUMMARY 
 
Many companies don’t know how to best deliver great 
experiences to customers. By understanding how customers 
value an experience, and delivering the outcomes customers 
want, companies have a much greater chance of success in 
the market. 
 
This white paper outlines how to define the value a company 
is delivering to customers, and how to identify ways to 
deliver more value and thus create loyal customers who will 
buy more of a company’s products and services, pay a 
higher price, stay with a company longer, and cost less to 
serve. 
 
By following the methodology in this paper, companies will 
be able to deliver great experiences that meet and exceed 
customer needs, and drive success well into the future. 
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1. INTRODUCTION 
 
“We add value by…” 
 
“The value we deliver is…” 
 
Many companies have heard of the term “customer value”, and some may even 
have worked on a Customer Value Proposition or CVP. However, from 
experience, most companies haven’t considered in depth what customer value 
actually means, nor thought about how critical the concept is to business 
success.  
 
In fact, most companies, successful or otherwise, don’t really spend a lot of time 
considering the value they are providing to customers when they deliver their 
product or service, nor how to increase the value exchange between themselves 
and their customers in order to maximise both business and customer outcomes.    
 
If I had a dollar for every time I heard someone in business say something like 
“We add value by..” or “The value we deliver is…” I would never need to work 
again. 
 
To help solve this I’m going to explain what “value” means from a customer 
experience perspective and how companies can deliver more value to 
customers, igniting organisational growth and market success. 
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2. WHAT IS VALUE? 
 
The best place to start this discussion is to have a look at what we mean by 
“value” and how it can be identified and leveraged.  
 
In any business context where there is a buyer and seller of products, services, 
experiences or any other tangible or intangible good, there is an exchange of 
value. This means that the “seller” provides something of value (e.g. their product 
or service) to the “buyer”, and the buyer in turn gives something of value back to 
the seller (often money, but not always). 
 
Generally, a transaction such as this only occurs when the value exchanged is 
perceived by both parties to be reasonably fair and equitable (although not 
always exact) – that is, the buyer and seller perceive the product or service they 
have bought / sold to be about worth what has been paid for it. 
 
One interesting way to think of this is by looking at this exchange of value from 
the two perspectives: 

a) The buyer’s perceived value of the need for the product or service being 
sold; and 

b) The capability of the sellers to deliver value to the customer.  
 

A transaction will generally occur where these two items overlap, as follows, with 
the amount of value exchanged being the overlap of the two circles. 
 
 
 
 
 
 
  
 
 
 
 
 
 
 
 
 
 
 

Figure 1 - Value Exchange 
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3. CUSTOMER EXPERIENCE AND 
VALUE EXCHANGE 

 
Before looking at how a focus on customer experience can help increase value, 
lets define the term “customer experience”. Whilst the term means many different 
things to different people, I prefer a definition from Harvard Business Review in 
October, 2010 found below 
 
“It is the sum-totality of how customers engage with your company and brand, 
not just in a snapshot in time, but throughout the entire arc of being a customer” 
 
That is, customer experience covers everything a customer sees, hears, feels 
and encounters in relation to a company or brand. 
 
Now, where the focus on customer experience helps in delivering value, is that 
by delivering a better experience that is more valued by customers, the overlap 
of the two circles from Figure 1 can increase, and the buyer should be willing to 
exchange more value (i.e. pay more) to the seller for the value they are 
delivering. 
 
 

 
Figure 2 - Improved CX increases value captured 

 
So, the obvious question is: how can sellers deliver more value to buyers by 
improving the customer experience? 
 
 

https://hbr.org/2010/10/understanding-customer-experie
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4. IDENTIFYING WAYS TO INCREASE 
VALUE DELIVERY 

 
A naïve answer to the question of how to deliver more value to buyers (I prefer to 
call them customers) would be for companies to just improve the way they do 
things at random points along the customer’s journey, and hope this increases 
the perceived value of what is being offered. 
 
A much smarter way is to obtain insights about customers to understand what 
they really value in the end-to-end journey they are undertaking and what points 
along the journey have the most opportunity for value delivery. Then work to 
improve the value delivered at those key points.  
 
There are a few key things to consider here: 
 

4.1 End-to-end journey  
It is important to understand that customers are not just purchasing a product or 
service, they are going through a whole set of transactions, interactions and 
activities in order to achieve an outcome. This set of transactions may include 
purchasing and using a product or service, but will also include finding out about 
that product, actually buying, obtaining the product, paying for it, getting help (if 
needed) and many other activities. 
 
It is this end-to-end customer experience in order to achieve an outcome that 
drives the value perception of customers.  
 
As an example, let’s look at the process of purchasing a new smartphone. 
 
Generally, a customer does not just go into a phone dealer, buy a phone, and 
start using it immediately. Instead, they would probably do some research, 
perhaps go online to look at a few different models, accessories, plans and 
payment options, discuss options with friends, perhaps go into a store and 
discuss finance, pay for the phone, take delivery of the phone (either in-store or 
delivery elsewhere), unbox the phone, and then start using. Each of these 
activities are part of an end-to-end journey in purchasing a phone.   
 
 

 

Figure 3 – Example Customer Journey in Purchasing a Phone 
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4.2 What customers value 
Identifying what customers value as part of an end-to-end experience is often 
one of the most difficult activities to complete when aiming to improve the 
customer experience. After all, in almost all cases, customers don’t actively keep 
a “value calculator” in their mind adding up the value they have received. It is 
more intuitive and subconscious than that. 
 
However, in saying that, there are ways to identify where value is being delivered 
in a journey, and what types of value. 
 
One of the best models which addresses this issue is the Elements of Value 
Pyramid first identified by Eric Almquist from Bain and which was explained in the 
Harvard Business Review in September, 2016.  
 
The Pyramid consists of 30 value attributes which the researchers identified from 
a large number of consumer surveys as being “universal building blocks of value” 
for a range of different customers, across multiple industries and markets. 
 
As stated in the article, “These elements fall into four categories: functional, 
emotional, life changing, and social impact. Some elements are more inwardly 
focused, primarily addressing consumers’ personal needs. …. Others are 
outwardly focused, helping customers interact in or navigate the external world.” 
 
The Elements of value pyramid can be seen below. 
 
  

https://hbr.org/2016/09/the-elements-of-value
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Figure 4 - The Elements of Value 

 
In this model, the 30 different types of value are shown split the four categories 
highlighted in the previous quote, similar to Maslow’s Hierarchy of Needs. These 
elements can be used to identify how value is being derived by customers from 
the end-to-end experience, and how to capture more value by improving the 
experience. 
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4.3 Opportunities for most value delivery – Moments 
that Matter 
 
Many of you will have heard the term “Moments that Matter”1. These are the 
moments in a customer journey that are most important in determining their 
views of the outcome of the journey. 
 
Another way to think of these critical parts of a customer journey is to view them 
as the times when customers attribute the most value in their end-to-end 
customer experience. 
 
So, in the phone purchase example, the total value that a customer may attribute 
to the purchase of a phone (and thus the amount they are willing to pay) may be 
$700. However, this value is determined by how much total value a customer 
attributes to each part of the experience along the journey, as shown below. 
 
Those parts of the journey with the highest amount of value are the Moments that 
Matter for this customer.  
 
 

 
Figure 5 - Customer Value in Phone Purchase 

 
 

4.4 Delivering Value to Customers 
When a company delivers an experience to a customer, they are capturing part 
of the total potential value from that customer, as Figure 1 showed. This can be 
represented in the journey diagram below.  
 
  

                                                        
1 For more information I have written about Moments that Matter in this post on LinkedIn 

https://www.linkedin.com/pulse/what-your-customers-moments-matter-shane-goldberg
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Figure 6 - Value Captured in Customer Journey 

 
 
You will also notice that some of the elements of value from Figure 4 have been 
attributed to different parts of the journey. It is important for companies to 
understand which elements of value customers desire in the journey, and what 
the company can deliver.  
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5. DELIVERING & CAPTURING 

ADDITIONAL VALUE FROM AN 

EXPERIENCE 

 
In Figure 2, I showed one way that companies can capture more value from 
customers by improving the customer experience. But this diagram only showed 
one way to capture more value: capturing more of the value that already exists in 
the customer. There is, in fact, a second way: growing the amount of value 
available to capture from the customer.  
 
Diagrammatically, this can be shown as: 
 

 
Figure 7 - Two Methods for Capturing Additional Value 
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a) Capture more existing value - In capturing more of the value that already exists, 

companies are capturing more of the value available at each point of the journey 

by delivering better on the parts of the experience that customers value. This is 

especially important for the Moments that Matter.  For example, when a customer 

is comparing phone plans, if more and better information can be provided to the 

customers, and they value this information, then more value can be captured, as 

per below. 

 
Figure 8 - Capturing Value by Delivering Better 

 
 

b) Grow the value available – By growing the value available, companies 

unlock additional value available along the end-to-end journey by either 

expanding how much value a customer attributes to the existing value 

elements, or by delivering new value elements as part of the journey. A 

good example of this is Uber, which added additional value elements to 

the traditional taxi model by providing an app, tracking their cars and 

delivering that tracking information to customers. All of these are elements 

which their customers value.  

In the case of the phone purchase, growing the value available might 
occur if the design of the phone box is created such that the customer truly 
has a memorable experience when first taking the phone out of the case 
(the “unboxing experience”), as per below. 
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Figure 9 - Creating New Value Capture Opportunities 
 

 
 
In either case, it is important to identify which value elements already apply or 
could apply to different parts of the end-to-end journey (and to the journey as a 
whole). It is also important to understand how you can either deliver on them 
better for customers, or find ways to deliver on them when they are not being 
delivered already. 
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6. TURNING THIS INTO PRACTICE 
 
So, how do you turn all of this into practice? There are a number of steps to 
follow to take advantage of this value perspective of the customer experience.  
 
Many of these use deep customer insights, so it’s important to gather these 
insights to feed into the steps below. 
 
 

Identify the customer journey for a given experience – The first critical step is 

to identify the outcome the customer is aiming for, and the journey they go 

through to achieve that outcome. An ideal way to do this is through the 

process of customer journey mapping2. Whichever way it’s done it is 

important to identify the key parts of the journey. 

 

Highlight the Moments that Matter – Once the journey is mapped out, identify 

the Moments that Matter for customers - those times when the most value is 

on the table. 

  

Determine the Elements of Value – From the Elements of Value, identify 

those that are applicable to the end-to-end journey, and to the different 

components of the journey. 

 

Analyse the value being captured from each element – Based on customer 

insights, identify how much value is being delivered at each of the moments, 

and for each element. (Note: This is not easy. Companies generally use 

expert assistance to do this thoroughly). 

 

Identify ways to deliver more value in existing elements – For those moments 

that matter and their associated value elements, identify how you can deliver 

these better to customers. A good example of this is Amazon, which has 

focussed on delivery time as one of the value elements, and cut this to 

incredibly short times, something which customers are willing to pay more for.  

 

Find ways to deliver new elements of value to customers – Find innovative 

ways to add additional value elements to the end-to-end journey, thus 

creating more value in the pie. An example of this is AirBNB, which has made 

it incredibly easy for people to rent out their spare spaces, and others to find 

them. 

                                                        
2 Customer Journey Mapping – For more information on this, refer to this article 

https://hbr.org/2010/11/using-customer-journey-maps-to
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7. CONCLUSION 
Delivering value to customers is the aim of most businesses. In this white paper, 
I have set out to explain the concept of value, and then explored how through the 
delivery of a great customer experience, companies can capture more value from 
customers. 
 
If you can follow the steps outlined in this white paper, you will be well on the way 
to extracting significantly more value from the market, driving customer and 
business success in the long term. 
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8. FOR MORE INFORMATION 
 
For more information, please contact shane.goldberg@custcore.com.au 
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