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Abstract
Customer experience doesn’t break in the front-end user interface 
– external web or UI for enterprise applications. Those have been 
largely improved over the past years thanks to better technologies. 
The issue is that customers, both internal and external, are exposed 
to your operations, related processes and systems which were not 
designed to cater for such speed and granularity of interaction. There 
is an opportunity to harness the entirety of organizational operations, 
and overcome the inertia of legacy, by using customer centricity and 
related practices. That way, customer experience (CX) and customer 
journey become organizing principles for prioritizing and simplifying 
digitally enabled interventions. At the same time, Lean management 
principles enable an end-to-end view of business processes, from front 
to back office, allowing companies to reimagine the way that these 
processes are orchestrated to shore up the CX “moments of truth.” The 
impact: the ability to focus on interventions that matter and cut through 
complexity, delivering faster results – as well as creating accountability 
across the front, middle, and back office. This results in superior 
customer experience, enhanced competitiveness, accelerated growth 
and profits, greater agility and more sustainable transformation.
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Figure 1: Challenges - The root of many suboptimal digital efforts is a fragmented, slow, and manual flow of work
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Customer experience matters, and incumbents 
aren’t able to fix it
In the digital era, leaders increasingly compete not just on the strength of products and services, but on the 
strength of CX, too. When digital disruptors enter industries, they often destroy 50% of the industry value (think 
transportation, media, and banking payments), and proceed to seize the bulk of the remaining profit pool. 
Incumbents are often slowed not by a lack of advanced technology, but rather by clinging onto legacy business 
models combined with an inability to experiment fast and “wire” the new processes needed. At the same time, 
disruptors begin to create competitive “moats” through superior customer value built on digitally enabled 
processes that harness data in a superior way. Data is then injected into actions through processes, at scale, that 
impact customer experience. 

That’s the “Amazon experience” compared to “enterprise experience.”

Consider the following  
three illustrative 
questions. Why can’t 
enterprises…

a. Quote for financial products 
in real time? Banking websites 
and apps are world class, but 
customers often can’t receive 
binding, sophisticated, seamless 
answers through them

b. Settle trade dispute on the 
fly? Manufacturers selling to 
large retailers need laborious 
interactions to resolve billions of 
dollars of trade pay disputes

c. Secure renewals before it’s 
too late? Technology and other 
service providers struggle with 
detecting possible drivers of 
renewal leakage
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In the middle office, a comparatively people-
intense operation makes decisions about cases 
and manages risk using older systems of records. 
Meanwhile, the back office holds much of the 
data and performs the accounting and financial 
reporting through fragmented operations often 
reliant on older systems. In other words, the 
challenge can’t be overcome if the front office 
has the only digital capacity. Most organizations 
experience this challenge in one way or another. 
At the end of the day, they can’t engage customers 
successfully, at scale, cost effectively, and in an 
agile manner that helps them evolve in lockstep 
with client needs and technological opportunities.

Against this fragmented operational backdrop, 
many enterprises seek to transform the customer 
experience. However, customer experience typically 
doesn’t fall apart at the front end. Rather, initiatives 
narrowly focused there fail to deliver impact because 
the root of the problem is elsewhere.

Digital technologies and 
analytics are revolutionizing 
competitive dynamics across 
industries, but a significant 
gap exists between leaders 

and other companies

Figure 2: Transformational CX is only delivered through front-to-back operations
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Digital technologies and analytics are 
revolutionizing competitive dynamics across 
industries, but a significant gap exists between 
leaders and other companies. Many large, 
established enterprises with entrenched 
organizational silos and operations are saddled with 
pre-existing technologies and ways of working. This 
leaves them struggling to get the most out of their 
digital solutions for game-changing results.

The root of these challenges is not necessarily 
technical in nature. Overcoming organizational 

hurdles and strategy weaknesses can be key to 
unlocking potential opportunities. Yet many 
companies don’t have the right talent to address 
these obstacles. This ultimately leads to ineffective 
and inefficient engagements with end customers.

Figure 1 illustrates the challenge with a simple 
example. It depicts the customer journey for the 
purchase of a retail financial product, such as a 
loan. The front-office experience is now digitally 
sophisticated and enjoyable, but it clashes with 
the legacy middle- and back-office processes. 
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Three broad sets of interventions can help solve this 
complex problem.

First, back up the 
digital front
When it comes to digital transformation, most 
companies invest as much as they can in customer-
facing processes in the front office, while the back-
end operations remain overlooked. The majority of 
customer interactions, however, are intertwined 
with a series of services and processes, behind 
the scenes, across middle and back office teams, 
even though the customer is rarely aware of their 
existence. For example,  a bank might be able to 
set up a checking account in a matter of hours, 
but they can’t fulfill compliance requirements 
and back-office processes to activate the account 
at the same pace. The benefits of a new web and 
mobile-enabled interface with a single customer 
view across channels and marketing automation are 
quickly lost because they left out the required back-
end processes. So cleaning up the front office and 
plugging it into an old back office with a fragmented 
and slow flow of transactional work, often done 
by manual and legacy systems, can only result in 
suboptimal digital efforts.

Second, break silos
Breaking down operational and hierarchical silos 
and creating an automated data flow between 
departments is probably the most challenging, 
yet essential, part of creating a customer-centric 
organization. While the customer experience is 
a common priority, different departments, from 
marketing to operations, human resources, and 
finance, collect and store data in their disparate 
silos and are often focused on their own goals, 
sometimes creating internal roadblocks for each 
other. But unifying these processes, systems, and 
data structures often requires big-picture changes in 
culture and data governance practices.

Third, focus 
on operational 
improvement
Any large-scale technology-mediated change 
involves digital tools, but that’s just the starting 
point. Digital transformation can’t improve customer 
experience by simply adding digital technologies to 
existing workflows. Technologies, such as artificial 
intelligence and predictive analytics, need to be 
embedded into the fabric of business process, and 
even reinvent the nature of work and the business 
value chain. Sometimes it might mean rethinking 
what you sell, how you make it – even how customers 
use it. Digital transformations work only when they 
are used to streamline operations, take out cost, and 
create new experiences.

So, coming back to the bank that denied its 
customer a genuine credit card transaction. How do 
they create a better customer experience? A faster or 
better algorithm alone won’t work. The bank must 
first figure out whether their business processes 
need greater speed, certainty, cross-validation 
algorithms in certain specific situations, or better 
integration and data flow between the front, middle, 
and back office.
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An approach that 
enables your teams to 
tackle the work, at scale
An optimal design of solutions for such challenges, 
and an effective skill composition of the teams 
engaged in the interventions, require an approach 
that harnesses digital technology and analytics 
through a business domain lens — which uses Lean 
management and human-centered design thinking 
principles to derive solutions that are practical and 
effective to implement at scale.

Based on our experience transforming large 
operations for many years, we believe that digital 

business architecture, leveraging operations front to 
back, requires a combination of skills and must align 
with the orchestration of new workflows. The goal 
is to create superior customer journeys — whether 
internal or external.

Such an approach, for instance Genpact Lean 
DigitalSM, reimagines the flow of work in the 
following ways:

 ●  It harnesses diverse methods and proficiencies 
to combine Lean principles, design thinking, 
domain expertise, and digital technologies.

 ● It aligns business outcomes to interventions 
across the front, middle, and back office. 

 ● It applies a customer- and user-journey lens 
to determine the optimal human, process, and 

technology stack needed to deliver a practical 
digital business architecture. 

Because not all organizations have the same 
appetite for or readiness to change, the initial 
objective should be to identify and prioritize an 
executable set of interventions. It’s also important 
to bear in mind that many organizations struggle 
when they attempt to execute a large number of 
complex programs all at once.

One possibility based on our experience is to run 
four-step assessments to understand the connection 
between end- and internal clients’ customer 
journeys and enterprise operations. In those cases 
we must look at processes, technologies, people, 
and, ultimately, operating models.

The first phase, which deconstructs the experience 
of the client through specialized methods and 
analytics, yields unprecedented clarity that 
cuts through the clutter of large organizations’ 
complexity and simplifies the process of change.

A successful and satisfying customer journey only 
takes place with a focused end-to-end solution. 
Such a solution requires robust, fluid, seamless 
orchestration, and industrialization of processes 
to connect the organization’s front office with the 
middle and back. Steered by that “true north,” 
organizations can streamline – or completely 
reimagine – processes before digitizing them. 
That means these processes can be augmented 
— not just automated. People, too, can be 
augmented to unlock their potential.

A B

D C
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Figure 3:  Four-step assessments within Genpact’s Lean DigitalSM assessment
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Advanced analytics and machine learning can also help organizations discover patterns from data sandboxes and, increasingly, from data derived from process 
mining software. For instance, data around the occurrence of rework can be used to pinpoint parts of the process that generate friction. Customer engagement paths 
that show a high level of defects, such as abandonment or excessive duration, are areas that require attention. All of these analytical interventions help identify 
“needles in the haystack” and focus intervention on what matters.

Customer journey is the organizing principle for identifying operational drivers of CX improvement. These analytics tools have become increasingly sophisticated – 
from their early use as static, paper-based repositories during solution design to today’s increasingly analytical deep layers enabling ongoing, real-time discovery of 
problems during the course of operations.

Figure 4:  Advanced customer journey maps connect the experience with the operations
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Engagement Manager — a digital and analytics consultant who drives team and pushes 
back to client as needed to chart a way forward

Domain Specialist — an industry expert who ensures that insights relayed to client are 
pertinent and keeps team in high priority areas

Design Thinking Specialist — helps with lateral thinking and driving engagement into 
di�erent buying centers at client

Data Scientist — iterates through both data-driven hypotheses and those put forward via 
process and domain expertise

Data Engineer — enables team to work with large datasets (1TB+) and with agility

Chief Science O�cer — designs advanced approaches that increase likehood team will crack the 
challenge and solutions can withstand live operations (feature erosion, concept drift)

Figure 6:  Sample role descriptions for cross-functional customer 
journey-focused teams

A lean digital “pod” to tackle data challenges

Once the fact base is established, the teams can focus on identifying the right 
technologies, as well as reimagining the business processes needed to support the 
desired CX. A schematic representation of the workstreams that may be needed, 
based on our experience, is shown in Figure 7 on the following page.

Figure 5:  Examples of data patterns from process mining software 
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Flow of work network 
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abandonment path

A variety of activities can be performed if the right team (“pod”) is assembled and 
made to function seamlessly with customer journey as the organizing principle, 
and the appropriate amount of “translation” between functional specialist 
practices. It is essential that the project and delivery group has sufficiently diverse 
stakeholders to ensure out of the box thinking. They’ll also need to be able to 
quickly determine what interventions can technically and organizationally work 
– across the end-to-end processes that span a large organization. The following 
picture highlights some of the typical roles that are necessary.
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Figure 8:  Rendering of future CX operations center

An important – but often underestimated – first step is to 
determine the operating model that will enable sustainable 
and cost-effective operations – for example, through a 
center of excellence (COE), a shared service, or possibly a 
“customer experience control tower.”

Figure 7:  Front-to-back capabilities needed for CX transformation
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Arti�cial Intelligent  — computational linguistics, machine learning, computer vision, conersational AI

Advanced Analytics — visialization, predictive analytics, data engineering

High velocity engineering — agile application development

Intelligent automation — RPA + intelligent business process management software (iBPMS)

Technology consulting — advisory on enterprise apps, target operating model optimization, security
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The impact of “front-to-
back” CX transformation
Below are some examples of what’s achievable across a range 
of industries:

 ● Core operational processes in a global bank: We helped a 
global bank reimagine middle- and back-office operations 
through a CX lens. In addition, we used Lean and agile 
methods, combined with high-velocity engineering of digital 
solutions, to enhance the customer journey. 

 ● Trade pay in consumer products: We deployed an AI-based 
solution supporting real-time resolution of disputes with 
retail clients, plus 100% auditability, which enables fact-
based dialogue between clients and the front office and 
back office.

 ● Banking loans: Cost and time to service loans was high, 
triggering modernization of loan servicing platform 
through user research, design thinking, workflow design, 
integration to origination, and improved time to service.

 ● Order management in consumer products: Better 
demand/supply orchestration with retail chains in small 
countries, as well as augmented order managers, resulted 
in 30% fewer orders lost.

 ● Financial services omnichannel: Continuous improvement 
in operational efficiency and omnichannel customer 
experience delivered through re-usable analytics, 
performance management, and data engineering solutions, 
resulting in 8% points improvement in CSAT.

 ● Financial services omnichannel: Automated complaints 
identification and classification solution deployed using 

advanced speech analytics and supervised machine 
learning techniques for 3,500 agents contact center, 
resulting in a 15% reduction in top-five complaints category 
within six months and 5% improvement in CSAT scores.

 ● Consumer pharmaceutical manufacturer: customer data 
not centralized and lived in various SAP systems, leading 
to long customer wait, lacking ISO quality certification, 
and lacking visibility on customer service processes. The 
solution included (a) orchestrating data from systems like 
CRM, ERP, and others; (b) presenting data in one screen; 
(c) introducing full traceability to improve management 
information visibility; and (d) enabling quick change 
to further improve processes. The impact: Eliminated 
customer delays by enabling employees to respond 
to clients in real time and achieved ISO13485 quality 
certification.

 ● Medical devices manufacturer: Critical delays in the 
diagnosis, referral, and treatment of cardiac patients 
suffering from acute coronary syndrome (ACS) were 
addressed through a pointed mobile-led digital solution, 
empowering emergency responders to act swiftly – even 
before patients arrive at a care facility. The manufacturer 
now obtains patient vitals directly from the equipment, 
which in turn eliminates paperwork and enables more 
focus on the patient. Plus, algorithms helps determine 
future course of treatment and provide doctors with 
relevant data.

DigitalOps will enable your company to be, in the words of 
Reed Hastings, “big and fast and flexible.” This competency 
will enable your company to create compelling customer 
experiences at scale and to deliver its brand promise. Get 
started now because your customers are demanding it.
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Genpact (NYSE: G) is a global professional services firm that makes business transformation real. We drive digital-led innovation and 
digitally-enabled intelligent operations for our clients, guided by our experience running thousands of processes for hundreds of Global 
Fortune 500 companies. We think with design, dream in digital, and solve problems with data and analytics. We obsess over operations 
and focus on the details – all 78,000+ of us. From New York to New Delhi and more than 20 countries in between, Genpact has the end-to-
end expertise to connect every dot, reimagine every process, and reinvent companies’ ways of working. We know that rethinking each 
step from start to finish will create better business outcomes. Whatever it is, we’ll be there with you – putting data and digital to work to 
create bold, lasting results – because transformation happens here, at Genpact.com.

For additional information contact, cora@genpact.com and visit, http://www.genpact.com/downloadable-content/insight/digital-solutions-
transformation-delivered.pdf

Follow Genpact on Twitter, Facebook, LinkedIn, and YouTube.
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