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Your Customers Are Experiencing
Friction — Now What?

Imagine you need to change the bank account from
which you pay your insurance bill. Naturally, you go
to your insurance company’s website to see if you
can accomplish this online. You can’t. (Doesn’t this
company want my money?) So, you call and speak
to a customer service rep. She’s nice, but she tells
you she can’t make that change over the phone.
(Doesn’t this company want my business?)
The rep asks for your email address and promises
to send you a PDF. She does, but after printing it
out and filling out the information, you re-read the
instructions in the email and realize you can’t email
it back — you have to fax it. (What year is this?)
Strangely enough, you don’t have a fax machine
in your home. Come to think of it, there’s not one
in your office, either. (Is this company purposely
throwing up roadblocks to lose me as a customer?)
You locate a fax machine and send the document.
Then you wait for confirmation they’ve received it.
It never comes. (How quickly can I switch carriers?)

Unfortunately, the story above is all too true for far too many
customers. It is an illustration of Customer FrictionSM, which
NTT DATA defines as any aspect of customer interaction that
has a negative impact on a customer’s experience. Too often,
policies, systems and outdated business processes create
roadblocks that prevent us from delighting our customers.
The shift toward digital business is allowing customers to
execute transactions independently. Loan applications,
insurance claims, medical record transfers, banking
transactions and retail purchases that used to require the
intervention of a company’s employees must now be selfservice, available from a computer, tablet or smartphone to
meet the expectations of customers. That’s table stakes in
the new economy. New competitors are using this shift in
customer engagement to disrupt traditional business models,
and established organizations must embrace the concept
to drive customer-centric improvement throughout their
businesses.
This changing landscape means that customer service
representatives, claims adjusters and loan officers (among
others) are no longer the primary users of your company’s
business and technology solutions. In a customer-centric
business model, success lies with understanding and
addressing the challenges faced by the external customer —
first and foremost.
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Customer Friction represents any interaction that has a
negative impact on the customer’s experience. Examples of
actions that can increase customer friction include:
»» Requiring the customer to switch communication
channels to accomplish a transaction (moving from
phone to email to fax)
»» Alerting the customer after a problem has occurred
without offering a solution (your credit card has expired,
and your payment is now late)
»» Inconsistency across the experience (different user
interface design or varying processes across channels
for the same transaction)
»» Not applying knowledge of customer history and
preferences (leveraging details from past interactions)
»» Requiring the customer to resupply information they’ve
previously provided
»» Excessive customer-driven steps and decision
points (entering information multiple times in a single
transaction)
»» Obscure references, multiple acronyms or requiring
detailed knowledge of your company’s policies or
procedures
»» Technical challenges with client-facing applications
(broken links, frozen interfaces, etc.)
Obviously, the less friction customers encounter, the more
likely they are to be satisfied with a product or service and
continue to do business with your company (unlike our
scenario). The more friction customers encounter, the more
likely they are to disconnect from the company — anything
from hanging up the phone or clicking away from the website
to choosing never to do business with you again.
We all have our favorite companies. These businesses do
more than offer the products or services we want — they
amaze us by making it easy to conduct business with them.
Most have gotten to where they are today through months
or years of trial and error, combined with a little customer
feedback and a lot of luck. NTT DATA can shorten that
cycle by objectively quantifying Customer Friction, making
it possible to pinpoint challenges and proactively drive
improvements that are tailored to customer challenges.
Those improvements might mean redesigned processes,
improved applications or better integrated data. Or they
might mean better training, information flow or decisionmaking for your people. All kinds of positive changes can
occur after a Customer Friction Factor (CFF)SM engagement,
and all of those changes make your customers happier and
better engaged with you.
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Redefining Your Customer
An investigation of Customer Friction requires an understanding
of the customer. The term “customer” has been used to define
someone from the general public who makes a purchase of
goods or services. This basic business-to-consumer (B2C) view
of the customer is useful for many organizations, but it misses
the business-to-business (B2B) and business-to-employee
(B2E) transactions that define how our businesses operate in
the connected global economy. At NTT DATA, we use a broader
definition of customer: someone who is the primary beneficiary
of a process or function.
Customers exist in all shapes and sizes, and they all experience
friction. The employee submitting a help desk ticket for a
laptop is a customer of the information technology organization
(B2E), and the laptop manufacturer is a customer of the OEM
component producer (B2B). Each of these customers will
perform transactions with their provider and participate, in
some way, in the business processes of that organization. By
understanding the goals of all customers, and what stands in
the way of accomplishing those goals, we are able to greatly
improve the overall customer experience, regardless of the type
of customer or business.

Measuring Customer Friction
To improve something, you must be able to measure it. Despite
Customer Friction’s importance in today’s digital world, all the
ways we currently measure customer sentiment are flawed.
Customer surveys are a reactive approach that tells you what
your customer service was like months ago, and they tend
to draw participation from extremely happy and extremely
unhappy customers.
Similarly, a Net Promoter Score (NPS) may tell you whether
customers will recommend your product or service, but it does
not provide insight into why. Finally, sentiment analysis has a
serious sampling bias that accounts only for a small fraction of
customers who are vocal on digital platforms and can result in
imperfect data. It also misses when a customer disengages —
which NTT DATA has shown to be the single most important
data point you can get from a poor customer experience.
To accurately measure Customer Friction (and ultimately drive
efforts to reduce friction), we need a quantitative, objective,
proactive method that yields precise results, giving companies
the data they need to drive transformation and realign their
applications and processes toward the end customer.
NTT DATA’s CFF is designed for that purpose. It allows
companies to achieve three important goals related to
customer friction:
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1. Understand. Develop an understanding of the target
customers and how they conduct business while
identifying and quantifying Customer Friction within that
experience.
2. Gain insights. Identify the root causes of Customer
Friction, plot a roadmap and prioritize initiatives that
will deliver the greatest improvements in customer
experience.
3. Improve the experience. Through finding and fixing
high-friction areas, companies can deliver the type of
pain-free service that delights customers while reducing
or containing internal costs.

Applying Customer Friction to
Transactions
The basic calculation behind CFF is uncomplicated. Points
are added for factors that take time or energy from a
customer, such as being put on hold while an employee
searches for another person to help with a problem. Points
are taken away for things that simplify a transaction, such
as a text to a customer the morning of a repair visit with the
repair person’s exact arrival time. The CFF score is just like a
golf score — the lower the score, the better.

There are five main categories of
Customer Friction:
Friction Categories Definition
Example
Technical Friction

Engagement Friction

Driven by a challenged technical
solution
Web page not designed for mobile
platform
Related to the touch points with the
customer
5 minutes of hold time

Ecosystem Friction

Knowledge Friction

Process Friction
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Created through integration with the
extended enterprise
Shipment tracking information not
passed on
Generated from use and misuse of
customer or organization knowledge
Customer preferences not carried
forward

Of course, even similar transaction types are not equal across
industries. Buying a t-shirt from an online retailer is hardly the
same as purchasing a life insurance policy. Nor are all
transactions within an industry equal: purchasing something
in a store is considerably less complex than applying for that
store’s credit card.
To generate accurate data, CFF scores consider the following
factors:
1. Industry. Customer expectations and activities change
from business to business.
2. Transaction type. The goals of the customer and the
activities they execute to accomplish those goals influence
the evaluation of customer friction.
3. Proximity/presence. Online, over the phone and in-person
interactions can be very different experiences. The CFF
scoring approach can provide objective totals for any or
all of these types of activities.
Finally, we take into account that expectations change across
target demographics and generations. A Millennial might
expect a company to interact with her via text and be annoyed
or upset to receive a phone call, while a Baby Boomer most
likely prefers a call to a text message. By taking these factors
into account, we are able to provide a clear picture of customer
friction and a meaningful competitive comparison that can be
tailored to any business.

What CFF Uncovers
A CFF report combines a multitude of individual scores across
a transaction to create a single view of Customer Friction.
Here’s an example. We conducted an analysis of the experience
of buying eyeglasses at LensCrafters, a traditional eyeglass
supplier, and Warby Parker, a disruptive entrant into the
market that is looking to transform the customer experience.
LensCrafters received a CFF score of 435; Warby Parker’s
score was 152. Yes, LensCrafters’ score was almost three times
as high as Warby Parker’s. That’s almost 300 more points of
Customer Friction, resulting in lost customers, lost revenue,
poor customer service reviews online and many, many other
problems for a business.
Here are some of the factors that led to LensCrafters’ high
score. It has an in-store focus, and customers cannot perform
the same goals online as they can in person. Consistency is
poor, with the experience and product availability changing by
location. Additionally, although you can select glasses online,
you can purchase them only in-store, and there is little or no
attempt to engage with customers proactively.

Associated with the activities and
channels involved in a process
Email, call center and fax required to
complete transaction
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In contrast, Warby Parker boasts a seamless transition
between its online and in-store experience, consistency
in brand voice and style across channels, strong social
media integration, a multi-channel contact center and a
sophisticated, robust customer engagement strategy.
Executives should ask themselves whether their company
more closely resembles LensCrafters or Warby Parker when
it comes to Customer Friction. If they see a LensCrafters
lookalike in the mirror, they should take a careful look around
(pun intended) at how many Warby Parker−like competitors
are lining up to disrupt and take their business.

Why Customer Friction Matters
In case there’s any doubt that high amounts of Customer
Friction can hurt a business, here is a compelling statistic:
Over half of US online consumers will abandon their
online purchase if they cannot find a quick answer to
their questions.1
From our research and work with clients, it’s clear that
friction leads directly to customer disengagement.
In a recent study of Customer Friction across the top 25
retailers, the five organizations with the best CFF score grew
their business at a rate three times greater than those with
the worst CFF score.

Disengagement Spectrum –
Customer Friction and Lost Customers
Lose the
Customer
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401 –

Lose
Multiple Sales

Lose the
Transaction

CFFSM Score

351 – 400
301 – 350
251 – 300
201 – 250
151 – 200
Gain Customer
Loyalty

0 – 150

How to Lower Your CFF Score
In the past, businesses focused on internal stakeholders when
they built solutions. Today, successful enterprises are turning
that 180 degrees, making customers active participants in —
and, in the best cases, the prime focus of — their business
processes.
That means some degree of transformation is necessary
to lower a company’s CFF score, a journey that begins by
stepping into the customer’s shoes in an effort to understand
where the challenges are when conducting business with
your company.
Some challenges are simple fixes. Others require a
reexamination of existing solutions and business models.
For example, an inconsistent interface necessitates a rework
of user experience, incorrect customer data is a symptom
of challenges around master data management, and long
wait times could lead to an examination of existing business
processes. In each case, the customer journey and associated
CFF score is used to drive an improved customer experience.
And you will know how much friction can be eliminated by each
possible improvement — before you make the investment in
changing it.
We recommend a four-step process to transform your
organization into a customer-centric enterprise:

Path to Becoming a Customer-Centric
Enterprise

Vengeful
Angry

Explore

Frustrated
Annoyed

Experience

• Define Personas

• Accomplish Goals

• Establish Goals

• CFF Score Transactions

• Identify Transactions
and Processes

• Identify Friction Points

Impatient
Unimpressed
Neutral
Number of Engaged Customers

High friction experiences drive away customers while systemic neutral
experiences create loyalty.

Identify

Transform

• Understand Root Causes

• Implement Solution

• Define Recommendations

• Evaluate Customer Friction

• Establish Roadmap

• Repeat…

By understanding and quantifying customer friction, you can
transform your organization into a customer-centric enterprise.
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Summary

Author Biographies

Traditionally, companies focused on building the best
product or service and waited for customers to show up.
Today, products and services are easily copied commodities.
Tomorrow’s successful organizations will differentiate through
customer experience by redesigning themselves to transact
business directly with the customer, reducing Customer Friction
and increasing satisfaction.

Matthew Leach
Senior Director
Business Analysis Practice

Ask yourself these questions:
»» Who is the customer for each of your major processes/
transactions?
»» Do you understand how your customer transacts business
with your organization? Have you seen that completely
through your customer’s eyes?
»» Are you using the information about your customer’s
experience to drive business and technology
transformation?
Customers demand a superior experience — the kind that
makes their lives simpler. In many cases, that means the type
of self-service that traditional companies are not equipped to
offer. Being able to identify high-friction areas in the business
model and mitigating them are the first steps in getting an
organization moving in the right direction.
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Brad Rucker
Senior Vice President
Application and Information Management
and Global Delivery
Brad is senior vice president of the Application and Information
Management practice and North America Delivery Centers as
well as co-CTO at NTT DATA, Inc. In 1981, Mr. Rucker spent
his entire monthly salary on a TRS-80 color computer and
taught himself how to code. Since then, he has been a system
designer, project manager, CIO, CTO and COO. His experience
spans software development, systems integration and global
services and support.
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