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ARTICLE INFO ABSTRACT

Keywords: The business-to-business (B2B) customer experience (CX) literature tends to promote a one-size-fits-all approach,
B2B advocating the undifferentiated goal of exceptional CX with the view that ‘more is better’ in CX management
Customer experience (CXM). In contrast, we identify three universal customer goal categories and their associated CXM value prop-

X . ositions that underpin both collective and individual experiences. These categories are: (1) Relieving CX to
Customer experience management . . . . . .. . . . . 5 .

XM promote organizational efficiency and individual convenience; (2) Enabling CX to facilitate organizational dif-
Strategy ferentiation and individual empowerment; and (3) Enriching CX to foster organizational association and indi-

vidual relationships. We also contend that firms may adopt different strategic approaches to CXM depending on
their customers’ goals and related value propositions. Specifically, we introduce four archetypical CXM strategies
that differ in impact and scope: CXM Champion, Cherry Picker, Minimalist, and Fashionista. Finally, we propose a
research agenda on CXM strategy drivers and contextual factors. For practitioners, we offer a four-step CXM

strategy guide.

1. Introduction

Competing on customer experience (CX) in business-to-business
(B2B) markets is widely recognized as a topic of utmost interest in
both the academic and practitioner literature (Hague & Hague, 2023;
McColl-Kennedy et al., 2019; Sharma & Dass, 2021; Witell et al., 2020).
According to recent research, managers in B2B companies increasingly
consider CX management (CXM) as pivotal for securing customer
satisfaction and loyalty (Homburg & Tischer, 2023) as well as a source of
competitive advantage (Homburg et al., 2017; Wetzels et al., 2023). The
chief digital officer (CDO) at truck manufacturer Scania emphasized
this, stating, “Customer experience is the capability to drive profits and
growth” (Witell et al., 2020). Recent managerial publications reflect this
interest and have shown a lively debate, primarily focusing on indi-
vidual stakeholders within client organizations and their customer
journeys, the role of technology as an enabler for seamless integration

and effortless CX, and the structure and operation of the CXM function
(e.g., Forrester Research, 2024; Maechler et al., 2017). These highlight
the growing interest and potential for developing the B2B CX research
field. Understanding more deeply how companies can leverage CXM to
achieve a sustainable competitive advantage (SCA) would benefit both
managers and academics.

To achieve this, a better grasp of the alternative strategic approaches
to creating value through CX is necessary. Current research and mana-
gerial literature, whether explicitly or implicitly, often address differ-
ences in CXM approaches only in terms of maturity (e.g., Wetzels et al.,
2023), assuming that all firms should aim for the highest level of CX,
promoting the idea that ‘more is better.” In contrast, this article seeks to
advance the understanding of different CXM value propositions and the
related strategic postures firms can take. Specifically, our study provides
a more strategic understanding of CXM in B2B by aligning CXM value
propositions with alternative strategic positions.
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Against this backdrop, our article makes the following contributions.
First, we provide strategic direction by delineating how companies can
craft value propositions for their CXM at both the organizational and
individual level. Specifically, we propose three universal CX customer
goals and related value propositions: (1) Relieving CX to promote effi-
ciency for the organization and convenience for individuals; (2) Enabling
CX to facilitate differentiation for the organization and empowerment
for individuals; and (3) Enriching CX to foster association for the orga-
nization and relationships for individuals. This contribution advances
existing B2B CX research by analyzing CX in terms of supplier value
propositions, which has not previously been done. Instead, previous
research has mostly concentrated on B2B purchase journeys, with little
attention paid to the organizational and individual outcomes of CXM.
Our study connects established research on value with the emerging
concept of B2B CX and related goals at the individual and collective
levels (cf., Becker et al., 2023). It thereby helps to bring CXM to a more
central position in B2B marketing.

Second, we outline alternative strategic postures companies may
adopt in relation to CXM. Specifically, we introduce four archetypical
organization-level CXM strategies that B2B firms can implement,
distinguished by their degrees of CXM impact and scope. They are: CXM
Champion, Cherry Picker, Minimalist, and Fashionista. Rather than
presuming a ‘more is better’ approach, our study recognizes that B2B
firms may require distinct strategic postures for their market segments,
underscoring the need for a more nuanced understanding of CXM as a
corporate strategy.

Third, this study establishes the groundwork for understanding the
variety of CX-related value propositions and strategic postures, thereby
offering a rich agenda for further research. Specifically, we propose a
range of company-related and contextual factors that may impact a
firm’s choice of CXM-related value propositions and strategic posture.
For practitioners, this study offers a four-step CXM strategy guide.
Table Al in the Appendix summarizes our contributions and contrasts
them with the extant B2B CX(M) literature.

2. Conceptual background

Existing knowledge of CX(M) in B2B settings remains underdevel-
oped (Witell et al., 2020). Specifically, our understanding of the key
premises of B2B CX is still fragmented. Emerging literature has thus far
focused on the unique characteristics of B2B compared to business-to-
consumer (B2C) CX, agreeing that organizational experiences cannot
be managed like consumer CX (e.g., Witell et al., 2020; Zolkiewski et al.,
2017). At the same time, many CX studies apply B2C measures to
organizational settings (e.g., Lemke et al., 2011; Kuppelwieser & Klaus,
2021; Wetzels et al., 2023) without problematizing potential
differences.

Additionally, the academic CX literature uses inconsistent definitions
and scopes (Becker & Jaakkola, 2020; De Keyser et al., 2020), which is
further complicated by varying practitioner interpretations (Panina,
2022). This inconsistency has led to academics and managers effectively
speaking ‘different languages.” Therefore, a more integrative view is
needed to advance CX(M) research in the B2B setting. This section re-
views and synthesizes existing CX(M) research to provide consolidated
definitions as a foundation for developing universal CXM value propo-
sitions. First, we review the general marketing and service literature to
delineate the concepts of CX and CXM. We then examine special features
of B2B CX that inform the development of CXM-based value propositions
in the subsequent section.

2.1. The concepts of CX and CXM

Marketing scholars increasingly view CX as a fundamental basis for
marketing management (Becker & Jaakkola, 2020; Homburg et al.,
2017; Lemon & Verhoef, 2016). CX is a subjective and context-specific
construct characterized as non-deliberate, spontaneous responses to
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specific stimuli encountered at different touchpoints along the customer
journey (Becker & Jaakkola, 2020). It comprises various cognitive,
emotional, behavioral, sensorial, and social elements (De Keyser et al.,
2015; Lemon & Verhoef, 2016). Importantly, this view separates CX
from the stimuli and implies that evaluative metrics—whether forward-
looking like net promoter score (NPS) or backward-looking like
customer satisfaction (Zeithaml et al., 2006)—should be distinguished
from the experience. Accordingly, companies cannot create the CX, but
they can “design and manage a range of stimuli that affect such expe-
riences” (Becker & Jaakkola, 2020, p. 642).

Hence, while companies cannot dictate customer reactions, they can
strive to influence the stimuli that elicit desired responses through CXM.
CXM generally refers to a set of activities firms employ to stimulate and
renew CXs that meet or exceed customer expectations and preferences
(Lemon & Verhoef, 2016). It entails customer-centric efforts to gain
insights into customer behavior and value creation (Homburg & Tischer,
2023; McColl-Kennedy et al., 2019) and using these insights to develop
aspects of the customer journey (i.e., experience stimuli) that facilitate
positive experiences (Athaide et al., 2024; Kuehnl et al., 2019; Zol-
kiewski et al., 2017).

These experience stimuli can be analyzed at different levels of ag-
gregation: cues, touchpoints, and customer journeys (Kranzbiihler et al.,
2018). First, cues are anything the customer can perceive or sense,
serving as the most basic unit of stimulus that can impact the customer
experience (Becker & Jaakkola, 2020). For the purpose of CXM, cues can
be designed to prompt positive responses from customers (Berry et al.,
2002; McColl-Kennedy et al., 2019). For example, references and peer
recommendations, client success stories, industry awards and certifica-
tions, publications in industry journals, interactive webinars, and
tailored training programs can serve as important cues signaling quality
and industry leadership.

Second, touchpoints reflect the various direct and indirect in-
teractions between a company and its customers. CXM necessitates
designing touchpoints and measuring and monitoring customer feed-
back and behavior at the various touchpoints (McColl-Kennedy et al.,
2019; Homburg & Tischer, 2023). Touchpoints are versatile in nature,
ranging from customer interactions with frontline employees to
customer-facing technology (such as websites, apps, and self-service
machines) and physical servicescapes (like branches and workshops)
(De Keyser et al., 2020). They also vary in terms of who exerts control
over them.

Third, the customer journey encompasses all touchpoints throughout
its stages, with individual experiences converging into the overall
journey (Zolkiewski et al., 2017). Designing and managing customer
journeys is a key part of CXM, involving activities to structure the
composition and order of touchpoints in the customer journey. This aims
to enable well-connected and cohesive journeys (Homburg & Tischer,
2023; Kuehnl et al., 2019). It typically unfolds in four key phases: pre-
bid engagement, negotiation, implementation, and operations—with
the last being the most extensive and crucial for CXM (Witell et al.,
2020). Notably, in the context of organizational customers, involving
various buying and usage center members, the customer journey en-
compasses multiple individual paths. These paths may partly overlap
and are driven by shared organizational goals as well as individual goals
(Purmonen et al., 2023; Zolkiewski et al., 2017). Finally, in B2B settings,
a customer relationship encompasses all business exchanges between a
customer and supplier, thereby involving multiple customer journeys
(Purmonen et al., 2023) that may occur simultaneously as the customer
organization acquires a range of offerings from the same supplier (Witell
et al., 2020).

Table A2 in the Appendix summarizes the key constructs discussed in
this section, providing the background for developing our integrative
definitions of B2B CX and CXM in the following section. Next, we will
elaborate on the special features of B2B settings to provide definitions
for CX and CXM adjusted to this context.
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2.2. What is so special about CX and CXM in the context of B2B?

There are several reasons why B2C-focused findings cannot easily be
transferred to the B2B context. The complexity of B2B offerings and
interactions necessitates a tailored approach as they often involve a
broader scope, diverse business needs, and interdependencies that
require interfirm adaptation (Holmlund, 2004).

First, B2B customer journeys are more multifaceted, long-term, and
relationally embedded, involving a variety of channels and diverse digital
and personal touchpoints (Homburg & Tischer, 2023; Purmonen et al.
2023; Witell et al., 2020). The scope of the offering is more extensive,
and due to heterogeneous business needs and interdependencies be-
tween the parties, interfirm adaptation (unilateral or mutual) is often
needed (Hallén et al., 1991). Many buyer-supplier relationships are
contractually governed, meaning more touchpoints and journeys must
comply with contractual terms (Homburg & Tischer, 2023). Special
emphasis should be placed on the usage or operations stage, which en-
compasses all activities and touchpoints occurring throughout the
contractual period of a service offering or, in the case of procurement of
goods, throughout the product lifecycle—often spanning years or even
decades (Brady et al., 2005). While the CX(M) literature tends to focus
on the purchase stage and the buying center (e.g., Homburg & Tischer,
2023), it is the usage stage that has proven to be critical for CXM
effectiveness and customer success. As Purmonen et al. (2023) point out,
usage center members play a pivotal role in determining the overall CX.

Second, the multi-person nature of CX in B2B settings includes diverse
individuals from both the supplier and customer sides, engaging at
various stages of the customer journey (Zolkiewski et al., 2017). Cus-
tomers are often represented by buying and usage centers, involving
individuals from multiple departments and levels with varied functions
and skills as standard practice (Purmonen et al., 2023; Witell et al.,
2020). For example, a customer might sign a maintenance framework
agreement concurrently with purchasing a software integration package
and conducting various training activities. Each of these customer
journeys may involve different decision-makers and users, as well as
distinct cues and touchpoints that the actors interact with.

Third, CX in B2B operates on multiple levels, requiring a distinction
between individual and collective experiences and their respective goals
(Becker et al., 2023). While different members of an organization may
hold varied perceptions (Biedenbach & Marell, 2010), they pursue
shared goals that drive their collective actions. It is often assumed that
B2B customers prioritize rationality and economic outcomes over he-
donic satisfaction (Homburg & Tischer, 2023). However, collective and
individual goals are interdependent, with each contributing to the
other’s achievement (Kleinaltenkamp et al., 2022). Within any organi-
zation, siloed experiences can arise—not only between individual actors
from different departments but also between the individual and collec-
tive levels—highlighting the need for CXM to address both dimensions
(Kleinaltenkamp et al., 2022; Witell et al., 2020).

To summarize the meaning and nature of CX and CXM in the B2B
context, we propose the following integrative definitions:

e B2B CX is the cumulative cognitive, emotional, behavioral, sensorial, and
social responses of individuals within a client organization, stemming
from their direct and indirect interactions with a supplier through various
cues, touchpoints, and journeys, and manifesting at both individual and
collective levels over time.

e B2B CXM is the process of designing, analyzing, and orchestrating
customer journeys, including their associated cues and touchpoints, to
foster experiences that support the achievement of customer goals at both
individual and collective levels over time.

3. B2B CXM value propositions

Despite CXM being considered a critical means to create superior
value for customers (Homburg & Tischer, 2023), the connection
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between CX and B2B-specific customer value remains largely unexplored.
Except for Homburg and Tischer (2023), research tends to focus more on
individual outcomes of CXM than on organizational outcomes. While
many CX(M) studies acknowledge that focusing solely on individuals is
insufficient in B2B (e.g., Witell et al., 2020; Becker et al., 2023), few
expand on the distinction between individual and collective levels. This
underscores the need to recognize both individual and collective CX and
examine their relation to suppliers’ CXM value propositions. Accord-
ingly, in this section, we first outline what individual and collective
experiences mean in B2B. We then discuss the customers’ collective
(organizational) and individual (personal) CX goals and how they
translate into three types of universal value propositions of a firm’s CXM
efforts.

3.1. Individual vs organizational CX

Customer journeys and experiences in the B2B context occur at both
the individual and collective level. Consequently, B2B CX relates to in-
dividuals within an organization, the groups they belong to, and the
overall organization. However, experiences fundamentally rely on in-
dividuals’ perceptions, thoughts, emotions, and specific actions (cf.,
Smith, 2003). Researchers adopting a phenomenological lens argue that
collective entities lack a collective consciousness, rendering them inca-
pable of having experiences (Becker et al., 2023; Burns, 2016). There-
fore, collective experiences manifest within individual consciousness,
akin to any phenomenological experience (e.g., Chelstrom, 2012;
Mathiesen, 2005), and only individual employees can have collective
experiences (Becker et al., 2023).

Becker et al. (2023) argue that collective experiences are formed
when individual employees project their experiences onto their team
and the organization as a whole. In other words, an employee experi-
ences something alongside others in the organization, and this shared
experience is best described using the first-person plural form (i.e., ‘we
experienced’) rather than the first-person singular (i.e., ‘I experienced’)
(see also Burns, 2016; Chelstrom, 2012; Mathiesen, 2005). Conse-
quently, individual employees perceive a CX as being shared by their
department and the entire organization. Depending on how extensively
this shared experience is felt among employees, CX can be categorized as
either collective (when employees have similar and aligned experiences)
or individual (when experiences differ significantly and lack alignment)
(Becker et al., 2023). Therefore, it is reasonable to suggest that a col-
lective organizational CX emerges when a client’s employees share
highly similar experiences.

3.2. CXM value propositions related to individual and organizational
goals

For CXM to facilitate value creation for customers (Homburg &
Tischer, 2023) and ultimately support the supplier’s competitive
advantage in B2B markets (Ulaga, 2018), CX should be aligned with and
reinforce the supplier’s value proposition. A value proposition conveys
what superior value the customer can expect when engaging with a
supplier (Payne et al., 2017).

It is therefore crucial for B2B companies to take stock: What do
customers truly want in terms of CX? We contend that understanding the
nature of customer goals is essential for managers to comprehend
customer expectations and value perceptions related to CX. To achieve
this, we develop a categorization of potential CX-related value propo-
sitions, drawing insights from service literature and B2B research on key
types of value that suppliers can offer. We then apply these insights to
illustrate how these value goals manifest both collectively and individ-
ually as customers engage in goal-oriented buying and usage behaviors
(cf., Purmonen et al., 2023).

3.2.1. Categories of generic CXM value propositions
Generic strategic goals relate to gaining differentiation or
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productivity enhancements, aligning with the widely accepted strategy
postures of differentiation and cost-leadership (Porter, 1980). Relatedly,
the service literature highlights that providers can craft competitively
compelling value propositions by either relieving customers of certain
tasks or enabling them to achieve novel outcomes (Gronroos, 2011;
Lusch et al., 2010; Michel & Brown, 2005; Michel et al., 2008; Normann,
2001; Normann & Ramirez, 1994). For instance, a provider might
streamline the customer journey by leveraging economies of scale to
conduct tasks more efficiently. This could involve automating customer
service touchpoints through self-service products or Al-powered
customer support, thereby relieving customers of time-consuming in-
teractions (Kowalkowski et al., 2024; Wirtz & Kowalkowski, 2023).
Conversely, providers can enable customers by generating new knowl-
edge within the client firm to conduct innovative tasks. For example, a
software provider may empower client employees with the skills and
knowledge to use the software in new and more creative ways by of-
fering personalized training sessions at various touchpoints along the
customer journey.

Furthermore, while the B2B literature has traditionally focused on
the rational aspects of decision-making (Iyer et al., 2015), it increasingly
recognizes the importance of relationships, association, and the ‘warm
glow’ they provide (Campbell et al., 2010). Emotional and relational
elements play a significant role in buyer decisions and evaluations (Leek
& Christodoulides, 2012). These elements represent a third type of value
proposition, which we label as enriching experiences. For instance, a
supplier might host exclusive events and workshops for selected clients,
fostering a sense of community and belonging. These events not only
provide valuable industry insights but also strengthen the emotional
bonds between the parties at both the organizational and individual
level (Mitchell et al., 2016).

In sum, experiences are closely tied to the alignment and attainment
of both individual and collective goals. A supplier’s CXM value propo-
sitions can be categorized into relieving, enabling, and enriching CX.

3.2.2. CXM value propositions and B2B customer goals

In this section, we translate the three universal value proposi-
tions—relieving, enabling, and enriching—to both corporate and indi-
vidual levels. Just as an organization itself cannot have experiences,
collective entities such as teams and firms also do not possess inherent
desires that underpin their goals. Instead, it is the individual employees
who share an interest in the collective and typically develop an under-
standing of what is desirable for the team and the firm. These organi-
zational desires manifest as collective goals, goal hierarchies, and
endpoint representations that the organization should pursue (Huber &
Kleinaltenkamp, 2020; Kleinaltenkamp et al., 2022; Macdonald et al.,
2016; Tuli et al., 2007).

Suppliers typically can address customers’ collective corporate goals in

Table 1

CXM Value Propositions for the Collective and Individuals in Client Organizations.
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one or more of the following three categories: efficiency (e.g., reducing
operational or administrative costs), differentiation (e.g., strengthening
the client’s growth- and revenue-generating capacity), and association
(boosting brand perception, reputation, and cultural fit) (Gronroos,
2011; Minerbo et al., 2021; Payne et al., 2017). While the first two types
of value-creating effects can be measured in monetary terms (Gronroos,
2011), the third category can only be assessed through perceptions and
cognitive effects.

Additionally, beyond collective corporate goals, we apply the same
goal categories to the individual level, where CX reflects the individual
goals of employees. These goals can be grouped into three categories:
convenience (e.g., job ease and seamless interactions), empowerment (e.g.,
skill enhancement and learning), and relationship benefits (e.g., enjoy-
able interactions, quality relationships, and high levels of trust)
(Purmonen et al., 2023).

Thus, drawing from service and B2B marketing research, we posit
that CX focuses on three universal objectives at both the organizational
and individual level, as shown in Table 1. These objectives can guide the
value propositions offered by CXM, which are (1) relieving CX to promote
efficiency for the organization and convenience for individuals; (2)
enabling CX to facilitate differentiation for the organization and empow-
erment for individuals; and (3) enriching CX to foster association for the
organization and relationship benefits for individuals.

These CX categories are not mutually exclusive; consider the
following illustrative scenarios: First, a software provider might offer
seamless operations, leading the customer firm to adopt a new IT solu-
tion that allows employees to experience convenient, hassle-free pro-
cesses while achieving organizational efficiency goals. Second, a
consultancy firm could help a client differentiate its offerings by
providing employees with access to top experts, best practices, and op-
portunities for gaining knowledge and skills. This can help empower
employees and make them feel more skilled and motivated. Finally, a
supplier might craft different CXM value propositions for various
stakeholders within its client organization. For example, CXM for top
management, business development, and sales might emphasize differ-
entiation, whereas the focus for users could be on convenience. It is also
important to recognize that individual employees’ goals may not always
align with corporate objectives. For instance, a management consultant
might assist a client with an Al-driven initiative to cut costs and improve
efficiency, even if most of the workforce had hoped it would prioritize
empowerment.

4. B2B CXM archetypes
CXM is a business strategy aimed at value creation for both the

customer and its supplier (Grewal et al., 2009). However, despite a
burgeoning body of literature, existing B2B CX research lacks

Customer Goals CXM Value Propositions

Relieving CX

Enabling CX

Enriching CX

Collective, Efficiency Differentiation Association
Organizational To reduce cost, improve productivity, and enhance To strengthen the client’s competitive To support the client’s brand positioning and
Goals process alignment and seamlessness for efficient advantage (external focus) ensure a good cultural fit, enhancing brand
simplicity (internal focus) E.g., to build unique and industry-leading reputation
E.g., to cut payroll, reduce inventory, and automate order  capabilities that enable the client to achieve E.g., to partner with a vendor known for
processing and support processes higher margins through customer-specific sustainability and boost the client’s brand and
solutions reputation
Individual, Convenience Empowerment Relationships

Personal Goals To increase job ease and convenience, reduce friction
and effort; reduce, perceived risk, provide peace of
mind and a sense of control; be regarded as easy to do
business with

E.g., to make the supply chain team’s tasks effortless and

provide them with visibility and control

To enhance individual’s capabilities,
learning, and skills; foster professional
growth

E.g., to teach client employees best practices
from a leading consulting firm, inspiring them to
become more skilled and motivated

To enhance positive emotions and satisfaction
derived from mutual, rewarding personal bonds
and trust between the client’s and supplier’s
employees

E.g., to build trust and personal relationships, make
client employees feel committed to the supplier, and
facilitate enjoyable social interactions
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comprehensive discussion on how companies can harness CXM to ach-
ieve a sustainable competitive advantage (SCA) and provides limited
guidance on strategic approaches to CXM (for notable exceptions, see
Homburg et al., 2017; Keiningham et al., 2020). Current research often
fails to capture the diversity of CXM approaches or consider alternative
strategic routes for managers. Instead, much of the literature promotes
‘delivering excellent CX’ as a universal, ‘one-size-fits-all’ approach,
irrespective of a firm’s unique strategy and context. Exceptions that
address versatile CXM strategies typically categorize these approaches
based on maturity, advocating for heavy investment in CXM (Wetzels
et al.,, 2023). However, this perspective may not always adequately
reflect firms’ competitive environments and managerial practices.
Therefore, exploring when and how different strategies might be effec-
tive in B2B settings could provide deeper insights for CXM strategy
design and implementation.

The customer value propositions outlined in Table 1 can set the stage
for vendors to design and deploy a CXM strategy that delivers the
customer promise and achieves customer goals. In this context, new
questions arise: What CXM strategies can suppliers adapt, and how
should they choose among different strategic postures?

To address these questions, we contend that B2B vendors may adopt
very different strategic approaches to CXM depending on their cus-
tomers’ goals, the value proposition they aim to provide, and the in-
dustry and market context in which they operate. Hence, CXM strategy
is not primarily about maturity (Wetzels et al., 2023) but about choice.
That is, in designing CXM and, ultimately, providing strategic directions
for CXM to achieve a SCA, it is essential for key stakeholders to agree on
the desired type and level of CXM.

B2B decision-makers often navigate complex situations with
incomplete information, aiming for ‘good enough’ solutions that address
multiple organizational challenges concurrently (Steward et al., 2019).
The goal is to reach a consensus on an ‘appropriate’ CX that is reassuring
to those in charge and aligns with everyone’s expectations rather than
pursuing an elusive ‘best’ experience (Meyer & Schwager, 2007; Witell
et al., 2020). While CXM bolsters customer loyalty, it also increases
coordination costs (Homburg & Tischer, 2023). Therefore, companies
must find the right balance and align with customers and stakeholders
who influence the CX through various touchpoints.

Hence, we argue that the ‘best” CXM strategy will depend on how a
firm is positioned on two fundamentally different yet complementary
dimensions: CXM impact and CXM scope. These dimensions are well-
established aspects of strategic management (e.g., Dobni & Luffman,
2003), and we apply this perspective to the realm of CXM. Doing so
allows us to explore CXM strategy in a more nuanced and comprehensive
way.

4.1. CXM strategy dimension: CXM impact

The first dimension, CXM impact, refers to the propensity of a firm’s
CXM investments to lead to a SCA. In other words, we contend that
managers’ perceptions of whether CXM efforts will translate into a SCA
represent the first lever guiding their CXM strategy choices.

By leveraging unique internal resources and competencies to achieve
exceptional CX, firms can deepen customer intimacy and create offerings
that better meet customer needs than their competitors. A CX-centric
approach also enables better asset utilization and cost efficiencies (cf.,
Ulaga & Reinartz, 2011; Wirtz & Zeithaml, 2018). Additionally, the
interplay between goods, services, and CXM can increase complexity
and differentiation, serving as a barrier to imitation (Reed & DeFillippi,
1990; Witell et al., 2020). Furthermore, a strategic emphasis on CXM
bears the potential to improve CX. By delivering value through CXM,
firms not only build closer ties with their customers but also gain in-
sights that help refine their offerings. Collectively, these efforts lead to
greater customer satisfaction and loyalty, revenue, and profitability
(Hawes, 1994; Oliva et al., 2012), which are crucial for achieving SCA
and superior firm performance.
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Despite these apparent benefits of differentiating through superior
CX, there are potential downsides. It has been shown elsewhere that
manufacturing firms’ heavy investment in service-led growth can lead to
underinvestment in product-centric R&D (Benedettini & Kowalkowski,
2022). Likewise, excessive investment in CXM at the expense of core
goods and services may result in a loss of strategic focus and organiza-
tional conflict that could harm firm performance (cf., Fang et al., 2008).
Organizational conflict arises from distinct resource and competency
requirements, as well as conflicting interests among stakeholders
responsible for developing goods, services, and CXM within the firm (cf.,
Wirtz & Zeithaml, 2018). These activities require fundamentally
different structures, processes, and people to help firms build SCA. Yet,
here too, best-in-class firms competing on superior CX may differentiate
themselves from their peers by mitigating such conflicts more effectively
through strategic alignment.

Strategic CXM is influenced by industry structure, competitive
forces, and firm-specific choices (Athaide et al., 2024; Verhoef et al.,
2009). In markets with low rivalry, high technological differentiation,
high switching barriers, small deal sizes, or automated transactions,
managers may anticipate a limited CXM impact on a firm’s SCA. Simi-
larly, a firm’s position within supply chains and ecosystems also shapes
its CXM strategy. For instance, an upstream ingredient supplier and a
system integrator in a central ecosystem role are likely to perceive the
strategic potential of CXM very differently. In addition to market factors,
the composition of the top management team, as well as C-Suite mem-
bers’ individual backgrounds, may also influence a firm’s approach to
competing on CX, based on the expected impact on SCA.

Against this background, we define CXM impact as the extent to
which CXM is perceived by key stakeholders to serve as a firm’s strategic
source of SCA. Management may perceive CXM impact as high, meaning
investments in CXM resources and competencies are seen as strongly
correlated with achieving SCA. Conversely, CXM impact may be
perceived as low, suggesting that these investments are not believed to
significantly affect the firm’s SCA.

4.2. CXM strategy dimension: CXM scope

The second dimension, CXM scope, refers to the breadth and depth of
a firm’s engagement with CXM activities. Extant research emphasizes
the need for a holistic approach to enable CXM initiatives to succeed
(Verhoef et al., 2009). At the same time, CX scholars recognize that firms
can benefit from deploying CXM activities in a very selective manner
(Athaide et al., 2024; Homburg et al., 2017; Schmitt, 2010). This mirrors
findings in other management fields. For example, Fitzgerald et al.
(2014) found that firms adopt vastly different approaches to investing in
digital technologies. While some firms embrace digital technologies
across the board, others take a more selective approach, focusing on
those technologies where they expect the highest impact. Interestingly,
the authors observed dramatically different performance outcomes of
different approaches to deploying digital technologies within organi-
zations (Fitzgerald et al., 2014).

In the context of our CXM research, we contend that managers may
concentrate their efforts on selected cues, touchpoints, or customer
journeys. They may narrow their attention further to specific organi-
zational units, such as sales or customer support. Similarly, executives
may prioritize limited data (e.g., customer complaints) and a small
group of customer stakeholders (e.g., purchasing professionals). They
may also rely on selective metrics (e.g., NPS) and technologies (e.g.,
marketing automation). In short, CXM activities are performed very
selectively in all these instances. To succeed, managers must understand
what truly matters to their customers and take targeted actions
accordingly (McColl-Kennedy et al., 2019).

Alternatively, firms may adopt a holistic approach that spans rele-
vant cues, touchpoints, and customer journeys to optimize the end-to-
end experience (Verhoef et al., 2009). To this end, they may monitor
and manage CX through sophisticated customer engagement metrics
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and dashboards that cover important cues, touchpoints, and journeys of
diverse customer stakeholders. They may rely on rich CX data-
—quantitative and qualitative, structured and unstructured, as well as
solicited and unsolicited. Such holistic approaches may also extend to
internal customers, such as new employees and external partners (e.g.,
distributors). Finally, management may choose to anchor CXM at the
highest organizational levels to ensure cross-functional alignment
around customer success management.

Against this background, we define CXM scope as the breadth and
depth of a firm’s activities in covering relevant cues, touchpoints,
customer journeys, and the overall CX. CXM scope can range from
narrow to broad.

4.3. CXM strategy archetypes

The combination of our two dimensions—CXM impact and CXM
scope—yields a typology of four distinct CXM archetypes, which repre-
sent strategic postures firms may adopt to manage CX in various contexts
(see Fig. 1). Typologies are extensively used in B2B marketing and ser-
vice research to provide granular insights into complex phenomena,
contributing to theory building and guiding management practice (e.g.,
Helkkula et al., 2018; Lovelock, 1983; Mathieu, 2001). Given the lack of
CXM typologies in existing literature, we propose distinguishing four
archetypes: the CXM Champion, Cherry Picker, Minimalist, and
Fashionista.

The foundational concepts—customers’ individual and organiza-
tional goals, along with related CXM value propositions—combined
with the core CX elements of cues, touchpoints, and customer journeys,
act as the core building blocks defining each of the four archetypes. We
will next discuss the four strategic postures that combine these elements
in various ways.

4.3.1. CXM Champion

The first CXM archetype refers to settings in which CXM impact is
high and CXM scope is broad. When CXM investments show potential for
dramatically improving a firm’s competitive advantage and financial
outcomes, firms should embrace a comprehensive approach. This
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archetype is marked by top management’s strong vision for CXM’s
strategic role, which is communicated throughout the organization. The
strategic approach is prioritized at the C-suite level, with aligned func-
tions and units. CXM Champions rigorously track CX metrics and tie
incentives and rewards to CX improvements.

In market environments where impact is high and scope is broad,
CXM Champions naturally tend to address multiple customer goals at
both the individual and organizational level. Companies opting for this
archetype also seek to engage customers through a mix of relieving,
enabling, and enriching CXM value propositions.

Consider Chateauform, a European provider of company meetings
and seminars. In a market replete with competition, the firm’s entire
business model and corporate strategy are built around differentiating
itself in a sea of monotonous, average, and ‘good enough’ CX to one that
truly delights customers and moved CX ‘from vanilla to wow’ (Ulaga &
Kondis, 2013). The firm’s approach to CXM emphasizes, above all,
enabling and enriching CX to meet customers’ goals both at the individual
and organization level. With respect to enabling CX, Chateauform works
with corporate Learning & Development (L&D) departments to develop
their human talent and build lasting competitive advantage based on
their human resources. Similarly, at the individual level, Chateauform
pursues enabling CX by enhancing individuals’ knowledge and skills,
creativity and learning, and by nurturing networking opportunities
among seminar participants.

Enriching CX is equally important. At the organizational level, its
L&D clients often fight tooth and nail to secure Chateauform venues for
corporate events. The provider enjoys a strong brand reputation and
trust among a loyal customer base. On an individual level, participants
report some of the highest satisfaction rates in the industry and often
share their positive experiences with colleagues and on social media.

While relieving CX is not at the heart of Chateauform’s strategy
concerning its organizational goals (the company is not competing on
costs), it still adds tremendous value by simplifying the ‘ease-of-doing-
business’ for individual employees. For example, clients’ venue orga-
nizers and budget holders can count on Chateauform to execute events
flawlessly and within budget, key relieving factors that provide peace of
mind to these critical stakeholders. Chateauform’s CX focus paid off,

CXM Scope
Breadth & Depth
of Activities
Narrow Broad
CXM Cherry Picker CXM Champion

e Top Management Attention
o Selected CXM Activities

e Top Management Priority

® Broad Roll-Out of CXM
Activities

o Detailed CX Dashboards

e Significant Financial Results

High | e Focus on a Few CX Metrics
e High Return on Specific
CXM Impact Projects
Strategic Source
of Competitive CXM Minimalist
Advantage
o Top Management Hands-Off
Low | e CXM Activities Focus on

Hygiene Factors
o CX Metrics are Subsumed in
Customer Feedback System
e Positive Returns but Low
Absolute Value

CXM Fashionista

o Top Management Attention

e Early Adoption of CXM
Activities

e Patchwork of CX Metrics

o Results below Expectations

Fig. 1. CXM Strategy Archetypes and Their Characteristics.
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creating a SCA. Since its inception in 1996, the firm experienced fast
growth. By 2022, it managed 70 locations across seven countries and
employed nearly 2,000 people, hosting 18,000 seminars annually and
generating €243 million in revenue.

4.3.2. CXM Cherry Picker

The second archetype emerges when firms perceive a high CXM
impact but choose to maintain a narrow CXM scope. CXM Cherry Pickers
operate in environments with industry structures and market conditions
that limit the financial returns firms can expect from bold investments in
broad CXM. Nonetheless, their leadership strategically leverages CXM
for competitive advantage, concentrating efforts on pivotal customer
journey touchpoints with significant return on investment (ROI). For
example, executives may gear everyone’s attention on a few critical
touchpoints in customer journeys where impact on customer value is
high and the company may profit most from investments. Similarly,
while they may not be the first to adopt a new CXM technology, they
deliberately take time to understand where, when, and how to selec-
tively invest in those technologies that promise the highest returns. In
short, they deliberately ‘cherry-pick’ CXM applications and tools where
it makes sense. Here, too, management has developed a clear vision. In
such a context, not every function is involved in CXM. On the contrary,
CXM is typically assigned to a specific unit, steering its activities based
on selected metrics and dashboards and typically reporting to a
customer-facing senior executive, e.g., a chief marketing officer (CMO)
or a chief commercial officer (CCO).

Consider the example of Air Products, a US-based international
supplier of gases and chemicals for industrial use. Early on, the company
specifically focused on serving SMEs better than the competition
(Dubois & Moslonka, 2019). Air Products focused on those critical
touchpoints that mattered most to SMEs. They selectively invested in
CXM technologies that promised to manage customer experiences
effectively and efficiently, while simultaneously optimizing short-term
ROI for the supplier. Specifically, with a strong emphasis on relieving
CX, the firm secured nationwide coverage with distribution centers that
enabled next-day delivery for 60 % of orders and delivery within two
days for 95 % of orders across the US. Customers could also order from
its online shop and engage with an inside salesforce early on. The pro-
ductivity gains and cost savings customers sought to achieve, coupled
with the convenience valued by individual entrepreneurs and their
employees, translated into a powerful relieving CXM value proposition
that resonated well with the market. As a result, CXM had a high impact
on the firm’s competitive advantage despite being predominantly
focused on selective areas.

4.3.3. CXM Minimalist

The third CXM archetype refers to situations in which CXM impact is
low and CXM scope is narrow. Firms in this group do not prioritize CXM.
Instead, industry contexts and market conditions drive managers to seek
SCA through other levers, such as supply chain efficiencies or techno-
logical superiority. CXM Minimalists are perhaps most common in
rapidly expanding industries where the offerings are quickly gaining
adoption. Here, these companies focus on scaling quickly to ramp up
production and distribution to meet the needs of a broad customer base,
often prioritizing speed and market penetration over CXM. Senior ex-
ecutives in such firms are reluctant to invest in CXM technologies or
deploy CXM more widely as the financial outcomes of CXM investments
are viewed as insufficiently attractive compared to other investment
needs. CXM in these firms tends to focus squarely on hygiene factors in
their CXs (e.g., customer pain points are addressed), and CXM metrics
are subsumed in broader customer feedback tools and systems (e.g.,
customer satisfaction surveys and complaints). While investments in
CXM have positive financial returns, their overall contribution to the
firm’s profitability is considered limited.

Other reasons for low investments in CXM could be that CXM prac-
tices are not widespread in the industry or that the company has
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insufficient resources and focuses on minimizing its costs and prices,
something particularly common for many SMEs (Woschke et al., 2017).
For example, in the highly competitive European aviation industry, most
airlines have a broad scope of CXM activities for business travelers and
corporate travel managers. However, there are CXM Minimalists like
Ryanair, whose approach is often limited to addressing basic hygiene
factors, such as ensuring flights are on time and handling customer
complaints. Despite being the largest airline operator in Europe, its in-
vestments in CXM technologies have been minimal. Although the com-
pany has made efforts to attract more business travelers, such as through
an agreement with the US-based SaaS company SAP Concur to provide
customers access through its online booking tool (Seidner, 2024), it
continues to prioritize operational efficiency and low fares over sub-
stantial CXM investment. As a result, CXM plays only a minor role in its
competitive strategy. While this approach has solidified Ryanair’s po-
sition as the leading low-cost carrier, its no-frills service can alienate
significant segments of the business travel market.

4.3.4. CXM Fashionista

The last archetype refers to situations where CXM impact is low
while CXM scope is broad. Firms in this category may face industry and
market conditions similar to Cherry Pickers, yet they tend to invest
widely across cues, touchpoints, and customer journeys and are tempted
by a broad array of CXM technologies. In short, senior executives follow
trends and eagerly adopt such new technologies early on, either because
of a fear of missing out (FOMO) or a belief that the market might
sanction a lack of CXM investments (CXM technology conformism). This
can stem from a lack of strategic vision and cross-functional coordina-
tion in CXM, as well as a lack of direction and focus, with numerous CXM
initiatives underway at any point in time. Despite a flurry of activities,
the outcomes of CXM efforts tend to fall short of expectations. As such,
this strategy is the least effective of the four archetypes and has little
impact on a firm’s competitive advantage.

Consider the example of the banking sector in the Middle East,
particularly the United Arab Emirates (UAE), which experiences a
hyper-competitive environment among numerous financial institutions
(Gulf News Report, 2021). Virtually all retail banking and business
customers maintain multiple banking relationships, constantly seek new
offers, and are quick to switch providers. Responding to these chal-
lenges, institutions have doubled down on attractive financial products,
from a flurry of banking cards to high interest rates, to attract and retain
customers. Against this backdrop, both incumbent players and neobanks
are constantly investing in new CXM technologies and tools, from
enabling financial transactions via instant messaging apps to accessing
and signing digital documents for digital banking services. Yet, many of
these initiatives face little or no adoption as customers become over-
whelmed by the sheer number of CX initiatives.

Clearly, this ‘Fashionista behavior’ leaves the door open for new
entrants that focus on simplifying customer experiences and reducing
operational complexity. For example, neobank Wio (Wio, 2024) targets
UAE-based small- and medium-sized businesses and freelancers. The
digital bank’s mobile app and web portal are designed with ease of use
and efficiency in mind, meeting business customers’ needs for
completing a broad array of tasks, such as instant account opening, fund
transfers, invoice issuance, payroll management, and real-time financial
insights. With its emphasis on ease-of-doing-business, this start-up re-
ported an annual profit in its first full year of operations following its
launch in September 2022 (MEA Finance, 2024).

In conclusion, rather than promoting a generic objective of ‘deliv-
ering excellent CX' and adopting a ‘one-size-fits-all’ approach, this
section presented four archetypical CXM strategies that firms can adopt
based on their view of CXM impact and scope. This framework provides
a more nuanced understanding of CXM as a corporate strategy and ac-
knowledges that B2B firms in different contexts may need different
strategic CXM postures.
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5. Summary and implications for theory

Building on insights from prior research, this study provides a
comprehensive synthesis and proposes effective, consolidated defini-
tions for B2B CX and CXM, along with several key contributions. Table 2
summarizes our study, outlining the definitions and premises that can
build foundations for the B2B CX research field, which remains in an
emergent stage (e.g., Witell et al., 2020) and suffers from the conceptual

Table 2
Definitions and Premises of B2B CX and CXM.

Concepts Definitions and Premises

Customer Experience (CX) e B2B CX is defined as the cumulative cognitive,
emotional, behavioral, sensorial, and social responses
of individuals within a client organization, stemming
from their direct and indirect interactions with a
supplier through various cues, touchpoints, and
journeys, and manifesting at both individual and
collective levels over time.

e B2B CX is characterized by customer responses
that arise from interactions and their touchpoints and
cues across the entire customer journey. This journey
typically has four stages: pre-bid engagement,
negotiation, implementation, and operations stages,
with individual experiences merging into an overall
journey.

e Only employees, not organizations, can have
personal and collective experiences. Each employee’s
personal CX contributes to the organization’s
collective CX, shaped by the alignment of individual
experiences. Collective CX forms when employees
share experiences, creating a ‘we experienced’ rather
than an ‘I experienced’ scenario.

o Depending on the degree to which a CX is
perceived as shared among employees, the
organizational CX can be collective and aligned (i.e.,
employees have highly similar CXs) or diverse and
unaligned (i.e., individual employees’ experiences
vary significantly).

e B2B CXM is defined as the process of designing,
analyzing, and orchestrating customer journeys,
including their associated cues and touchpoints, to
foster experiences that support the achievement of
customer goals at both individual and collective
levels over time.

¢ Organizations cannot have goals; only employees
do. Personal goals represent individual aspirations,
while collective goals arise from shared interests and
alignment within a team or the firm. When the desires
of individual employees align, they form collective
goals for the team and organization.

o CXM aims to offer value propositions that aid
clients in achieving their individual and collective
goals. These goals are tied to three universal CXM
value propositions which manifest differently at the
organizational and individual levels: (1) Relieving CX
(efficiency for the organization, convenience for
individuals); (2) Enabling CX (differentiation for the
organization, empowerment for individuals); and (3)
Enriching CX (association for the organization,
relationship-building for individuals).

e A firm’s optimal CXM strategy is determined by
its positioning along two fundamental dimensions:
(1) CXM impact, or the extent to which CX serves as a
strategic source of sustainable competitive
advantage; and (2) CXM scope, which refers to the
breadth and depth of an organization’s activities
encompassing relevant cues, touchpoints, customer
journeys, and the overall CX.

e Companies can adopt one of four archetypal CXM
strategies: CXM Champion, Cherry Picker, Minimalist,
and Fashionista. These strategies, distinguished by
their CXM business impact and scope, suggest firms
can choose from various CXM approaches based on
their positioning, competitive strategy, and
contextual factors.

Customer Experience
Management (CXM)
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confusion surrounding the CX concept (Becker & Jaakkola, 2020; De
Keyser et al., 2020).

This study is among the first attempts to understand the interplay
between individual and organizational CX and CXM value propositions
(Becker et al., 2023). Existing B2B CX research has seldom analyzed CX
in terms of customer value propositions, although CXM is considered a
means for achieving competitive advantage in B2B markets (Ulaga,
2018). While many CX(M) studies acknowledge that a focus on in-
dividuals rather than collectives is not sufficient in B2B settings (e.g.,
Becker & Jaakkola, 2020; McColl-Kennedy et al., 2019), few prior
studies have elaborated on the distinction between individual versus
collective (i.e., organizational) perspectives and goals (Witell et al.,
2020).

Furthermore, we highlight the importance of B2B customers’ CX-
related goals and outline three CXM value propositions related to the
overall client organization and individual employees: (1) relieving CX to
promote efficiency and convenience, (2) enabling CX to facilitate dif-
ferentiation and empowerment, and (3) enriching CX to foster associa-
tion and relationships. While recent studies have noted the relevance of
the multilevel emergence of experiences (e.g., Kranzbiihler et al., 2019;
Becker et al., 2023), they have not discussed what collective vs. indi-
vidual customer experience goals mean for CXM and how customer
goals at various organizational levels relate to one another.

This study proposes four organization-level archetypical CXM stra-
tegies B2B firms can pursue: the CXM Champion, Cherry Picker, Mini-
malist, and Fashionista. These strategies are distinguished by the
business impact and scope of CXM, illustrating that firms may adopt a
range of CXM approaches. These archetypes add nuance to the existing
CXM literature, which seldom discusses alternative CXM approaches.
Consequently, our research advances the field toward developing
managerially actionable B2B CXM frameworks.

Fig. 2 provides a visual summary of our conceptualization and links it
to further research on firm-level and contextual factors that may influ-
ence the selection of suitable CXM approaches. It is important to note
that the four archetypes do not map directly onto specific CXM value
propositions, as CXM impact and scope can be associated with various
combinations of our universal organizational and individual CXM value
propositions.

6. Further research directions

Our conceptual article presents a variety of promising research op-
portunities stemming from its two main contributions: (1) the delinea-
tion of three universal CX customer goal categories—collective and
individual—and their associated CXM value propositions, and (2) the
introduction of four archetypical CXM strategies, each differing in
impact and scope. Below, we first explore research opportunities within
these two areas before addressing questions related to the imple-
mentation of these CXM strategies.

6.1. Universal CX goal categories and related CXM value propositions

As a first step in developing universal CX goal categories, we
distinguished between collective (organizational) and individual (per-
sonal) CX and their associated goals. We concluded that customer
journeys and experiences occur at both the individual and collective
level. However, since only individuals can have experiences, collective
experiences are formed when individuals project their personal experi-
ences onto the group (Becker et al., 2023). Table 3 outlines research
questions focusing on the formation of individual CXs and how they
contribute to building collective CXs at the team, departmental, and
organizational level.

To create superior customer value through CXM, it is essential for
firms to understand their customers’ CX expectations. To facilitate this,
we identified three universal goals for both individual customers and
client organizations that form the foundation for CXM value
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Fig. 2. Visual Summary of Contributions.

propositions. Given the conceptual nature of this framework, empirical
research is needed to validate these goals and explore additional po-
tential goals or goal categories, along with their corresponding CXM
value propositions (see Table 3).

6.2. CXM archetypes

Firms should adopt different strategic approaches to CXM based on
their customer goals and associated CXM value propositions. These
factors influence senior management’s assessment of the potential
impact of CXM (i.e., its ability to enhance the firm’s competitive posi-
tion) and their decision regarding the scope of CXM. Building on this
premise, we introduced four archetypical CXM strategies: CXM Cham-
pion, Cherry Picker, Minimalist, and Fashionista. These conceptual ar-
guments present several avenues for future research, as outlined in
Table 4. For example, empirical validation is needed to confirm impact
and scope as determinants of a firm’s chosen CXM strategy, as is
confirmation of the archetypes themselves. Additionally, we suggested
that firms require a more nuanced understanding of CXM as a corporate
strategy instead of assuming a ‘more is better’ approach. Observing
customer and market reactions as firms adjust their CXM strat-
egies—potentially by shifting to a ‘less is more’ approach—would pro-
vide valuable insights.

Beyond customers’ CX goals and related CXM value propositions,
several firm-level and contextual factors are likely to affect CXM strategy
choices. These may include firm-specific elements such as a company’s
overall corporate strategy and resource constraints, as well as contextual
considerations like the importance of the offering to customers, the
significance of customer relationships, the nature of relational ties,
channel structures, and prevailing industry and market conditions. Such
factors warrant empirical investigation as there appears to be no uni-
versally optimal CXM strategy. Instead, the preference for one CXM
archetype over another will depend on the unique circumstances of the
firm. Our current understanding of how these contextual factors shape

decision-makers’ preferences for specific CXM archetypes is still
emerging. Furthermore, as circumstances evolve over time, firms may be
inclined to transition from one CXM archetype to another. More insights
are needed to understand these trajectories between strategic CXM
postures. Finally, the outcomes of CXM in the B2B context merit further
research. The impact of CX(M) on customer relationships and operations
offers rich ground for further investigation. (see Table 4).

6.3. Implementation of CXM strategies

B2B CXM strategies have received limited attention in the academic
literature (Witell et al., 2020). Further research is needed to elaborate on
how B2B firms put CXM strategies into practice (Table 5). In particular,
empirical research should aim to identify the essential capabilities and
skills needed for successful CXM strategy implementation, including
competencies, technology, and culture. Additionally, research should
explore the best way to organize and manage CXM, such as through
organizational structures, cross-functional collaboration, and change
management practices.

7. Managerial implications

Across industries and markets, many firms today invest in CXM to
gain sustainable competitive advantage, build and grow loyal customer
bases, and ultimately drive revenues and profits. While strategic CXM
initiatives and CX tactics employed by managers come in many forms
and shapes, comprehensive frameworks guiding managers’ CXM strat-
egy choices remain in their early stages. In this context, our research has
important implications for managerial practice, which are discussed
next.

7.1. Clarifying the targeted CXM value propositions and strategy

Rather than blindly following the widespread call for delivering
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Table 3
Research Questions Related to Universal CX Goals and Associated CXM Value
Propositions.

Topics Research Questions

Individual and Collective
Experiences

e How do individual CXs in a B2B context develop,
and what are the influences of the group, department,
and organization?

o What types of experiences are commonly shared,
leading to a ‘we experienced’ consensus, and how is this
facilitated? What prevents some experiences from being
shared?

e Can certain individuals be identified as key
influencers in shaping collective CX? What traits make
them impactful, and how do they contribute to or
detract from collective CX?

o What are the short- and long-term impacts of
aligned CXs versus unaligned individual CXs on the
collective within a client organization?

e We identified three universal CX goals (relieving,
enabling, enriching). How can these be validated, and
what contextual factors affect their importance?

e What constitutes an adequate level of CX that meets
both supplier and client goals? Is it necessary to pursue
‘excellence,” or can a ‘good enough’ standard suffice
and in which contexts?

o Are there additional CX goals or categories beyond
those three identified in this article?

e Can the identified CXM value propositions for
individuals and organizations be validated empirically?

e How do firms manage conflicts between different
goals (e.g., convenience for individuals vs. cost
reduction for organizations)? Can insights from
organizational ambidexterity help firms reconcile
conflicts and leverage CXM value propositions to create
a CX embraced by key stakeholders?

o How significant are the emotional and relational
elements in buyer decisions and user evaluations? Are
these less tangible than relieving and enabling value
propositions, and how can they be effectively packaged
and marketed?

CX Goal Categories

CXM Value Propositions

excellent CX across the board, our findings suggest that suppliers should
first step back and examine their customers’ organizational (collective)
and individual (personal) goals. By grounding themselves in a good
understanding of these CX goals, B2B firms can turn to proactive CXM,
crafting competitive CXM value propositions and determining their
strategic posture. We identified three universal CXM value propositions
at both the organizational and individual level. Depending on their
impact assessment, managers can determine the CXM scope they want to
pursue.

7.2. Implementing effective CXM in four steps

Understanding the characteristics of each archetype can help man-
agers assess their current CXM posture (‘as-is’), envision their desired
future state (‘to-be’), and develop a strategic CXM roadmap. The matrix
presented in Fig. 1 may therefore serve as both a diagnostic tool and a
planning framework for selecting a given CXM strategy and evolving a
firm’s CXM approach over time.

Collectively, our findings suggest that managers may benefit from
following a four-step CXM strategy playbook to design and implement
their CXM approach. The four main steps are: (1) Understand customer
objectives and derive the firm’s CXM value propositions from these in-
sights; (2) Identify and align CXM archetypes with the firm’s overall
corporate strategy, available resources, and contextual factors; (3)
Deploy CXM activities that align with the selected archetype; and (4)
Continuously monitor and adapt the chosen CXM strategy over time.

In Step 1, managers must thoroughly understand the objectives their
customers pursue at both the organizational and individual level,
including those within both buying and usage centers and their mem-
bers. This involves identifying whether the goals focus on relieving,
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Table 4
CXM Archetype-Related Research Questions.

Topics Research Questions

CXM Impact and Scope o What shapes senior management perceptions of CXM
impact, and under what conditions is CXM seen as a
strategic competitive advantage? How can potential
misperceptions be identified?

e CXM scope includes cues, touchpoints, customer
journeys, and metrics. How can firms determine which
combinations have the greatest impact on CX?

o Are impact and scope the main determinants of CXM
strategy, or do other fundamental drivers play a role?

Do firms align with the four identified CXM
archetypes (CXM Champion, Cherry Picker, Minimalist,
Fashionista), and can this alignment be confirmed
through empirical research?

e What additional characteristics might define these
archetypes beyond impact and scope? For instance, how
do the degree of top management attention, the scope of
CX metrics, and the expected financial returns shape these
archetypes?

e How do CXM archetypes evolve over time? Are they
stable, or do they shift based on internal or external
conditions?

e What are the customer and market responses when
firms shift their CXM strategy (e.g., from a Fashionista to
a Cherry Picker approach)? In which contexts are ‘good
enough’ or ‘cherry-picked’ CXM value propositions most
suitable?

e How do firm-specific elements like corporate strategy,
resources, and culture influence CXM strategy choices?
Are firms with resource constraints more inclined toward
a Minimalist or Cherry Picker strategy?

o How does the importance of the offering to customers
affect CXM strategy? For example, when a supplier’s
component is critical for a client’s value creation, does
this lead to a CXM Champion strategy?

e What role do relationship dynamics, such as the
nature of relational ties and channel structures, play in
determining CXM strategies?

e What outcomes do both suppliers and clients
experience from effective CXM? How does CXM
contribute to relationship-building and sustainable
competitive advantage?

e What potential drawbacks or risks might arise from
CXM, and under what conditions can CXM become
counterproductive? How can firms anticipate and manage
these challenges?

e What are the financial implications of each CXM
archetype (e.g., investments, revenues, ROI), and how do
firm characteristics and contextual factors influence
them?

CXM Archetypes

Firm-Level and
Contextual Factors

CXM Outcomes

enabling, and/or enriching CX and determining how to craft CXM value
propositions that resonate with these goals.

This sets the stage for Step 2, which relates to identifying the CXM
archetype in which the firm finds itself today (i.e., CXM Champion,
Cherry Picker, Minimalist, or Fashionista) and determining the CXM
archetype it aims to achieve in the future. In this stage, managers must
also ascertain that the CXM archetypes selected are well in line with the
firm’s overall corporate strategy and available internal resources (e.g.,
people and skills) and access to external know-how and technologies (e.
g., artificial intelligence and marketing automation).

Step 3 involves deploying CXM activities in line with the selected
archetype. For example, if a firm finds itself in a CXM Fashionista po-
sition but management aims to move towards a Cherry Picker approach
to better resonate with the company’s overall business environment (i.
e., the importance of offerings to customers, and industry and market
conditions), management must review and adjust its CXM activities
accordingly. For example, a Cherry Picker posture may require dis-
continuing certain CXM activities that are less effective in favor of others
that promise higher returns, and it may entail defining a small set of
effective CX metrics and appointing a CX manager to coordinate CXM
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Table 5
Research Questions Related to CXM Implementation.

Topics Research Questions

Essential Capabilities and Skills e What specific competencies are essential for
B2B firms to maintain CXM as a competitive
advantage? What are the necessary technical,
business, and human-related skills?

e What is the role of a customer-oriented
mindset and other cultural dimensions in CXM?

o How do technological advancements like Al,
chatbots, and intelligent automation enhance or
affect CX?

* How do firms manage big data relevant to CX?
Do they possess in-house capabilities, or is data
management outsourced? Are insights actionable
and effectively shared across relevant teams?

e What strategic ambitions do B2B firms have
for CXM, and what impact do they aim to achieve
(e.g., stronger relationships, resource
optimization, competitive advantage)?

e How do firms organize and formalize CXM? At
which hierarchical level is CXM most relevant, and
how does this change by archetype?

e What organizational components (e.g.,
structures, technologies, culture) are integral to
CXM, and what challenges hinder its
implementation?

e How do firms implement CXM strategies in
various starting scenarios, from no prior practices
to extensive CXM frameworks?

e What change management practices are
essential for successful CXM implementation and
its further development?

e How can CXM be linked with other business
strategies, such as product innovation and
servitization, to reinforce overall business goals?

Organization, Management,
and Implementation

efforts.

Finally, Step 4 involves continuous monitoring of CXM activity
outcomes and the evolution of a firm’s contextual factors. For example,
evolving customer goals or heightened CXM investments by competitors
may trigger the need for a firm to reevaluate its overall CXM strategy
and suitable CXM archetype. As a result, firms may outline trajectories
that allow them to transition systematically from one archetype to
another as market conditions and competitive strategies evolve.

In conclusion, this article aims to deepen the field’s understanding of
CX and CXM in B2B settings, being the first to link CXM to both orga-
nizational and individual goals and the corresponding strategy. Impor-
tantly, it moves away from promoting a one-size-fits-all CMX strategy.

Appendix

Table Al

Key CX(M) Studies in B2B Settings.
Study and Study Goals and Key Findings
Method

CX(M) Foci
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We hope this work will elevate the discourse on B2B CX(M) and serve as
a foundation for further theory development and much-needed empir-
ical research.
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Customer CX Goals and Related
CXM Value Propositions

CXM Strategies

Zolkiewski et al. o Identifies the complexity of B2B CX measurement

o Individual (personal)

e Recommends providing e CXM as a broad

(2017) due to the multiplicity of B2B customer journeys. and collective ‘excellent’ customer journeys outcome-based strategy
Conceptual e Introduces a CXM framework to understand B2B CX (organizational)
by capturing strategic, dynamic and co-creation- perspectives

oriented approach.

e Proposes reconceptualization of firms’ CX impact
measurement shifting from input measures (e.g.,
customer feedback and touchpoints) to outcomes-based
measures (e.g., financial performance and customer
lifetime value)
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o Buyer and user journeys

(continued on next page)



J. Wirtz et al.
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Study and
Method

Study Goals and Key Findings

CX(M) Foci

Customer CX Goals and Related

CXM Value Propositions

CXM Strategies

McColl-Kennedy
et al. (2019)
Empirical

Holmlund et al.
(2020)
Conceptual

Witell et al.
(2020)
Conceptual

Klink et al. (2021)
Empirical

Rusthollkarhu
et al. (2022)
Empirical

Homburg &
Tischer (2023)
Empirical

Purmonen et al.
(2023)
Conceptual

Arkadan et al.
(2024)
Empirical

e Develops a conceptual framework to better
understand, manage, measure, and improve CX
aggregating touchpoints with a set of value-creation
elements (resources, activities, context, interactions, and
customer role), cognitive responses, and discrete
emotions.

o Identifies six benefits of the framework to manage
better the CX journey: (1) Extract rich insights; (2)
Identify root causes; (3) Uncover at-risk segments; (4)
Capture emotional and cognitive responses; (5) Spot and
prevent decreasing sales; and (6) Prioritize CX
improvement actions.

o Identifies the role and impact of CX insights from big
data analytics (BDA) on CXM.

o Bridges the gap between CX and BDA by developing
a framework on how to use CX insights from BDA for
CXM in six steps: (1) Strategize; (2) Assess; (3) Examine;
(4) Decide; (5) Implement; and (6) Learn.

o Highlights the importance of organizational
maturity stages in BDA-driven CXM, as opportunities
and challenges differ between novice and experienced
organizations.

e Develops a framework to characterize CXM
dimensions and challenges in B2B: (1) Type of business
relationship; (2) Control of touchpoints; (3) Function
and hierarchical level; and (4) Stage of the customer
journey.

o Identifies five key challenges for CXM based on
relationship control and customer entity: (1)
Mismatches in customer relationships; (2) Siloed CX; (3)
Mismatches across the customer journey; (4) Lack of
touchpoint control; and (5) Temporal dynamics of the
CX.

e Develops a theory-driven CXM measurement based
on the work by Homburg et al. (2017), comprising three
dimensions: (1) Cultural mindset toward CXs; (2)
Strategic directions for designing CXs; and (3) Firm
capabilities of continually renewing CXs.

o Identifies that CXM is positively related to financial
performance and positively moderated by market
turbulence, competitive intensity, and technological
turbulence.

o Analyzes and identifies four key relevant
contemporary B2B management activities for improving
customer interactions and journeys: (1) Analyze; (2)
Design; (3) Engage; and (4) Guide.

e Examines how Al tools can aid B2B companies in
their customer journey management by presenting a
planning framework.

o Identifies and operationalizes B2B customer journey
management capability (CJMC) as a dynamic capability
of suppliers that delivers superior customer value and
enhances firm performance.

o Highlights differences between B2B and B2C
customer journey characteristics.

o Identifies four complementary capabilities that
address the unique characteristics of the B2B customer
journey: (1) Value anchoring of touchpoints; (2)
Consistency of touchpoints; (3) Internal integration of
touchpoints; and (4) Individual control of touchpoints.

e Develops a conceptual framework for B2B customer
journeys that comprises both purchase and usage stages
and acknowledges its iterative nature and
embeddedness in relationships.

o Explicates the conceptual underpinnings of B2B
customer journeys by distinguishing critical sub-
journeys: purchase journey, usage journey, website
usage journey, maintenance journey, and guarantee
claim journey.

o Introduces customer experience orientation (CXO)
as a strategic approach that prioritizes and
institutionalizes organizational learning through CX
appraisal to enhance firm performance.

e Develops a framework for CXO’s impact on CX
appraisal and firm performance including six values and

o Individual perspective
e User journey

e Organizational
perspective

o Individual and
collective perspectives
o Buyer and user journeys

e Organizational
perspective

e Organizational
perspective

e Organizational
perspective

o Individual user
perspective

o Organizational
perspective

12

e n.a.

e n.a.

o Acknowledges that different
customer goals and customer
relationships impact the CXM value

proposition.

e n.a.

e n.a.

e n.a.

e n.a.

e n.a.

e n.a.

e n.a.

o CXM as a broad
strategic orientation
deeply embedded within
the firm

(continued on next page)
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Study and
Method

Study Goals and Key Findings

CX(M) Foci

Customer CX Goals and Related
CXM Value Propositions

CXM Strategies

Athaide et al.
(2024)
Empirical

Gounaris &
Almoraish
(2024)
Empirical

Wieland et al.
(2024)
Empirical

Present study
Conceptual

Table A2

related behavioral norms: (1) Journey motivation; (2)
Continual experience optimization; (3) Experience
empowerment; (4) Journey organization; (5) Experience
mandating; and (6) Experience-purpose alignment.

o Measures how effective CXM correlates with
innovation success and if better innovation improves
CXM.

o Finds that that higher levels of CXM engagement
result in greater innovation success — i.e. higher success
rates, revenues, and profits from new products and
services.

o Puts forward market turbulence, competitive
intensity and technological turbulence as external
environmental characteristics influencing firms’
selection of CXM approach.

o Measures the impact of time and the dynamic
interplay between the different impressions that shape
CX for existing suppliers, whether it concerns new tasks
or straight and/or modified rebuys.

o Identifies two cognitive (‘factual’ and ‘sagacious’)
and two affective (‘emotional’ and ‘social’) types of
impressions.

o Explores the temporal impact on CX, showing that
cognitive and affective impressions evolve
independently over time.

o Explores how augmented and virtual reality (XR)
technologies can support and empower B2B CXM across
customer journeys.

o Identifies three ways XR enhances the core B2B
experience: (1) Direct supported; (2) Related
empowered; and (3) Diverted empowered experiences.

o Presents a framework that integrates the technology-
enabled experiences framework with a well-established
B2B customer journey model.

o Synthesizes definitions of B2B CX and CXM at the
organizational and individual level.

o Differentiates three universal CX customer goals at
the collective and the individual level, and connects
these goals to a provider firm’s CXM value propositions.

o Introduces four archetypical B2B CXM strategies for
firms to choose from. These are based on two
dimensions: degrees of potential CXM impact and CXM
scope.

o Highlights that firms can take several approaches to
CXM implementation. That is, it offers alternative
pathways for firm’s CXM strategy depending on a firm’s
overall positioning and context.

e Provides a four-step CXM strategy guide for
managers: (1) Understand customer objectives and
derive the firm’s CXM value propositions from these
insights; (2) Identify and align CXM archetypes with the
firm’s overall corporate strategy, available resources,
and contextual factors; (3) Deploy CXM activities that
align with the selected archetype; and (4) Continuously
monitor and adapt your CXM strategy over time.

An Integrative View on Key Concepts in the CX Literature.

e Organizational
perspective

o Individual user
perspective

o Individual user
perspective

o Individual (personal)
and collective
(organizational)
perspectives

o Buyer and user journeys

e n.a.

e n.a.

e n.a.

Proposes three CX customer goals
and related CXM value propositions:

¢ Relieving CX to promote
efficiency for the organization and
convenience for individuals

o Enabling CX to facilitate
differentiation for the organization
and empowerment for individuals

o Enriching CX to foster
association for the organization and
relationships for individuals

Identifies three different
scopes of CXM:

o Extensive CXM

e Moderate CXM

e Limited CXM

e n.a.

e n.a.

Identifies four CXM
archetypical strategies:

o CXM Champion
(broad scope, high impact)
o CXM Cherry Picker
(narrow scope, high

impact)

e CXM Minimalist
(narrow scope, low
impact)

e CXM Fashionista
(broad scope, low impact)

Key Concepts

Definitions and Descriptions of CX and Their Relationships to CX(M)

Customer Experience (CX)

Definitions and Descriptions: CX “is comprised of the cognitive, emotional, physical, sensorial, and social elements that mark the customer’s
direct or indirect interaction with a (set of) market actor(s)” (De Keyser et al., 2015, p. 29).

e CX is a process comprised of interactions and activities across multiple touchpoints (McColl-Kennedy et al., 2019).

e CX “comprises non-deliberate, spontaneous responses and reactions to particular stimuli.” CX “ranges from ordinary to extraordinary,
representing the intensity of customer responses to stimuli” (Becker & Jaakkola, 2020, p. 638).

e CX is considered internal to the customer, subjective, and not entirely under the control of the supplier (Witell et al., 2020).
Relationship to CXM:

e CX is a key outcome and indicator of a firm’s CXM performance. Ideally, CX should align with the desired CXM strategy and the firm’s value
propositions. It reflects how customers perceive and value the firm’s offerings, as well as their levels of satisfaction, engagement, and loyalty
(Homburg et al., 2017; Lemon & Verhoef, 2016). Note, however, that CX occurs regardless of whether a firm actively engages in CXM.

(continued on next page)
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Key Concepts

Definitions and Descriptions of CX and Their Relationships to CX(M)

Customer Experience Management
(CXM)

Definitions and Descriptions:

e CXM is “the process of strategically managing a customer’s entire experience with a product or company” (Schmitt, 2010, p. 17).

e CXM is “the strategy to engineer the customer’s experience in such a way as to create value for both the customer and the firm” (Verhoef

et al., 2009, p. 38).

e CXM is seen as a set of activities and capabilities that firms employ to create and renew CX that meet or exceed customer expectations and

preferences (Lemon & Verhoef, 2016).

e CXM is “the cultural mindsets toward CX, strategic directions for designing CX, and firm capabilities for continually renewing CX, with the
goals of achieving and sustaining long-term customer loyalty” (Homburg et al., 2017, p. 8).

e CXM is the management of consumers’ perceptions and their intellectual, physical, emotional, subconscious, and psychological interactions
with any aspect of the firm (Kandampully et al., 2018).

e CXM focuses on monitoring, designing, and managing a range of stimuli that affect customer experiences (Becker & Jaakkola, 2020).

Relationship to CX:

e CXM is an antecedent of CX, influencing its quality, intensity, and valence, as well as the cognitive, affective, and behavioral responses of
customers to these experiences (Homburg et al., 2017).

Cues Definitions and Descriptions:

e Companies stage the experience through a theme, given life by tangible and intangible cues, throughout a customer journey (Pine &

Gilmore, 1998).

© “Cues refer to anything that can be perceived or sensed by the customer as the smallest stimulus unit with an influence on customer

experience” (Becker & Jaakkola, 2020, p. 639).

o Cues are embedded at the touchpoints (Meyer & Schwager, 2007) and can be anything, such as a product packing or logo design (Becker &

Jaakkola, 2020).
Relationship to CXM:

o Firms should design cues that create impressions in line with the CX they intend to create and eliminate those that could undermine it (Pine

& Gilmore, 1998).

Touchpoints Definitions and Descriptions:

e Touchpoints are “points of interaction between the customer and the brand/firm” (Purmonen et al., 2023, p. 81) and “reflect the moments
when the customer interacts with or ‘touches’ the offering” (Becker & Jaakkola, 2020, p. 639). Touchpoints can vary in nature (human, digital,
physical, and hybrid) and stage of the customer journey (De Keyser et al., 2020).

e “Touchpoints in a B2B context encompass all verbal and nonverbal incidents that a business customer experiences, either consciously or
unconsciously, related to a supplier firm” (Witell et al., 2020, p. 422).

e Touchpoints vary in terms of firm control and can be brand-owned, partner-owned, customer-owned, or external (Lemon & Verhoef, 2016).
Direct touchpoints refer to customers’ interactions with representations of the brand/offering controllable by a supplier. Indirect touchpoints
refer to customers’ interactions with representations of the brand/offering that are beyond the supplier’s control (De Keyser et al., 2020; Meyer

& Schwager, 2007).

e In B2B, touchpoints span various functional units and organizational levels, involving different individuals at different customer journey
stages. No single actor is necessarily engaged throughout the entire process (Witell et al., 2020; Purmonen et al., 2023).

Relationship to CXM:

o Firms should design touchpoints that are consistent with the firms’ desired overall positioning and value proposition. A supplier firm with
greater control over its touchpoints can excel in CXM compared to a firm with less touchpoint control (Witell et al., 2020).

Customer Journey Definitions and Descriptions:

e A customer journey is “the process a customer goes through, across all stages and touchpoints, that makes up the customer experience”

(Lemon & Verhoef, 2016, p. 71).

e B2B customer journeys comprise the pre-bid engagement, negotiation, implementation, and operations stages (Witell et al., 2020).
e A B2B customer journey is “a combination of buying and usage center members’ intertwined, goal-oriented paths to purchasing and using
offerings along multiple direct and indirect touchpoints, which are affected by the context of business relationships™ (Purmonen et al., 2023, p.

75).
Relationship to CXM:

o Firms should design customer journeys that align with their desired overall positioning and value proposition. Journey management is an
aspect of CXM that focuses on firm-owned touchpoints directly controlled by a supplier (Homburg & Tischer, 2023).
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