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Becoming an Adaptive,
Outcomes-focused Business
How Brands Can Deliver Excellent
Digital Experiences Amid Heightened,
Evolving Customer Expectations
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Executive Summary

The world has long been becoming increasingly digital. From shopping
more online to reserving an Uber ride on our mobile app to virtual business
meetings, and everything in between. We have felt this push to digital in
our lives as consumers, in business and across every industry.
While this trajectory has been in motion for some time, the COVID-19
pandemic accelerated it seemingly overnight. In a survey by McKinsey,
consumers reported that they were three times likelier now than before
the pandemic to say that at least 80% of their customer interactions are
digital in nature.
Many businesses embraced this shift and have therefore reaped the benefits.
Those that did not react were left behind. Then we also have a group in the
middle: those that going started to solve a particular challenge. For example,
perhaps they launched a mobile app or a curb-side pick-up option for online
ordering. There is an opportunity for this group to keep the momentum going
and apply this type of approach at scale, beyond one particular initiative.
Ultimately, quick-fix adjustments may be enough to survive for now but
are not the key to long-term growth and success. Those that have truly
embraced this change were ADAPTIVE—evolving quickly, and at scale to
broader market and customer expectations. These are the brands focused
on long-term OUTCOMES.
To uncover precisely where brands and consumers are at today in terms
of their digital maturity and expectations for digital experience (DX),
we conducted a global survey of both groups. This included over 5,000
consumers and 1,177 business executive respondents across eCommerce,
marketing and IT functions based in the U.S., U.K., Germany, Australia
and Sweden.

Adaptive

What’s
your level
of Digital
Maturity?

Businesses that have the ability to take a solution and
fit it into an established structure and have customer
journeys that exceed their expectations in new ways.

Dynamic
Those who can rapidly scale and adapt, but only for
isolated parts of the experience.

Stable
An outpost from which to build a digital business.

Nearly All Brands
Want to Be Adaptive,
But They’re Not
Businesses of course want to be successful, and they therefore aim to take
the steps necessary that will lead them to that success. This is perhaps why
it’s not so surprising to see that the global business executives we surveyed
see the evident value of being adaptive. Specifically...
9 in 10 believe their company must be able to adapt (quickly and
at scale to drive value for their customers.
Nearly the same amount (91%) believe their company must show
that same adaptability to grow their business.
93% agree that the more adaptive they are, the easier it is for
digital teams to achieve top outcomes.
93% say it is a priority for their businesses to be more adaptive in
2022 (this comes in even higher at 95% and 94% for U.S. and U.K.
respondents, respectively).
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Global Business’ Digital
Maturity Ranking:
46%
Adaptive

32%
Dynamic

22%
Stable

However, when we look at how
global business executives view the
state of their organization’s digital
maturity today, less than half of (46%)
say they are currently adaptive.
The remaining 54% say they are
either dynamic (32%) or stable (22%)
But even this self-rating may be
skewed, with businesses perceiving
themselves as more digitally mature
than they actually are.

When we asked consumers to describe their experiences with brands, the
majority (82%) said they were “stable,” and not exceeding their expectations.
Even more, 78% of consumers globally said brands need to do a better job at
adapting to meet the needs of the current moment.

The Adaptability Gap

90% of global business executives believe their
company must drive value for their customers by
showing adaptability across the entire enterprise.

Yet… just 46% say they are currently adaptive today.

And, 78% of consumers say brands need to do a
better job at adapting to meet the needs of the
current moment.
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Why So Many
Businesses are
Falling Short
We’ve established that businesses understand the need to be adaptive
and have a desire to be more adaptive. Most (92%) also recognize that
optimization is necessary for the survival of business in the future.

So…why the disconnect?
Seven in 10 business executives admits that they cannot optimize as quickly
as they would like and nearly the same number (72%) report having difficulty
being able to scale efforts that meet global needs. Ultimately, despite good
intentions, organizations face a number of challenges in executing on their
strategies and achieving their objectives.

Of global business executives that say their
organizations are not yet adaptive, they cite
the following as barriers holding them back:
Implementing personalization required
too many resources and/or too much time.
Their organization takes minimal risks.
The marketing team is limited in what
they are able to achieve on their own.
There is a lack of understanding
about customers.
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Through
our survey,
key trends
uncovered
in terms of
business
challenges:

Inputs aren’t driving equal output: focusing on the
wrong activities minimize potential outcomes
Put simply, experimentation helps development teams determine if they’re
building the right product. By adopting experiment the original experience,
teams can quickly assess if their new updates are improvements or regressions.
Experimentation, in essence, becomes the feedback loop through which teams
determine if their products are impacting customers in a positive way.

Disconnected data & systems leads to lack of
customer understanding
Businesses have a wealth of customer data at their disposal, which is a major
asset for delivering personalized customer experiences. However, this is only
possible if they can harness it, harmonize it and then act on it. Unfortunately,
this is often not the case.
Based on our survey findings, 71% of business executives say they cannot easily
gather gradual insights into what is driving customer experiences, and 69% say
they do not have a full view into the customer journey (81% among Australian
respondents). And while many organizations have invested in technology to
help with these efforts, these tools often create new barriers when they don’t
connect, leaving siloed data, systems and processes. In fact, integration with
other key digital properties is a challenge cited by 84% of global business
executives surveyed.

Customers moving too quickly leaves dynamic & stable
businesses in the dust
As these challenges continue to hold businesses back, the path to
adaptability becomes even more difficult when customer expectations are a
moving target. This is why the quick-fix solutions of dynamic brands shouldn’t
stop there. They’re a good start toward an adaptive journey, as long as there is
a consistent push forward in this direction. Customers are always evolving and
only in an adaptive state can businesses be prepared to react accordingly.
About half (49%) of global consumers we surveyed say their expectations
for brand experiences are not being met. Additionally, 65% of those consumer
respondents (and 70% of American consumers) agree that their expectations
for experiences with brands are now higher than they used to be. With evolving
and rising customer expectations, we can say one thing that will not change in
the future: the need for businesses to adapt.
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Business
challenges prevent
businesses from
becoming adaptive.

Rising customer
expectations make
this journey even
more difficult.

cannot easily gather gradual
insights into what is driving
customer experiences.

their expectations for
brand experiences are
not being met.

do not have a full view into the
customer journey.

inability to integrate with other
key digital properties.

Global Business Priorities
for The Year Ahead
Overcoming these challenges is no small feat, but it certainly is possible.
Before they can execute on the solution, organizations first need to ensure
they’re focusing on the right things. Based on our survey, it’s promising to
see that global business executives are prioritizing ways to become more
adaptive and deliver on customer expectations in 2022.

their expectations for
experiences with brands
are now higher than
they used to be.
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Outlining Objectives
Nearly all (99%) global business executives report at least one of the following
as a top objective for their company in 2022.

40%

40%

36%

36%

Acquiring new
customers

Driving
revenue

Retaining
customers

Driving customer
loyalty

2022 Global
Business
Priorities
& Plans
92%

anticipate investing
more in technology.

87%
34%

29%

27%

26%

Driving
outcomes

Differentiating
from competitors

Driving
costs

Passing
competitors

As you can see, there is also no overwhelming winner in terms of objectives,
with customer acquisition taking a slight edge over building retention and
loyalty. However, when it comes down to it, every action an organization takes
should map toward outcomes.
So, ideally businesses would be most focused on driving those outcomes,
whereas only about a third cited this as a top objective for the coming year.
Respondents from Sweden were most likely of the regions surveyed to select
this as a top objective at 39%.

Top Challenges to Solve

Despite the many challenges they face, some
rise to the top that business executives are
looking to tackle as priorities in 2022.

say experimentation
will be a major priority
for their business.

89%

plan to run more
experiments in 2022
to help improve DX.

49%

will look to overcome
the issue of tools &
technology not being
used and/or optimized
for their potential as a
top business challenge.

34%

said driving outcomes
is a top objective for
their company in 2022.
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Specifically, 94% of global business executive
respondents said that at least one of the following is
a top challenge they’re looking to overcome in 2022
for their digital team:
Privacy regulations
& guidelines

Lack of insight into what
is working & what is not

Organizational silos

Wasted data

Inability to move
quickly & adapt

Vendor lock in and/or
lack of integration

Let’s dive in deeper into the top three
Tools and technology not being used and/or optimized
for their potential:
Technology alone is not the solution to the challenges businesses are
facing today. It must be implemented properly, integrated with other
systems and embraced culturally. This is certainly an area for business to
optimize to reach their digital potential.
Privacy regulations & guidelines:
Consumers are becoming increasingly privacy conscious and prefer
brands they can trust. At the same time, organizations are faced with a
number of global and local regulations for data collection and tracking.
Before businesses can adhere to these guidelines, they must first have a
full understanding of where their data lives and how it is collected. Data
silos persist, however, plaguing brands’ ability to strategize around data
governance and crucial regulations!
Organizational silos:
Several departments play an important role in delivering DX.
Much like data, when these departments and roles are misaligned,
there is a breakdown in the experience, along with a number of
internal inefficiencies that waste precious time and resources.
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How businesses plan to invest their dollars and time to
overcome these challenges
Considering the top challenges businesses are looking to overcome next
year as ‘tools and technology not being used and/or optimized for their
potential,’ it’s notable that they’re continuing to also invest in new solutions.
As executives invest in new tools, they should ensure they 1) help them meet
their broader business objectives and drive outcomes and 2) integrate with
existing solutions—thereby maximizing prior investments and reducing any
future silos.

While there are many areas
businesses could be focusing, 92% of
global business executives anticipate
investing more in technology in 2022.
Additionally, 87% of business executive respondents say experimentation will
be a major priority for their business in 2022, with 89% planning to run more
experiments in 2022 to help improve DX. This is a positive sign, especially
as we saw earlier that of respondents reporting their business is not yet
adaptive, 41% said their organization takes minimal risks.
Digital businesses can only optimize by knowing what works and what
doesn’t; so it’s essential to tap into the power of testing and experimentation.
This will certainly help them improve their digital maturity, shifting from stable
to dynamic, and from dynamic to adaptive.
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Mapping Back to
Consumer Sentiment
Clearly, businesses have a packed agenda for where to strategize and focus
in 2022 and beyond. However, before they get started, it’s important to listen
to the needs and expectations of their most important (and often critical)
audience: their customers.
Based on our global survey of consumers, there are specific sentiment and
preferences brands should keep in mind on their path to becoming adaptive
and delivering excellent DX.

What makes an excellent DX
Businesses should have a solid understanding of the DX elements that are
most important to customers.

In our survey, consumers report the following
as important for brands to have for a great DX:

93%

90%

86%

84%

Ease
of use

Having a seamless
process

Giving the customer
control over the process

Having the
right tone

83%

83%

74%

Being
coherent

Providing
guidance

Having a personalized
relationship

Personalization or Bust
74%

of consumers say having a personalized experience is important for a great DX.

81%

said they will prioritize DX in 2022 that are relevant and helpful, understanding what
consumers want and need.

Tipping the scales in favor of customers
As brands face stiff competition to break through the noise and win over
customers, they should know what the key drivers are that could make or
break the relationship. For examples, according to our survey, 71% of global
consumers say they’re more likely to do business with a brand that makes
their diversity, equity & inclusion (DEI) policies known.

Looking ahead to 2022, the following will also be top of
mind for consumers:
Data privacy:
85% of consumers say they will prioritize DX that are privacy centric
and respect their personal data with transparency.

Relevance & personalization:
81% of global consumers (and 85% of UK respondents) will prioritize
DX that are relevant and helpful, understanding what consumers
want and need.

Omnichannel consistency:
Nearly three-fourths (74%) will prioritize DX that are consistent
across channels.

Brand values:
71% say they will prioritize DX that support the greater good and/or
are aligned with their personal interests.
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Based on these findings, brands should recognize that nailing the DX from a
technical standpoint is essential, but if they’re not going beyond the basics of
things like ease of use and seamless processes, they’re missing out. A brand is
more than a website or a social media page and extends to things like values,
including beliefs and actions around DEI, sustainability and more. Consumers
also prioritize trusting relationships and expect brands be respectful stewards
of their data, using it improve the DX with personal, helpful information.

Avoiding the factors that steer them away
Now that we’ve covered the key ingredients to stand out, win customers and
keep them, it’s time to talk about what to avoid from losing them.
We’ve all seen consumers’ digital version of hate mail for brands. Whether it’s
a Tweet tagging a brand reporting poor customer service, or a negative Yelp
review (never mind the thoughts they’re keeping to themselves) consumers
have a lot of gripes with DX today.

In particular, 84% of consumers cite at least one
of the following as their biggest frustrations:

29%

It’s too difficult to find what
they’re looking for

28%

It’s creepy how brands know
what they’re looking for

25%

Brands personalize
incorrectly/get it wrong

25%

Lack of responsiveness

24%

Inability to complete transactions

22%

Too much interaction

19%

Too generic

These issues represent the flip side of the coin for what happens when
brands don’t get it right, when they don’t integrate data and systems, offer
intuitive DX, or balance personalization with privacy. This is what happens
when businesses don’t have an understanding of customers and know what
they want and need. Don’t be that brand.
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The Path to Becoming an
Adaptive Business
By now, we’ve established that while some progress has been made and
global businesses have a desire to become adaptive, there is a lot of work
to be done. Business executives recognize many areas that prevent them
from reaching their potential, while customers are quick to point out several
other shortcomings.
It seems the list of problems to fix and areas to focus are countless, and
it can be overwhelming to know where to start to get on the right path
toward becoming a truly adaptive business. However, as they say, don’t
boil the ocean.

The key lies in having the right foundation
in place, which then solves multiple challenges
at once.

There are a few steps
to achieving this:
STEP ONE

Bridge Product & Marketing Teams
Global business executives agree that there are several different roles
and departments that are involved in delivering digital experiences
to customers, including: IT (91%), marketers (25%), engineers (25%),
merchandisers and/or eCommerce specialists (24%), content editors
(21%). Additionally, an overwhelming 93% agree that having a connected
workflow among their digital team is essential to delivering excellent
digital experiences to customers.
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To bridge product and marketing teams, establish shared KPIs that speak
to the outcomes both teams are collectively marching toward. This way,
there are no competing measures of success, and everyone is invested
in what the way forward looks like. Have clear roles and responsibilities
so not only does each team member have clear ownership in helping
the collective team track toward those metrics, but there are also no
duplicative tasks. Also look to foster greater internal collaboration with
processes set up for information sharing (e.g., Slack groups, shared files,
frequent team check-ins, etc.).

STEP TWO

Connect Your Data
As we’ve already seen, integration with other key digital properties is a
challenge for 84% of global business executives, and 34% say vendor lock
in and/or lack of integration is a top challenge they’re looking to overcome
in 2022 for their digital team.

If you haven’t already, pause to take inventory of your…
DX technology stack:
Determine which technologies connect and which don’t. Is data being
shared between each, or are there limitations?
Data flow:
Identify which data impacts the DX and then map the process
for where and how it is collected, stored, utilized to inform the
experience. What about data from experimentation that is then used
to further optimize the experience? Much like we track customer
journeys, track your data journey and uncover where they may be
siloes — spots where data is not connecting, or perhaps it’s being
duplicated or lost along the way. Where does it get stuck? Is there a
single source of truth for all data?
With this information in-hand, it’s time to prepare a strategy that enables
your DX stack and data to reach its potential. This includes eliminating any
unnecessary systems and silos, implementing new processes to your data
flow, as well as investing in new solutions that improve integration and
help you map toward DX outcomes.
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STEP THR EE

Embrace Cultural Transformation
According to our survey findings, we learned that 64% of global business
executives say they are not able to meet goals due to the lagging state of
their business’ digital maturity because of technological issues, while 66%
say the same because of cultural issues. This was even more pronounced
among Australian business executive respondents, with 76% noting these
cultural issues as a barrier. Now that we’ve focused on the technical
aspect of the solution already, businesses must also not forget about the
cultural component of this path forward.

Internal alignment with input from your employee base
will be essential, defining or furthering the following:

•

What does your brand stand for?

•

What is your brand’s mission?

•

Which values are most important?

•

How will your brand communicate these things?

•

How will your brand demonstrate action beyond
what it has communicated?

While it’s important to recognize what matters to your customers, these
values must be authentic to your brand, with the CEO leading the charge,
being backed by employee input and support. Customers can see through
the talk when it’s for the sake of saying the “right” thing. What matters
most is the business truly believing its mission and values and going all in,
walking the talk with real action.

STEP FO UR

Tailor Every Experience
Once organizations are armed with the right technology and data (while operating withing the
bounds of privacy, of course), only then can they move past simple personalization and into
individualized experiences. It is critical that every DX is tailored and bespoke to each person
based on their wants and needs.

18

About the Study
Optimizely commissioned Regina Corso Consulting to conduct a survey
of consumers and B2B executives in the U.S., U.K., Germany, Australia and
Sweden to understand how they feel about the current digital experience
and digital potential.
This survey is among 5,014 consumers, with 1,000 from the U.S., 1,002 each
from the U.K. and Australia, 1,003 from Germany and 1,007 from Sweden.
There are also 1,177 business executives in eCommerce, marketing and IT from
companies with at least 100 employees with 310 from the United States, 253
from Germany, 254 from the United Kingdom, 210 from Australia and 150 from
Sweden. This survey was conducted online between August 20 and 29, 2021.
As channels and customer touchpoints expand rapidly, having a CMS with
robust capabilities in those criteria becomes critical in meeting current and
future customer experience needs.

At Optimizely, we’re on a mission to help people unlock their digital potential.
Our leading digital experience platform (DXP), equips teams with the tools
and insights to create and optimize in new and exciting ways. Now, companies
can operate with data-driven confidence to create hyper-personalized
experiences. Building sophisticated solutions has never been simpler.
Optimizely’s 900+ partners and 1100+ employees in offices globally are proud
to help over 9,000 brands, including Electrolux, Uber, Visa, WSJ, Santander,
The Red Cross and Mazda enrich their customer lifetime value, increase
revenue and grow their brands. Learn more at Optimizely.com
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