
Bridging 
the gap
Turning customer analytics into 
business value



This is not an ebook about Customer Analytics. It’s  about what you do with Customer Analytics. 
Making your marketing more effective. Growing your business value. Getting, growing and 
keeping your customers.

We’re going to assume, in fact, that you have 
the capability to do Customer Analytics and 
the basic understanding of what makes it 
useful but for the sake of clarity, here’s how 
we talk about it. Customer Analytics 
enables a brand to optimise their marketing 
strategy through analysing customer 
behaviour. In other words, it increases 
marketing effectiveness. 

We take it as read that you intend to be a 
more customer-centric business, and you 
know that the way to be one involves better 
analytics and smarter use of customer data. 

There are a lot of fine providers of analytics 
technology out there, and as data storage 
and processing speed improves, it gets 
easier and easier to crunch that data. 
But it gets no easier to use it effectively.

Using customer data effectively means 
a shift in perspective, away from what the 
data is and towards what you need it to do. 
It’s very easy for a company to say they 
are - or plan to become - customer-centric. 
It’s much trickier to understand what that 
means on a practical level.

This is the gap in our ebook’s title, 
between the ambition of a business to be 
customer-centric and its ability to actually 
deliver that. If your business fails to mind 
the gap, you’re at risk of wasting a lot 
of time, effort and money on analytics 
which don’t actually address the things 
you need them to.
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Insight, strategy 
and execution

Section one:

We know the gap exists because almost every business we talk to experiences it. We know 
companies that are awash with data but don’t have ways to share it internally. We know that 
a third of CEOs don’t trust the insight reports they get. We know that those reports are often 
top-level, not decision-led - and so there’s a lack of customer focus in the everyday decisions 
a business makes.

We also know that the gap is often a skills gap - that businesses invest in technology but not 
the resources to use it properly, or snap up people who can do the sexy jobs, like data scientist, 
but don’t create the infrastructure which lets them be effective at delivering models or 
insights which actually solve business problems.

None of these gaps can be bridged simply 
by more, newer or shinier technology. 
To grow value you need excellent insight, 
fantastic strategy, and flawless execution. 

To explore this idea of the gap more, 
and to look at how insight, strategy 
and execution combine, let’s examine 
a successful use of customer data from 
the customer’s perspective. We’ll describe 
it, and then try to reverse engineer it to 
identify the insight, strategy and 
execution that went into making it work.
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Anatomy of a customer call

I use one of the big phone networks in the 
UK. They offer various family level plans, 
so my partner and our teenage kids also all 
use the same network. But we use it in very 
different ways - I have to make calls a lot 
on the go; my partner needs data for video 
meetings; my kids are never off WhatsApp. 
Inevitably, some of us use more data 
than others.

One day, a service rep from the network 
calls me. They’ve been looking at my family’s 
usage. Uh-oh, I think, imagining nightmare 
teenage data usage bills. But no - they have 
noticed that several family members 
regularly aren’t using everything the 
current plan offers, and they wonder if 
I would prefer a different, cheaper, 
tariff that will save us money. 

I certainly would prefer it! So my family 
saves money, and the network has a 
delighted - and firmly loyal - customer.

This is customer-centric behaviour in action. 
The outcome has no direct commercial 
benefit for the network, but it has a real 
benefit for the customer - and it builds 
loyalty and advocacy, so in the longer term 
creates a win-win situation. But how did it 
happen, and what role did analytics play? 
Let’s try and imagine the insights, strategies 
and execution which led to this call.
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First of all, there’s the data. The network knows who I am, which plan I use, and who else is on it. 
It knows how long we’ve been with them, how long our contract has left, and our lifetime 
value to date. It has details of any other interactions we’ve had with them - like questions or 
complaints. It has details of how much of our plan we each use, and can break this down into 
a pattern of monthly use.

Insight: Data and analytics

That’s a lot of information, but analytics 
can make sense of it. With Customer 
Analytics the network can sort me into any 
number of segments, based on data usage, 
lifetime value, loyalty, or any combination of 
those and other variables. It can also build 
models which project those variables in the 
future - Projected Lifetime Value, in 
particular, might be a crucial one for the 
business to understand.

Analytics can also build models which offer 
a degree of predictive power. If they’re 
trying to avoid switching and customer 
churn, for instance, they might use analytics 
to model the events and signals which 
predict a customer leaving them. 

Maybe a combination of nearing the end 
of a contract and declining data use is an 
alarm bell, or maybe sudden changes in 
usage levels are a red flag.

These functions make Customer Analytics 
a powerful tool. But ultimately they are 
simply turning data into more data, 
adding more sophisticated layers of 
information that give extra insight into 
customer life cycles and behaviour. 
This metadata can only actually add 
value to a business when it’s used to 
support decisions.



Strategy: Customer-centric decisions
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So to get to the stage where they’re calling 
me and offering a better plan, the network 
must have made several strategic decisions.

At the most basic level, they have decided to 
be customer-centric. They believe - rightly! - 
that creating value for customers creates 
value for business.

They have also made a strategic decision to 
focus on keeping customers. At the highest 
level, there are three things you can do with 
customers - Get, Grow and Keep. We’ll dig 
deeper into these later in this ebook. 
There’s some crossover between these 
imperatives, but what the network did with 
me - offer me a better deal unprompted - 
falls into Keep. It doesn’t create more value 
from me right away (Grow), and I’m already 
their customer so it’s not a customer 
acquisition move (Get). What it does is 
dramatically reduce the chance of me 
leaving them in the near future.

Neither of these broader strategic choices 
requires any actual analytics, so now let’s 
look at how analytics might have informed 
the strategic decisions resulting in the 
call I got. 

At a slightly more granular level, the 
network has made a decision to focus 
on a particular segment of customers - 
which includes me. It’s not actually 
economical for most businesses to try 
and reduce the tariffs of every customer, 
and the benefit of Customer Analytics is 
that it lets you get away from crude, 
one-size-fits-all models of customer 
behaviour and find actions which actually 
fit customers at an individual level.

So as a customer I am surely part of a 
segment. I don’t need to know what this 
segment is, or why they’ve decided to 
focus on it, but those are crucial strategic 
decisions for the business. These will very 
much depend on what the business needs 
and the priorities of the network. If the 
network is facing aggressive competition, 
it may be focusing on those customers most 
at risk of switching and have identified me 
as one. If the network is concerned about 
renewals, it may be trying to ‘lock in’ 
high-value or family customers and 
sees me as one of those. 

The point is that the choice of segment to focus on is a function of the 
near- to medium-term plans of the business, and analytics will have 
been used to identify which group of customers best fits those plans.
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That explains why I got the call. What about the call itself, and the actual offer I got? 
Again, the network may have used analytics to identify customers within a segment 
who could benefit from a shift in tariff. This may be happening as part of a routine 
account review, triggered by my nearing the end of a contract. But it’s also possible 
that I’m part of an A/B test, with marketers designing a variety of ways to improve 
customer loyalty and testing them on randomly selected groups within a segment. 

Once again, analytics is playing an important part, but in service to the decision needs 
of the people using it - in this case marketers and customer experience managers, 
whose job is to successfully implement the customer-centric strategy.

Finally, the network needs systems in place so that the specific decision to make me this offer is 
actually implemented. Assuming I’ve been talking to a human, that person needs a list of people to 
contact, the data to authenticate us, scripts to follow, authorisation to actually change the tariffs 
I’m on, and training to do all this in as friendly and efficient a way as possible. 

Execution: Implementation and systems



Across the gap

bonamyfinch.strat7.com

Let’s recap. This one single customer-centric 
interaction - a phone call to me asking if I 
want to change my phone plan - requires 
insight, strategy and execution. My phone 
network needs data and insight to 
understand customers, long-term and 
medium-term strategic goals, and a specific 
set of actions with systems in place (human 
and automated) 
to execute them. Customer Analytics is 
involved at most stages, but it’s more like 
the fuel that keeps a vehicle moving rather 
than the vehicle itself.

Imagine what happens if each 
of these stages isn’t done well.

Without the right data and insight, the 
company can’t identify the right targets. 
I might get a call, but as part of a 
one-size-fits-all approach that is 
inefficient and has nothing to do with 
my specific needs.

Without the right strategy, the company 
doesn’t know what to focus on. I might 
not get a call at all, as in the absence 
of direction, decision-makers neglect 
underlying business needs in favour 
of short-term fire-fighting.

Without the right execution, the company 
knows it wants to contact me and keep me, 
but their suggestions are unclear and the 
person I’m talking to can’t help. I end up not 
signing up to a new plan and probably feel 
the company is trying to rip me off!

Is every process that uses Customer 
Analytics this intricate? Essentially, yes. 
Customer Analytics is a tool that helps a 
business make decisions. It can’t tell you 
what those decisions are, any more than 
a spade can tell you where to dig a hole. 
And it can’t implement those decisions, any 
more than the spade can dig a hole without 
you using it. This is the gap we talked about, 
between the ambition to be customer - 
centric and the ability to implement it.

The good news is that when you do bridge 
it, the experience feels surprising, 
delightful and seamless to your customer.



How to 
bridge the gap

Section two:
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Fortunately, the gap can be bridged. 
Customer Analytics is part of what you 
need, but only part. Analytics fits into a 
robust customer strategy; it doesn’t replace 
that strategy. This section is a checklist 
of questions you should answer and pitfalls 
to avoid when you’re aiming to make your 
business customer-centric.

There’s a gap between companies’ 
ambition to be customer-centric and the 
actual implementation of that ambition. 
If a business falls into the gap, the danger 
is not simply that it will waste money and 
energy, but that the failure to implement 
a customer-centric strategy will make it 
harder to do it properly in the future.



01. Have realistic ambitions

As we’ve been saying, the dangerous gap is the one between ambition and implementation. 
There’s no need to make it wider at the outset by setting ambitions unrealistically high. 

For example, we worked with one consumer goods brand whose stated aim was to have 20 
million registered customers by the year 2020. This was a popular and well-known brand, 
but not one with any natural path to customer registration, and the ambition was well 
beyond their current capability to achieve, as well as not being tied to any actual business need. 
A smaller ambition, tied to an actual goal, would have been a much better starting point.

02. Think strategically

Tied in with this is the need to think strategically about your customer-centricity goals. 
According to Professor Michael Porter "The essence of strategy is choosing what not to do", 
as well as what you should do. Prioritisation is vital, and you will usually need to stop doing 
something old in order to start doing something new. 

As we’ve suggested in section one, a customer-centric approach does not mean treating all 
customers in the same way. Tough decisions will need to be made about the customers you 
won’t be prioritising (at least initially) and clear internal communication about these priorities 
will be vital to your success.

03. Beware analysis paralysis

A clear set of priorities will also help avoid the dreaded ‘analysis paralysis’. A lot of companies have 
so much data it becomes hard to see the wood for the trees. There are always insights to be found 
and courses of action you can derive from the data.

This is one of the most fundamental things about customer-centricity. Customer-centric behaviour 
does not begin with understanding customers and their needs. It begins with identifying business 
goals, and then understanding the customer needs you have to fulfil to meet those goals. A good 
analyst knows what to look for in the data and what to ignore.

So to avoid analysis paralysis you need to always be decision led. Identify the decision 
you want to take, and let the first question you ask of any insight be “will this help me 
make a decision?” 
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04. Think long-term

A customer-centric strategy isn’t an overnight solution. If you think back to the example we used 
of the phone network, in the very short term being customer-centric and offering me a new tariff 
lost them money. In the longer-term, though, it prevented me switching and turned me into an 
advocate - thus creating greater value.

Customer-centricity is about this kind of relationship building - it’s a strategy that pays off most 
over the long-term, and isn’t best suited to the kind of reactive marketing which hits the panic 
button whenever sales are flat. Even when your main goal is acquiring new customers or 
increasing customer value, the moves you are making should be with the full customer life 
cycle in mind. An offer that’s superficially attractive to new customers but will antagonise 
them later - like the classic easy-to-sign-up, hard-to-cancel membership of a gym or app 
subscription - is the kind of tactic a customer-centric business learns to avoid.

05. Measure to manage

A customer-centric strategy is empirical. You aren’t making decisions in the vague hope they will 
pay off later, but on evidence. Your measures of success will mostly be hard customer metrics - 
sales, churn, response rate, and so on. You will be thinking long-term, but measuring immediately 
to track results against predictions and expectations. 

So defining those expectations and success conditions at every stage is a crucial part of a 
customer-centric approach. By doing this, you also minimise the risk of a short-term setback 
which creates internal pushback on a strategy.
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06. Understand the customer life cycle

We’ve talked all through this ebook about the customer life cycle and the need to keep it 
in mind. Every business will have its own customer life cycle whose specific stages, 
triggers and KPIs are different.

Broadly, though, as analysts we’ve found it useful to think in terms of three top level aims which 
together encompass most of what a business needs analytics and strategy for: Get, Grow and Keep 
customers. These higher-order goals aren’t mutually exclusive - a successful strategy for Growing 
customers may also attract new ones and make switching less tempting, for instance. But this 
achievable strategies tend to focus on only one of them at once.

We’ll go much deeper into the different analytics needs of the three areas in section three. 
But for a top level summary:

GET is acquiring new 
customers to grow a brand, 
gain share or offset churn. 
It means understanding 

competitor users, category 
entrants, and other groups 

of potential customers.

GROW is maximising the 
value of existing customers 
via upselling, cross-selling, 

smarter pricing or 
increasing share of use. 

It needs careful and 
accurate segmentation to 

identify customers with 
growth potential.

KEEP is customer retention 
- preventing customers 
leaving you or switching 

to competitors. The earlier 
you can spot a potential 

lost customer, the higher 
your chances of 
keeping them.



07. Be open to other data sources
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Online marketing and ecommerce allows vast amounts of customer data to be collected. 
It’s easy to assume that the ‘data lake’ you create already includes the information you want 
somewhere or somehow. 

But this isn’t necessarily true, and it’s sensible to look into third-party data sources who might 
have knowledge that you're missing. It can all bring you closer to the customer, which is your 
ultimate goal. Retail or financial analytics firms, or consumer omnibus surveys might provide much 
needed context that completes your picture of the customer.

No process of implementation can succeed if you don’t have the right skills for it. In recent 
years we’ve seen a tendency for businesses to rush to recruit to ‘hot’ roles - data scientist, 
for instance. This has had two effects. First, it becomes more difficult and expensive to find 
good data scientists. Second, though, it risks reducing the effectiveness of those data scientists, 
because the level of resource they receive starves other areas of the business - areas which are 
needed to effectively support them. 

To be effective, data scientists need to be integrated into a business, getting support from IT 
infrastructure and developers, working with wider insight teams, and creating outputs which 
are usable by sales, marketing, strategy, R&D and other teams. It might well be that the skill 
gap in the organisation is nothing to do with data science, but a weak link in one of these 
other areas is inhibiting effectiveness.

As an example of this integration, something we often see in businesses aiming to be 
customer-centric is a confusion between analytics and marketing. Customer-centricity is about 
creating a connection with customers in order to drive value. Marketing’s role is to create that 
connection, and analytics works to provide them with the insight and information they need 
to do that.

In the final section of this book, we’ll look at the ways analytics can do that through the lens 
of the three parts of the customer life cycle: Get, Grow and Keep. 

08. Recruit for the right skills



Get, grow, keep
Section three:

Customer Analytics is a broad name 
for a set of distinct tools with distinct 
uses - segmentation, predictive analytics, 
behavioural modelling, range analysis, 
media reach analysis, and many more.

As we’ve discussed in sections one and two, 
each of these tools is only useful when 
applied to an actual business problem. 
Using the tools will not make a brand 
customer-centric: solving the problems will.

In general the problems that Customer 
Analytics can solve fall into one of three 
categories - getting customers, growing 
customers and keeping customers. When 
you know which of these is your central aim, 
it’s easier to work out exactly what your 
knowledge gaps are and which Customer 
Analytics tools are best to use.
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Get: Customer acquisition

The central Get problem is that it requires knowledge of the very people you don’t have large 
amounts of data on - people who aren’t your customers yet. You need to understand who they are, 
where they are (in both physical and media terms), and how to reach them with relevant offers.

Some of your new customers will be people like your existing ones, and so some of this data can 
be derived from analysing the existing customer base and, for instance, profiling recent customers 
against longer-term ones to identify acquisition trends. 

But some of your new customers may well not be like your existing ones - in the real world 
customer bases do not fit neat demographic boxes. In any case the kind of knowledge 
you need about lifestyle and media consumption won’t always naturally be available as part 
of your data set.

So for Getting customers, one of your primary needs is likely to be new data - third-party media 
data, for instance, or data you collect yourself from original research like a usage and attitudes 
study among customers and prospects.

Once you have that, you can start working on wider questions. For instance, do your higher-value 
existing customers have distinctive media or lifestyle profiles? If so you could potentially target 
non-customers with those profiles in the expectation of a better return on investment. 
Do your prospects have particular needs they don’t know, or believe, your brand can fill? 
That would give pointers towards relevant content.

The exact questions you ask will be determined by your business needs, but getting the 
right data will be a crucial step in answering them.
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Case Study: Spotify

Music streaming giant Spotify have a titanic 
amount of data on what their customers 
do and listen to on their app, a very strong 
position in a growing category, and a 
red-hot product development team 
constantly analysing and coding up new 
features. What was missing? Their issue 
was a potential disconnect between that 
dev team and the customer base - 
the features the development team could 
create weren’t necessarily the features 
new customers were actually looking for.

To solve this, Spotify needed to step outside 
their in-app data and understand the wider 
picture of what people wanted from their 
streaming app. Was it range, curation, 
personalisation, or something more basic 
like improved on-the-go functionality 
or a simpler user interface? This needed 
a wider research program, including usage 
and attitudes studies, whose data could 
then be used alongside actual user data to 
help guide product development strategy.

The combination of more customer-centric product dev and 
Spotify’s award-winning marketing team have contributed 
to the app’s stellar customer growth in recent years.



You can only do that by understanding 
customers at a deep and granular level. 
The first step in this has generally involved 
a powerful and adaptable set of consumer 
segments, and a good segmentation 
(especially taking into account more 
attitudinal factors which won’t show up 
in customer data) remains very useful. 

Segmentation is a tool for customer growth, 
and Customer Analytics allows businesses 
to be a lot deeper and more responsive. 
Growing customers is not about juicing 
sales in the short term - it’s about creating 
sustained behaviour change which deepens 
the relationship between customer and 
brand. The role of Customer Analytics in 
Growing customers is to examine and 
model behaviour to recognise and 
encourage this behaviour change.

Ideally a business that models behaviour 
in this way will be able to anticipate 
customer needs at an individual level, 
and be proactive rather than reactive. 
So, as with the phone tariff example in 
section one, growing customers may 
involve taking a short-term loss in income 
to create much higher longer-term value 
via greater satisfaction.

Grow is the most detailed and tactical part 
of Customer Analytics, as it comes down to 
interactions at the individual level and can 
be highly personalised. As well as good 
modelling, you also need a test-and-learn 
mindset, in which you’re continually 
probing the assumptions of those models 
(for instance via A/B testing) in order to 
fine-tune them and create a fuller picture 
of your customer.
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Grow: Growing customers

Growing customers is in many ways the heart of Customer Analytics. Analytics’ job here is to make 
sure each customer creates maximum lifetime value for the brand in ways that don’t compromise 
a customer-centric ethos - i.e. growing customers must not mean harassing, confusing or 
otherwise upsetting them.
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Case Study: Vue Cinemas

The cinema business is a constant exercise 
in range optimisation - from the range of 
movies available, which selection will 
maximise revenue while also offering 
something for as wide a range of customers 
as possible? Just to make things harder, 
the set of choices shifts on a weekly basis! 
A cinema customer isn’t just a moviegoer - 
there’s a whole cinema experience (snacks, 
drinks, merchandise and pre-orders) 
to optimise too. And your potential 
customers are… almost anyone.

So for Vue, the desired behaviour is simple - 
go to the cinema regularly and more often - 
but the set of variables influencing that 
behaviour is massive and ever-changing. 
It wasn’t until recently that chains like Vue 
had the data or analytic capability to 
support human judgement. Modelling these 
factors at a granular level is something 
Customer Analytics can do, though. For Vue, 
we could analyse what customers saw, 
what else they bought when they saw it, 
and break that down by occasion 
- what a Friday night crowd expects versus 
families in the school holidays, for instance.

This translates into a better range of films, better options in 
ticketing and non-ticket sales, and ultimately a better 
experience for customers which brings them back more often.
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Keep: Avoiding customer losses

Customer churn is a fact of business life. 
Even if everybody is delighted with your 
service, there’s a natural level of attrition 
as consumers age out of the category, 
go through lifestage changes, or die. 
It’s also the case that churn shouldn’t always 
be resisted. The further a customer is along 
the ‘slippery slope’ to leaving, the harder and 
more expensive it becomes to stop them. 
At some point being customer-centric 
means bowing to the inevitable: as Sting 
sang, if you love somebody, set them free.

With that in mind, what’s the role of 
Customer Analytics in keeping churn to 
a minimum? It’s simple: if there is a slippery 
slope, you need a map of it and you need 
to know where the points are beyond 
which Keeping a customer is bad business, 
or downright impossible.

So the Keep version of Customer Analytics 
is about building an early warning system 
for customer losses. Where Grow is 
proactive, Keep is reactive - the idea is to be 
able to react as early as possible, perhaps 
even before the customer has realised they 
are considering leaving you! You need to 
understand triggers and patterns of 
behaviour at the start of the exit process so 
you can stop a potential loss. 
You also need to understand patterns and 
triggers further along the slope, so you 
can recognise when a customer can’t be 
retained, and make the switch to damage 
limitation: making their exit as painless 
as possible, so they don’t act as a 
negative advocate in future.



Case Study: EasyPark

EasyPark is a mobile parking app, which 
lets you find and pay for parking (and for 
electric vehicles, charging) in cities. Like any 
app, EasyPark collects a lot of user data,  
which allowed it to spot patterns of 
behaviour, including a huge drop off after 
one or two uses, with no transition to 
regular use.

There were several potential drivers for this 
high, early churn rate. Was it a user interface 
issue - did people simply not like the app or 
find it hard to use? 

Was it a trust issue - did people feel less 
secure using it? Did they forget they had it? 
Did they leave the area and assume 
EasyPark was confined to a single city rather 
than being a global service?

Insight from Customer Analytics showed 
that, by sending out more relevant comms 
to customers at key stages in their parking 
journey, EasyPark could significantly 
increase both conversion to park via the app 
and app usage in general. This delivered an 
increase in both customer value and 
long-term loyalty to the brand.

The work also resulted in changes to the interface and design 
of the EasyPark app to make it more distinctive and simpler 
to use.
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Conclusion 
All through this ebook we’ve emphasised 
that Customer Analytics is a means to an 
end. It can’t decide your strategy for you, 
and it can’t write your communications. 
It can give you the right information and 
the right time to make those things 
effective. Customer Analytics is the spade, 
effectiveness is the hole you want 
to dig. The spade can dig a lot of different 
holes, but it doesn’t know what they’re 
needed for.

Our opinion is that the best use of 
Customer Analytics is to bridge the gap 
between the ambition a business has to be 
customer-centric and the execution of that 
ambition. The ambition to build trust and 
get away from knee-jerk, reactive 
marketing, needs to be there first.  
Customer Analytics can’t do the job alone 
- you’ll need excellent marketing, sales and 
implementation teams to use it to its fullest.

But if you have that ambition, and you 
have those skills, Customer Analytics has 
the potential to transform your business, 
taking your relationship with your 
customers to a deeper level where their 
needs and behaviour genuinely drive your 
actions. We hope this ebook has told you 
something useful about how that can work.

We’d be delighted to help you with 
Customer Analytics, with integrating it 
into a strategy, and with executing its 
recommendations to drive growth in 
your business. 

Get in touch if you'd like to know more.
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