
D 2 I N T E R N AT I O N A L

A Customer-Centric Strategy 
Guide for Social Franchises

August 2021

Authors
Sabrina Bustamante

Delaney Carroll

Rachel Langholz

Camila Duque



D 2 I N T E R N AT I O N A L

Table of Contents

Introduction 3-6

Strategizing a Customer-Centric Culture

Self-Evaluation: Determining the Current State of Your Franchise’s Customer-Centric Culture 8

Be Girl Highlight: Democratizing Customer Insight 9

Building a Customer-Centric Narrative – Brand Storytelling 10

Implementing a Customer-Centric Transformation Across all Franchising

Self-Evaluation: Determining the Current State of Your Franchise’s Customer-Centric Culture 12

Be Girl Case Study: Committed to a Customer-Centric Transformation Across all Franchises 13

How-to-Guide for Implementing a Customer-Centric Transformation 14

Interacting with Customers as a Customer-Centric Franchise

Collecting Data from Customers to Create a Better Customer-Centric Experience 16

Self-Evaluation: Determining the Current State of Your Customer Interactions 17

Customer Data Collection Practices 18

Interacting with Customers to Gather Insights 19-20

Evaluating Collected Metrics 21

Conclusion 23

Appendix 24-26

References 27

Acknowledgements 28

2



D 2 I N T E R N AT I O N A L

Feel free to print each slide, complete the relevant activities, or keep this on hand for a quick reference 
as your social franchise undergoes a social transformation! 

The guide is designed in thematic order and follows the various phases of transformation from the 
ground up. However, feel free to jump around the deck as needed.

This guide is intended to be a resource for social franchises considering converting to a customer-
centric model. 

Implementing a customer-centric strategy is both an internal and external facing endeavor – a company 
must work from the inside out to successfully overcome the barriers to customer centricity.

Accordingly, this guide covers the following elements that a social franchise should consider: creating a 
customer-centric franchise, implementing a customer-centric transformation across all franchising, 
and interacting with customers as a customer-centric franchise. It aims to be a question-based 
framework for social franchises, presenting you with prompts and critical questions as opposed to hard-
and-fast answers, as every customer-centric transformation is different. 

Introduction: Guiding Your Customer-Centric Transformation

OVERV IEW

US ING TH IS  GU IDE
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From

Identify 

operational  

goals

Create concepts

Build 

operational  

systems

Create concepts

Customer-Centric Design is about applying ‘design 
processes’ to solve business problems. Customer-
Centric Design is a process that taps into abilities we
all have, but often get overlooked by more 
conventional problem-solving practices.

What is Customer Centricity?
The following lays down the foundation on what customer centrism means in the context of business and why it is important for
an organization to take this approach in order to maximize their impact in the community. 

The key difference is shifting from a business and operations 
approach to a customer-centered approach.

Fit concepts to 

customers

Understand  

customers

To

Why a Customer-Centric Approach?

• Integrates the needs of people, the possibilities 
of technology, and the requirements for business 
success.

• Transforms the way organizations develop 
products, services, processes, and strategy.

• Brings together what is desirable from a 
customer point of view with what is 
technologically feasible and economically viable.
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Four  Cu l tura l  E lements  Dr ive  Cus tomer  Cent r i c i ty

EXTERNAL 
ORIENTATION

External
Frame of 
Reference

Competitive  
Mindset

Results
Focused

COLLECTIVE 
FOCUS

Emphasis on 
Collaboration

Knowledge
Sharing

Collective 
Achievement

CHANGE & 
INNOVATION

Structured for 
Agility

Innovative Focus

Risk Intelligence

Organizational  
Learning

SHARED  
BELIEFS

Commitment to 
Organizational 
Core Values

What Does a Customer-Centric Company Look Like?
Keep in mind the following elements as you start embarking in your customer-centric journey, as these will be key in building a 
strategy specifically tailored to your needs.

Enhanced trust 
and cooperation

Companies with a customer-centric culture have a relentless focus

that permeates everythingCU S TO M E R E XP E C TAT I O N Son

they do.
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Where is your organization now in terms of External Orientation?

1 - Poor 5 - Excellent

Defining Where your Organization Lies Within the Four Cultural Elements
Digging deeper into the current state of your organization, the following sliding scale allows you to self-identify the areas where 
you can focus your efforts in starting the customer-centric journey.

Where is your organization now in terms of Collective Focus?

1 - Poor 5 - Excellent

Where is your organization now in terms of Change & Innovation?

1 - Poor 5 - Excellent

Where is your organization now in terms of Shared Beliefs?

1 - Poor 5 - Excellent

What steps do you want to 
take to achieve your goals 
for each of these elements?

1. _________________

2. _________________

3. _________________

4. _________________

5. _________________

6. _________________

7. __________________
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Strategizing a Customer-
Centric Culture
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Building a customer-centric culture is the first step in operationalizing a customer-centric strategy across all levels of your social 
franchise. Evaluate the successes and gaps within your organizational culture with this checklist. 

Self-Evaluation: Determining the Current State of Your Franchise’s Customer-Centric 
Culture

STRATEGY

Instructions:
To gage where your 
social franchise stands 
in building a centric 
culture, walk through 
the following check-
list. This is a good 
starting point to assess 
where your franchise 
can improve its 
culture to reflect a 
commitment to 
customer centricity, 
both internally and 
externally. 

Self-Evaluation Customer-Centric Culture Checklist Y/N

Do all the employees in your franchise have a shared definition of 
customer centricity?

As a social franchise, do both your strategy and culture reflect a 
commitment to customer satisfaction? 

Are customer expectations known across the franchise?

Do employees understand the "big picture" and "long term" mission or 
your social enterprise? 

Do employees at all levels understand your customer’s needs and wants?
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For every employee to adopt the customer-centric mindset, each person must understand the organization’s customers and have 
access to what these customers are thinking, saying, and feeling about the brand. 

Be Girl Highlight: Democratizing Customer Insight

STRATEGY

Be Girl is a social enterprise operating in East Africa, 
working to deliver sustainable and affordable menstrual 
products to women. 

As Be Girl works to build a customer-centric culture from 
the inside out, they are trying new ways to democratize 
customer insight and give employees at every level visibility 
into the customer mindset and experience.

They are considering creating a policy by which all employees 
(from executive to the newest hire) take turns reading 
consumer feedback. They are also considering implementing a 
"weekly consumer update" at All-Hands meetings or a physical 
board where consumer insights are posted.

If you are thinking about implementing this key concept, take 
some time to think of three ideas of how to operationalize the 
democratization of customer insight within your social franchise. 

Brainstorming for Success

Case Study: Be Girl 

A key step in building  a customer-centric culture is the 
democratization of customer insight. 

The democratization of insight can take many forms, but 
the concept, put simply, refers to the consistent sharing of 
consumer insights with all levels of the business. Every 
employee should have exposure to what the customers are 
saying and thinking.

When customer feedback is circulated, discussed, and 
easily accessed by all, the entirety of an organization is 
clued into the customer experience. The result is an 
organization that is one step closer to an internal culture 
which centers the customer’s needs, wants, and consumer 
experience.

Key Concept: Democratizing Customer Insight1

If you’re curious about the other key elements that go into building customer-centric organizational culture, this article is a good place to start!

9
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As a social franchise, you can leverage the power of a strong brand narrative to build a relationship with your customer and 
operationalize empathy by showing the human face of your organization.

Building a Customer-Centric Narrative – Brand Storytelling

STRATEGY

Challenge Resolution

Conflict 

A narrative story arc shows why your brand exists and matters. 
The story uses a narrative arc of challenge, conflict, and 
resolution to showcase your brand’s history, values, 

triumphs, and distinctiveness.

The Art of the Narrative Story Arc 

Answer the questions to establish the key elements of your 

story arc. 

• Challenge: What societal/cultural challenge did you face?

• Conflict: What obstacles did you have to overcome? How 

did this conflict help you establish/strengthen your brand 

values?

• Resolution: What was the resulting success? How does your 

history help you better understand your customer?

Narrative Foundations

Key Concept: Brand Storytelling2

Customers are drawn to stories. So how exactly does an organization harness the power of customer-led storytelling? 

It might seem counter-intuitive to privilege more human, heartfelt messages over advertisements for your products and 
services, but companies that center the customer as the protagonist of a story – as opposed to the recipient of consumable 
goods – make lasting impressions and compel customers.

“Writing” the story of your brand is an important component of a customer-centric transformation, as the narrative empowers 
customers to see themselves reflected in your brand.
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Implementing a Customer-Centric 
Transformation Across all 
Franchising
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Implementing your customer-centric transformation requires a focused and multi-faceted approach. Evaluate the successes and 
gaps within your organizational approach with this checklist. 

Self-Evaluation: Determining the Current State of Your Franchise’s Customer-Centric 
Practices 

IMPLEMENTATION

Instructions:
To gage where your 
social franchise stands 
in implementing a 
centric culture, walk 
through the following 
check-list. This is a 
good starting point to 
assess where your 
franchise can improve 
its practices to reflect 
a commitment to 
customer centricity, 
both internally and 
externally. 

Self-Evaluation Customer-Centric Implementation Checklist Y/N

Have you chosen which core tenets of customer-centric cultures your 
company needs to implement?

Have you incorporated customer-centric ideals into employee onboarding 
and/or training programs?

Have you identified how the customer-centric definition is communicated 
by marketing materials and employees?

Are your customer-centric values clearly defined in your mission 
statement? 

Have you developed guidelines for how franchisees should use your 
brand identity and brand communications?

12
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Be Girl Case Study: Committed to a Customer-Centric 
Transformation Across all Franchises

• Be Girl defined what customer centricity 
meant for employees:

• Aligned employees on the goals 
of the customer-centric 
movement 

• Identified how the customer-
centric definition is 
communicated and how to 
generate employee buy-in

• Chose which core tenets of 
customer-centric cultures the 
company needed to implement

• They created a marketing approach that 
articulated the advantages of company  
products without compromising the 
cultural beliefs of consumers 

• Be Girl clearly defined the groups of consumers 
they were targeting and identified the ways they 
vary in preferences and attitudes

• They transitioned to a more offensive marketing 
strategy to reach target consumers and hear 
about their experiences, preferences, and lifestyle 
needs 

• Their marketing strategy is catered to a 
variety of groups and demographics

• The organization put a strategy in place to 
account for differences in geographies, age, and 
other demographic characteristics when it comes 
to interacting with customers 

• They now understand how to approach 
different cultural barriers in order to sell 
their products to a wide range of target 
customers

OUTCOMESAPPROACH

\1 2

Be Girl now has 
a deeper 
cultural 
understanding 
of the markets 
they occupy 
and recognize 
that cultural 
diversity and 
attitudes vary 
at the country 
level and 
strategies 
cannot be "one 
size fits all.”

IMPLEMENTATION
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How-to-Guide for Implementing a Customer-Centric Transformation
In addition to understanding the cultural dynamic of markets, a customer-centric transformation for social franchises involves 
operating in a digital environment, not only because of business benefits, but also to better understand their customers, reach a 
wider customer base, and be a more resilient business. 

Create a Unified Experience 

To prevent franchisees from going off brand, 
franchisors must create a unified experience 
that establishes brand consistency and 
provides brand messaging architecture to 
customize franchisees own digital assets.

Build an Effective Digital Platform

Building an effective digital and content 
marketing platform allows franchisors and 
franchisees to meet the digital-first 
expectations of today’s customers. 

THINK DIGITAL

Be Equipped to Generate Positive 
Experiences

Digitally transformed franchises are equipped 
to sell and market their products, generate 
leads, and drive positive customer experiences.

Digital-First Mindset3 How to Empower your Franchises

Differentiate yourself locally1

Establish guidelines for how to use 
the brand identity and brand 
communications

2

Develop a toolkit for digital 
communications and marketing 
(see appendix for more 
information)

3

Implement a clear protocol for 
increasing discovery for core 
products and services

4

IMPLEMENTATION

Being digital is not just about having the most up-to-date technology, it is about utilizing the online resources you have in order to reach a wider 
audience in the digital space
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Interacting with Customers as 
a Customer-Centric Franchise
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When developing a customer-centric strategy, it is key to collect data to get a full understanding of the customer – not only what 
they want but what they need, which is used to drive your insights, products, and services to enhance the customer experience. 

Collecting Data from Customers to Create a Better Customer Centric Experience

Customer insights4 allow your business teams to gain 
a deep understanding of how your customers think 

and feel about your products and services. By 
knowing this, you’re able to build customer 

empathy beyond understanding what they need, but 
exactly why they need it. One helpful term to 

consider is the “Voice of the Customer” (VOC), a 
process for capturing customers’ requirements. Learn 

more about VOC here.

Customer Insights

Data can uncover how customers perceive a brand, 
which marketing messages speak to them most, and 
feedback on products or campaigns. You can also 

collect data at various points throughout the 
customer journey to see how perceptions develop 
over time. It is key to obtain usable data and the 

resources to analyze it to enhance results.

The Power of Data

When and through what 
channels you’re 
communicating with 
customers in a strategic 
manner?

How do you marry insights 
from both online 
interactions and offline 
engagements?

How do you maximize ROI 
by pinpointing exact 
customer desires, and 
using data to make 
calculated marketing 
decisions?

Questions to consider to successfully utilize data and drive customer insights 

INTERACTION

16
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Interacting with your customers is the cornerstone of your customer-centric transformation. Customer interaction requires careful 
planning and ongoing development. Evaluate the successes and gaps of your customer interactions with this checklist. 

Self-Evaluation: Determining the Current State of Your Customer Interactions

INTERACTION

Instructions:
To gage where your 
social franchise stands 
in your interactions 
with customers, walk 
through the following 
check-list. This is a 
good starting point to 
assess where your 
franchise can improve 
its practices to reflect 
a commitment to 
customer centricity, 
both internally and 
externally. 

Self-Evaluation Customer Interaction Checklist Y/N

Do you have a clear understanding of your customer base (i.e., age, 
gender, geographic location)?

Have you identified key customer touchpoints in local markets?

Do you interact with customers in different geographies and cultures 
differently?

Do you encourage customers to provide feedback on products and 
processes?

Do you have a mechanism for incorporating customer feedback into 
current products and processes?

17
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If you do not have access to traditional customer data collection tools, you may have to get creative. Below are some ways that 
you can collect data to measure success for customer-centric social enterprises.

Customer Data Collection Practices

INTERACTION

Social Media Monitoring5

Social media platforms allow customers to 
share their brand experiences with millions 
of users. The following tools can be 
leveraged to track customer experience:

• Google Alerts: Allows you to monitor 
websites, blogs, and searches within the 
Google network to find the pages that 
contain specific keywords.

• Social Mention: Allows you to track and 
measure social media mentions across 
platforms such as Twitter, Facebook, and 
YouTube. 

• Agora Pulse: This management tool 
collects all your social media mentions 
and allows you to monitor comments on 
your Twitter, Facebook, and Instagram 
ads.

Net Promoter Score

This metric examines customer loyalty by 
asking how likely customers are to recommend 
you, on a scale of 1 to 10.

1 2 3 4 5 6 7 8 9 10

% %NPS = -

Customer Satisfaction Score

This satisfaction method prompts your 
customers to rate their satisfaction with your 
business, service or product from 1 to 5.

Employee Insights6

Customer-facing employees
have personal insight into 
customer experiences and 
common pain points.

Focus Groups

Focus groups allow you to 
not only collect participant 
answers, but also measure 
reactions. These can be 
conducted as in-person or 
virtual interviews.

CSAT = % of 4-5 answers

Very unsatisfied Very satisfied

1 2 3 4 5

Satisfied

18
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A highly competitive market gives consumers the power to dictate when, where, and how they interact with a brand. Continually
collecting customer insights data through survey’s can be a quick and cost-effective way to understand your target customer and 
develop brand loyalty.

C O L L E C T I N G  C U S T O M E R  C E N T R I C  D A T A

Psychographics Product Satisfaction

Willingness to PayPurchasing Experience

- Understanding the buyer’s journey through survey collection can help you can create a well-rounded customer persona, which will help your organization 
connect and build a foundational relationship with customers. 

Helps inform pricing strategies so 
you are reaching your customer at 
the correct price. 

Positive product satisfaction and 
user experience encourages repeat 
purchases.

Psychographics are focused on what motivates 
customers buying behavior by focusing on the 

underlying interests, activities, and values.

Analyzing purchasing experience will give social 
franchises insight into consumer's overall end-

to-end experience with the company. 

Interacting with Customers to Gather Insights (1/2)

INTERACTION

Social Media

Cost-effective way to reach your existing 
customers. Social media is a quick and 
effective ways to get customer knowledge 
on specific topics/questions.

Formally Administered Survey

Regularly administered formal surveys with 
target customers can help track 
customer’s perception of your brand over 
time.

Survey Deployment StrategiesTypes of Surveys

Web-Based Links

Regularly administered formal surveys with 
target customers can help track 
customer’s perception of your brand over 
time.

Informal One-Time Survey

Can provide insight on customers’ 
willingness to pay, product satisfaction, 
customer psychographics, and purchasing 
experience. 

19
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What are the questions you should consider for… 

Interacting with Customers to Gather Insights (2/2) 

❑ How did you arrive at the 
purchasing site?

❑ What hesitations did you 
have when deciding to 
purchase our product?

❑ What factors influenced your 
decision to purchase the 
product?

❑ What is your preferred 
method of connecting with 
us?

❑ Would you purchase another 
product from our company in 
the future? 

❑ _______________________

❑ _______________________

❑ _______________________ 

❑ How much would you be 
willing to pay for the 
product? 

❑ At what price would you 
consider the product to be so 
expensive that you would not 
consider buying it? 

❑ How much would you expect  
the product to cost? 

❑ Do you look very closely to 
finding the best value for the 
money when purchasing 
these products?

❑ How much are competitors 
charging for similar 
products/services?

❑ _______________________

❑ How would you rate the 
quality of the product? 

❑ How would you rate the 
value for money of the 
product? 

❑ How well did the product 
meet your needs? 

❑ What, if anything, would you 
change about your 
experience with the product? 

❑ Why did you choose this 
product over other similar 
products?

❑ _______________________

❑ _______________________

❑ _______________________ 

❑ Were there any factors that 
contributed to you choosing 
this Company over their 
competitors? 

❑ What motivated you to 
purchase the Company’s 
products? 

❑ What matters most when 
purchasing this type of 
product? 

❑ What are your favorite social 
media platforms? 

❑ How often do you leave 
product reviews?

❑ _______________________

❑ _______________________

❑ _______________________ 

These are suggestions of questions your organization should be taking into considerations as you evaluate how best to interview with your customers. Please 
add your own specific questions as it relates to your company. 

INTERACTION

Purchasing Experience Willingness to Pay Product Satisfaction Psychographics
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Evaluating Collection Metrics

❑What is the capacity you need for your 
surveying endeavors?

✓ Free versions tend to have restricted 
capabilities to number of questions and 
responses analyzed

✓ Paid plans allow more questions and 
responses and offer better tools for 
analyzing responses.

Pricing

❑ Is the backend ease of use of the platform 
important to your organization?

✓ A user-friendly platform is important to 
fully benefit from its features. 

✓ Experiment with its features and take 
note of the ones that are difficult to 
navigate as these may not be the best 
option for your company. 

Ease of Use

❑What are the types of questions you are 
asking?

✓ If you are asking conditional 
questions, make sure the platform 
supports this.

✓ Only some platforms can perform data 
analysis without manual work for multi-
conditional questioning.

Advanced Features

❑What balance do you want to strike between 
simple and appealing surveys?

✓ The user experience should be a key 
consideration when selecting a platform

❑ How do you want to display your questions?

✓ Consider the user flow of the survey

User Interface

❑ How creative do you want to get? How much 
time you want to spend creating surveys?

✓ Many platforms offer creative and 
interactive templates to choose from 
that are customizable to an extent, to 
make your survey experience unique

Template Gallery

❑ Are there any systems you want to 
integrate? 

✓ Integration can allow additional analysis 
or continued communication with survey 
respondents

✓ May need a third-party software to 
support this capability

Integrations

It is important to have a good platform to evaluate the metrics you have collected. The following are a few elements to consider
as you decide which web-based platform to use for collecting data on customer insights.

INTERACTION

21
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Conclusion
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1- Current State Assessment 
of Customer-Centric Culture

3– Develop Strategic Plan for 
Culture Transformation

3- Implement Customer-Centric Culture Internally 

2- Current State Assessment 
of Digital-First Practices  

1 – Current State 
Assessment of Customer 

Interactions

3 – Implement Customer Data Collection Practices

2- Develop Strategic Plan for Franchise-Wide Adoption of 
Customer-Centric and Digital-First Practices

3- Implement Customer-Centric Practices Across Digital Platforms

2- Develop Strategic Plan for 
Interacting with Customers 

and Gathering Insights

*This roadmap is notional and will be subject to change depending on a number of variables, including your franchises’ bandwidth, size, and transformation strategy. 

Bringing it All Together: Customer-Centric Transformation Sample Roadmap
To sum up the foundations of a customer-centric transformation, we have created a notional transformation roadmap based on the 
key phases featured in the toolkit. This intended to help your franchise operationalize both internal and external customer-centric 
practices. Note that a customer-centric transformation is a cyclical process, meaning that your customers will evolve and you must 

evolve your practices with them. This means continually collecting customer data, deducing insights, and making processes changes 

based on those insights.
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Appendix
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POTENTIAL 
CHANNELS

SMS MESSAGING/QR CODES

SMS messaging offers immediacy in form of text alerts to all opted-in users. These alerts can be used to share 

information, receive customer feedback, and distribute promo codes.

QR Codes are a customer-centric way to build brand loyalty and collective communication. Scanning a QR code could 

enroll a customer into SMS messaging or offer them new product opportunities.

SOCIAL MEDIA PLATFORMS

Social media platforms like Instagram and Facebook offer opportunities to engage consumers, as well as track the 

progress, success, and engagement of ad campaigns.

INFLUENCERS

Using influencers in mobile savvy consumer communities can boost brand recognition, customer engagement, and sales.

Mobile Marketing
Mobile marketing is the use of customer centric, multi-channel, digital marketing strategies aimed at reaching a target audience
on their smartphones and other mobile devices via websites, email, SMS, social media, and apps.

INTERACTION

Customer

Understanding who your customer is and 

what they would respond best to, based on 

how they use smartphones.

Business Objectives

Aligning your business needs with how 

your audience engages with mobile 

devices.

Channels

Understanding the most cost-effective ways 

to reach your target audience and to 

service your business objectives.

25
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Three ways to measure the success of a customer-centric company are churn rate, net promoter score, and customer lifetime value.

Measuring Success of a Customer Centric Company

Churn Rate1

Observes the rate at which customers stop doing 
business with a company over a given period.

Customer Lifetime Value

Measures the amount of revenue a customer 
contributes to your business for as long as they are a 
paying customer.

Customers Lost
(Over a period)

Total Customers
(At the start of a period)

Churn Rate
(Over a period)

Customer 
Lifetime Value

Retention 
Period 
(in years)

Acquisition 
Costs

Customer 
Revenue 

(per year)

Net Promoter Score

Examines customer loyalty by asking the question, 
"Based on your experience with [company/product],
how likely are you to recommend us to a friend or 
colleague?"

The scale is rated from 0 (not at all likely) to 10 (extremely likely). Depending 
on the responses, customers fall into one of 3 categories:

Detractors

1 2 30 4 5 6 7 8

Passives

9 10

Promoters

Net Promoter Score % %

2

3

IMPLEMENTATION
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