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What if our idea of great B2B CX is actually misleading?

• Personalized engagement guided by data

Let’s explore
1. Why B2B CX is a different game

2. Redefining frontline role for 
exceptional CX

3. Extracting meaningful data from 
customer dialogue

4. Innovative tools to decode B2B 
customer behaviors

5. Driving CX transformation across 
the whole enterprise

What customers
say exceptional CX means

• Issue prevention driven by contextual insights

• Consistent understanding & empathy

Your best frontline stars do this every day…
….But how to scale this success to your 
whole frontline forces?

What ‘good CX’ looks like on paper and 
dashboards Contract value SLAs CSAT metrics
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CX leaders have grappled with the unique 
challenges of B2B CX for years

Segmentation vs. Persona: 
Designing CX for both the 
Entity and the Humans Within
In B2B, the “customer” is an entity — a company, not a person. 
It doesn’t feel, empathize, or make decisions. But the people within it 
do. And often, those decisions are made by a buying center — a group 
of stakeholders with varying roles, priorities, and value systems.

This duality requires a dual approach:

• Customer segments must be anchored to the account level. It 
considers commercial factors like spend, growth potential, strategic 
importance, and service entitlements of the business entity.

• Stakeholder personas are human-centric. They help front-line 
teams understand how to engage stakeholders in the buying center 
— what they value, how they communicate, and how they build 
trust.

The most effective B2B CX strategies recognize this balance. 
They ask:

• What does this account need from us commercially?

• Who are the people we’re engaging, and how do they make 
decisions?

• How do we align our service and engagement to both?

In today's hyper-competitive landscape, customer experience (CX) is no longer a "nice to have" - it's a strategic 
differentiator. While CEOs have long recognized the importance of embedding CX across their organizations, 
industries with B2B business models often face greater challenges. Improving CX requires navigating complex 
customer journeys, extended sales cycles, and diverse stakeholder relationships. These efforts are further challenged 
by limited visibility into customer behavior data. This makes CX transformation in B2B businesses more difficult, yet 
even more critical.

Individuals segmented by demographics, 
behavior, and preferences.

Personal traits like age, gender, and lifestyle, 
etc.
Sociological depiction of the customer segment.

More touchpoints but simpler interactions.

Consumer-focused platforms and analytics.

Organizations & business entities 
segmented by industry, size, and business 
needs. Typical higher-value relationships.

Represent the human within (stakeholders) 
with expectations linked to professional roles, 
business goals, and organizational priorities. 

Fewer but more complex touchpoints involving 
multiple stakeholders. Longer and more 
complex buying cycles mean that trust and 
consistency across touchpoints are more 
critical.

Enterprise-grade tools tailored to long sales 
cycles and complex relationship management.

Customer 
Segmentation

Customer 
Persona

Customer 
Journey

Tools & 
Technology

UNDERSTANDING THE DIFFERENCES: B2B VS. B2C CX
While both B2B and B2C aim to deliver value and satisfaction, the nature of their customer relationships and experience 
design differs significantly.

Key Takeaway
Winning in B2B means balancing two lenses: account-level 
segmentation and human-centered stakeholder engagement.

B2C CX B2B CX
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From dialogue to data: Turn empathy into a 
repeatable process using behavioral insights

B2B customer behavior isn’t captured in clicks and likes. It lives in 
conversations, negotiations, and problem-solving moments. — many of 
which happen through emails, calls, or face-to-face meetings. 

These are rich with insight, but they’re unstructured, un-documented, 
and hard to quantify. Most organizations don’t have the systems — or 
the mindset — to treat these as data.

Our big idea: What if we can transform 
frontline staff from passive participants 
to “CX sensors” - collecting behavioral 
data in real time?
Not all customer behaviors carry the same weight. Some reveal deep-
seated value orientations, while others are merely tactical responses. 
Knowing the difference is critical for meaningful data collection. 

Imagine equipping your frontline teams with a structured way to 
interpret customer behavior, grounded in observable cues and backed 
by behavioral research. For example, picture a frontline manager 
noticing a client’s hesitation during a renewal call and recording it as a 
trust signal. 

With this approach, your teams move beyond intuition, recognizing 
which behaviors reflect core decision drivers and which are just 
surface-level reactions.

Book a session with us to explore more 

In many B2B organizations, customer experience is defined by contracts, SLAs, and escalation matrices. But the real 
experience—the one customers remember—is shaped by the frontline.

WHAT’S MISSING IN B2B CX TODAY?
• CX is owned by process designers, not by those who actually interact with customers.

• Frontline success is accidental, driven by individual talent—not organizational support.

• Training is theoretical, not grounded in real customer insights.

What if we can institutionalize empathy and insight so that frontline empathy is 
by design rather than by accident?

Key Takeaway
Institutionalize empathy and insight so frontline 
interactions consistently deliver empathy by 
design rather than by chance

In most B2B organizations, empathy is accidental—relying on the instincts of experienced staff because each 
customer is different in their values and expectations. But what if empathy could be designed, trained, and scaled? 

This sets us on a journey to develop a systemic ways to institutionalize empathy for organizations' frontline - not just 
as a soft skill, but a strategic capability enabled by tools and behavioral models.

The Challenge: 
Behavioral Data in B2B is 
Hidden in Plain Sight

mailto:phuctnguyen@kpmg.com.vn;khavu@kpmg.com.vn?subject=Book%20a%20session%20with%20KPMG%20for%20B2B%20CX%20discussion
mailto:phuctnguyen@kpmg.com.vn;khavu@kpmg.com.vn
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Decoding stakeholder personas: 
Beyond demographics and job titles

People act based on deep-
rooted values 

Behavior cues as meaningful 
data 

Our approach is grounded in 
decades of global, cross-cultural 
research in foundational value 
systems that shape human’s 
economic behaviors.

We identify clear, observable 
cues that act as behavioral data 
points. These cues are industry-
specific and designed to be 
easily collected.

KPMG’s B2B stakeholder behavior model 
(simplified concept)

In our approach, frontline teams aren’t just executors — 
they’re researchers. Every conversation is a data point. 
Every reaction is a clue. And every persona is a living model 
that evolves with experience.

The missing puzzle piece: How to move past the surface elements and explore 
the deeper behavioral engine of customers?
• For years, B2B CX practitioners have relied on stakeholder engagement strategies rooted in surface-level indicators 

like demographics, industries, job titles, or role descriptions. While these approaches offer a starting point, they often 
fail to capture the deeper behavioral drivers that truly shape customer decisions and perceptions of value.

• Our innovative methodology is built on a behavioral framework derived from decades of global research into how 
different value systems shape human decision-making. This foundation allows us to decode stakeholder behaviors in 
a way that is both culturally adaptable and commercially relevant.

• Rather than relying on demographic or role-based assumptions, we focus on value orientations — the underlying 
beliefs systems that influence how individuals within organizations evaluate trust, set priorities, make decisions and 
build relationship. By embedding this thinking into our behavior model, we help organizations move beyond generic 
segmentation and toward behavioral intelligence — a way to institutionalize empathy, not just encourage it.

• As your frontline team gathers customer data, the model transforms it into stakeholder personas by highlighting key 
behavioral dimensions that reflect each stakeholder’s underlying value system.

Key Takeaway
Stakeholder behavior should be decoded via core value systems rather than surface-level profiles.

Value shows up in behaviors Frontline staff become “CX 
sensors” 

Instead of guessing values, we 
observe behaviors — how 
stakeholders negotiates, 
escalates issues, or engages 
with vendors.
These behaviors are grouped 
into key dimensions.

Staff are trained to notice and 
log these cues during 
interactions. Over time, this 
builds dynamic customer 
personas — living profiles that 
evolve with real behavior, not 
assumptions.
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Opportunistic StructuredBuying 
pattern

Directive CollaborativeProblem 
resolution

Exploratory LoyalVendor 
commitment

RelationalRelationship 
tendency

Participative PassiveEngagement 
willingness

Transactional

Helping frontline teams deliver better CX 
with smarter customer understanding

Training &
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Behavior model

Stakeholder personas

Buying pattern

Problem resolution

Vendor commitment

Relationship tendency

Engagement willingness

Opportunistic vs. Structured

Participative vs. Passive

Exploratory vs. Loyal

Relational vs. Transactional

Directive vs. Collaborative

1
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ILLUSTRATIVE

THE 5 BEHAVIORAL DIMENSIONS OF B2B STAKEHOLDERS Our stakeholder personas are not static templates. They are living tools — 
refined through real engagement. As frontline teams interact with customers, 
they collect behavioral signals that continuously enrich the personas.

This creates a feedback loop where customer understanding improves 
over time, and CX delivery becomes more precise, more empathetic, and 
more effective.

Redefine frontline role to 
enable CX excellence

Frontline staff observe 
behavioral cues 
during interactions

Behavioral cues are 
mapped to persona 
tools

Staff receive playbooks 
or guidance on how to 
engage each persona

Feedback is 
collected to refine 
personas and 
improve training

Key Takeaway
Equipping frontline teams with the right tools, frameworks, and training 
unlocks deeper customer understanding and drives CX excellence. 
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Solution delivery – The most critical phase of 
the B2B customer journey is often least 
supported by CX strategy

HIT Squad
(High-Impact-Taskforce)

Chairman/CEO Office  Weekly leadership interface

 Robust escalation power

 Direct strategic steering

HIT Squad

 Professional PMO & advisors with 
enterprise-wide views and 
experience

 Cross-functional representatives to 
ensure accountability

 Realigned workload, KPIs and 
R&R to include project success

 Data specialists and tech partners 
engagement, critical for 
organizations with complex data 
governance or legacy systems

Our big idea: Move the CX 
transformation out of its usual 
functional silo and bring it to the 
Chairman’s Office level — so it 
becomes a company-wide effort 
with stronger alignment and 
bigger impact

Key Takeaway
CX must go beyond sales teams and be seamlessly integrated across 
every stage of the customer lifecycle.

We work with a wide range of B2B companies—from HR services, to strategic sourcing solutions, even airport cargo 
terminal operators. On paper, these businesses couldn’t be more different. Their industries, customers, and operating 
models vary greatly. But they all share a common challenge:

How do we make sure our customer experience doesn’t stop at the sale?
In B2B, the real experience begins after the deal is signed. That’s when customers start using the solution day in and 
day out — interacting with your teams, relying on your systems, and forming opinions based on how well things work vs. 
your sales pitch.

While most companies invest heavily in sales enablement and pre-sale engagement, the experience often starts to slip 
during the servicing phase. That’s when customers need you most. If the experience breaks down here, it’s not just a 
service hiccup — it’s a CX failure.

So, what’s the fix? It’s not just about better service — it’s about connecting CX across the entire enterprise and 
focusing on the total customer value. That means:

• Mapping the customer journey across all lifecycle stages

• Aligning teams around shared customer outcomes, not just departmental KPIs

• Equipping frontline staff with tools and scenario-based training to engage different personas

• Creating feedback loops between sales, operations, and strategy

• Embedding customer insights into daily workflows and rewarding relationship-building efforts
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The question of potential: Who defines the 
future value of a customer?

Book a session with us

We won’t go into the details here because it's a highly innovative and 
protected methodology. But we will leave you with a few questions 
worth asking:

• Are your frontline teams trained to recognize behavioral patterns 
that reflect deep-seated customer values?

• Does your customer segmentation approach help staff know how to 
engage—not just who they’re engaging?

• Does your CX strategy connect across the whole enterprise to 
optimize total customer value?

If these questions resonate, we 
invite you to book an exclusive 
session with our CX experts!

Thank you! You're among the few 
readers who’ve stayed with us 
through every page — so here’s 
something special for you. 
You might be wondering: 
How can I learn more about 
KPMG’s B2B CX solutions?

Most organizations rely on metrics like Customer Lifetime Value (CLV) to segment customers and make investment 
decisions. But in B2B, this raises a deeper question:

HOW DO YOU DEFINE THE “LIFETIME” OF A BUSINESS ENTITY?
Unlike individuals, companies can span decades — or even centuries. Their needs evolve, their leadership changes, 
and their strategic priorities shift. So, when we talk about a B2B customer potential, we must ask:

• Is it the account that holds long-term value?

• Or is it the people within the account who shape that value?

We’ll explore this in-depth in our next issue of B2B CX Thought Leadership, where we’ll unpack:

• Why traditional CLV models fall short in B2B

• How to rethink potential across both account and stakeholder dimensions

• What metrics and signals can guide smarter investment in customer relationships

Connect with us to stay ahead! The next issue will dive into B2B customer lifetime valuation (CLV) —  and how 
leading organizations are redefining what “long-term” really means.

mailto:phuctnguyen@kpmg.com.vn;khavu@kpmg.com.vn?subject=Book%20a%20session%20with%20KPMG%20for%20B2B%20CX%20discussion
mailto:phuctnguyen@kpmg.com.vn;khavu@kpmg.com.vn
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