
This sample question bank is designed to help utilities assess CX maturity across ten key
dimensions, ranging from strategy and leadership to journey management, operational processes
and employee culture. The questions are intended to facilitate meaningful discussions, uncover
capability gaps and establish a baseline for improvement. 

This question bank can be used as part of a formal maturity assessment, workshop, leadership
discussion, or journey-specific evaluation. Organizations may choose to complete the assessment at
the enterprise level or focus on specific customer journey (i.e. billing & payment, start service, etc.).

Assessment Instructions
For each statement, select the maturity level that best reflects your organization's current state. Mark
only one box per question. When evaluating each statement, consider not only whether a capability
exists, but how consistently it is applied and whether it produces meaningful customer and business
outcomes.

After completing all questions within a dimension:

1.Count the total number of responses selected under each maturity level.
2.Multiply the number of responses by the corresponding Score Value.
3.Add the results together to calculate the Dimension Score.
4.Divide the Dimension Score by the total number of questions in the dimension to determine the

Average Maturity Score.
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Score Value Maturity Level Description

  1 AdHoc Ad hoc, inconsistent, largely reactive

  2 Developing Basic processes exist but are inconsistently applied

  3 Defined Processes are documented and consistently followed

  4 Managed Performance is measured and actively optimized

  5 Optimized Customer-centric practices are embedded enterprise-wide



 Strategy & Leadership Adhoc Developing Defined Managed Optimized

 Executive Sponsorship

 Senior leaders actively support & communicate 
 CX initiatives

 Executives regularly review CX performance 
 and trends

 Leaders consider customer, operational and 
 financial impacts

 Executive sponsors are assigned to major 
 CX initiatives

 CX success measures are defined and supported 
 by leadership

 Funding & Investment

 Dedicated resources or funding are allocated 
 to CX improvements

 CX funding decisions are based on potential 
 business outcomes

 CX priorities influence technology and process  
 investments

 Strategic Alignment

 Customer experience objectives are reflected in 
 departmental goals

 CX priorities are revisited and adjusted as 
 customer needs evolve

 Long-term CX roadmaps are established and 
 maintained

 CX goals are incorporated into annual business 
 planning processes

 The organization has a documented CX vision

 CX priorities are aligned with corporate strategic 
 objectives

 CX is represented in organizational KPIs
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 Customer Understanding & VoC Adhoc Developing Defined Managed Optimized

 Customer Feedback Collection

 Customer feedback is collected across multiple 
 channels 

 Feedback collection is conducted on a regular  
 cadence

 Customer feedback is representative of our 
 customer base

 Complaint trends are systematically analyzed

 Customer effort is measured for key interactions

Insight Generation

 Customer feedback is consolidated into a central 
 repository

 Customer insights are regularly shared with 
 leadership

 VoC findings influence strategic decisions

 Customer research is used to identify emerging 
 issues

 Customer segments are analyzed separately

 Closed-Loop Processes

 Customers receive follow-up when feedback is 
 submitted

 Root causes of customer issues are investigated

 Improvement initiatives are based on customer 
 feedback

 Customer feedback trends are monitored over time

 VoC outcomes are tied to operational improvements
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 Journey Managemenet Adhoc Developing Defined Managed Optimized

 Journey Documentation

 Priority customer journeys have been identified

 Customer journey maps exist for key interactions

 Journey maps are updated regularly

 Journey maps include customer pain points

 Journey maps include operational handoffs

 Journey Ownership

 Key journeys have assigned owners

 Journey performance is reviewed regularly

 Cross-functional teams participate in journey
 reviews

 Journey improvement plans are documented

 Ownership responsibilities are clearly defined

 Journey Improvement

 Journey metrics are tracked consistently

 Customer effort is measured at journey level

 Improvements are prioritized based on customer 
 impact

 Journey redesign efforts are coordinated across 
 departments

 Journey improvements are evaluated after  
 implementation
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 Communications & Engagement Adhoc Developing Defined Managed Optimized

 Communication Strategy

 Customer communications follow an enterprise 
 strategy

 Messaging is consistent across channels

 Communications are written in customer-friendly 
 language

 Communication effectiveness is measured

 Communications are tailored to audience needs

 Proactive Communications

 Customers receive proactive notifications when 
 appropriate

 Outage communications are timely and informative

 Billing communications anticipate common questions

 Service updates are communicated consistently

 Customers know what to expect next during 
 service events

 Communication Strategy

 Communications are coordinated across channels

 Customers receive consistent information 
 regardless of channel

 Digital communications support self-service goals

 Customer preferences influence communication 
 methods

 Communication content is regularly reviewed 
 and improved
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 Digital Experience & Self-Service Adhoc Developing Defined Managed Optimized

 Digital Capabilities

 Customers can complete common tasks digitally

 Digital channels are easy to navigate

 Digital experiences are mobile-friendly

 Digital content is accessible

 Customers can easily find information online

 Self-Service Effectiveness

 Self-service completion rates are measured

 Customers can resolve issues without contacting 
 support

 Digital tools reduce customer effort

 Digital experiences are tested with customers

 Digital adoption goals are established and monitored

 Digital Integration

 Customer information is consistent across channels

 Digital and assisted channels work together 
 seamlessly

 Customer history is available across touchpoints

 Digital improvements are prioritized using customer 
 insights

 Digital experiences support broader CX objectives
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 Data, Measurement & Analytics Adhoc Developing Defined Managed Optimized

 Data Availability

 Customer data is accessible across the organization

 Customer and operational data are integrated

 Key CX metrics are clearly defined

 Reporting is standardized

 Data quality is regularly reviewed

 Measurement

 Customer outcomes are measured consistently

 Operational outcomes are linked to CX efforts

 Dashboards are available to decision makers

 Metrics are reviewed regularly

 Performance targets are established

 Analytics

 Analytics are used to identify trends

 Predictive insights inform decision making

 Customer behavior patterns are monitored

 Root cause analysis is routinely conducted

 Analytics drive improvement prioritization
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 Continuous Improvement & Change Mgmt. Adhoc Developing Defined Managed Optimized

 Improvement Processes

 Customer improvement opportunities are 
 documented

 Improvement projects are prioritized systematically

 Improvement efforts are reviewed regularly

 Lessons learned are documented

 Successful improvements are scaled

 Change Management

 Employees understand CX priorities

 Change impacts are communicated effectively

 Employees receive training on new processes

 Adoption is measured following implementation

 Resistance barriers are proactively addressed

 Sustainability

 Improvement efforts continue beyond project 
 completion

 CX performance is monitored continuously

 Improvement goals are revisited annually

 Customer feedback informs future improvements

 Continuous improvement is embedded in 
 organizational culture
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 Operational Processes & Service Design Adhoc Developing Defined Managed Optimized

 Process Design

 Processes are designed with customer 
 expectations in mind

 Customer impacts are evaluated before process  
 changes are made

 Process documentation reflects customer-facing 
 and internal activities

 Customer-facing processes are standardized 
 across channels 

 Customer feedback informs process redesign efforts

 Service Consistency

 Customers receive a consistent experience 
 regardless of channel

 Internal handoffs between teams are clearly 
 defined and managed

 Service standards are documented and consistently 
 applied

 Process performance is measured against customer 
 expectations

 Ownership and accountability for delivering consistent 
 service are clearly defined across teams

 Complaint Handling & Service Recovery

 Customer complaints are tracked and analyzed 
 systematically

 Service recovery processes are documented and  
 followed

 Employees have clear guidance on resolving 
 customer issues

 Root causes of complaints are investigated and 
 addressed

 Customers are kept informed throughout the 
 complaint resolution process
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 People, Talent & Culture Adhoc Developing Defined Managed Optimized

 Employee Understanding

 Employees understand the organization's CX vision 
 and priorities

 Employees understand how their role influences
 the CX

 CX expectations are clearly communicated during 
 onboarding

 Employee feedback is incorporated into CX 
 improvement efforts

 Employees feel empowered to address customer 
 issues 

 Employees are encouraged to provide feedback 
 on CX opportunities

 Training & Development

 Employees receive training on CX principles and  
 practices

 Customer-facing employees receive regular skill 
 development 

 Managers are trained to reinforce customer-centric 
 behaviors

 Training effectiveness is measured and updated 

 Recognition & Accountability

 Customer-centric behaviors are recognized and 
 rewarded

 CX expectations are incorporated into performance  
 evaluations

 Leaders model customer-centric behaviors and  
 decision making

 Departments are held accountable for CX outcomes

 CX is embedded within the organization's culture
 and values
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 Governance & Accountability Adhoc Developing Defined Managed Optimized

 Cross-functional Collaboration

 Teams collaborate on customer improvements

 Customer issues are addressed across silos

 Governance forums exist to review CX priorities

 Improvement decisions involve appropriate  
 stakeholders

 Governance structures support execution

 Accountability

 CX roles and responsibilities are clearly defined

 Improvement initiatives have assigned owners

 Departments share accountability for customer 
 outcomes

 CX performance influences decision making

 Accountability mechanisms are documented

 Performance Management

 CX metrics are reviewed regularly by accountable 
 stakeholders

 Improvement initiatives have assigned owners

 Departments share accountability for customer  
 outcomes

 CX performance influences decision making

 Accountability mechanisms are documented
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