
From good to great 
with the 

Customer-led AcceleratorClient Case Study
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I would recommend 
Customer Frame for 
any business wanting to 
improve performance + 
meet the evolving 
needs + expectations of 
customers.

- Jemma Elder
MANAGING DIRECTOR
PPQ
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The Client

Personalised Plates Queensland (PPQ) 

is a government agency in 

Queensland, Australia that specialises 

in providing personalised + custom 
license plates for vehicles. Established 

to offer drivers a unique way to 

express themselves + add a touch of 

individuality to their vehicles, PPQ has 

become a popular choice for 

Queenslanders looking to stand out 

on the road. The agency offers a wide 
range of customisation options, 

allowing vehicle owners to create 

plates that reflect their personality, 

hobbies, interests, or even their 

business branding.

One of the key features of 

Personalised Plates Queensland is its 

user-friendly online platform, which 

makes it easy for customers to design 

+ order their custom plates from the 

comfort of their homes. Whether it's 

incorporating a name, a special 

message, or a combination of letters + 

numbers, PPQ's website provides a 

seamless experience for customers to 

experiment with various designs + 

preview their personalised plates 

before making a purchase. This 

accessibility + convenience have 

made PPQ a preferred choice among 

Queensland residents who want to 

add a personal touch to their vehicles.

Beyond the aesthetic appeal, 

Personalised Plates Queensland also 

offers a range of specialty plate 
options, such as Prestige Plates, 

Designer Plates, + Heritage Plates, 

each catering to different tastes + 

preferences. These plates not only 

serve as unique identifiers but also as 

collectibles, often increasing in value 
over time. As a result, PPQ has 

contributed to the cultural + 

automotive landscape of Queensland, 

giving drivers a means to showcase 

their individuality + creativity on the 

road.
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The Situation

As an externally contracted government agency, PPQ was 

performing well, meeting all contractual obligations, 

objectives + measures. Backed by a commercial mindset, 

customer service markers demonstrated high levels of 
customer satisfaction with revenue growth + key metrics 

on track. In fact, without question – it was a high 

performer amongst peers.

With a contract renewal fast approaching, the PPQ 

leadership team were looking for an edge - beyond the 

day-to-day operations – with a keen focus on this 

strategic question: Where will future growth come from?

To overcome these challenges, the PPQ team were 

conducting regular market research, investing in 

technology + innovation, diversifying its product portfolio, 

+ maintaining a strong focus on customer service + brand 

management. Everything was going well. 

However, their Managing Director knew there was more 
opportunity ahead for PPQ. She needed to find the edge 

that would propel growth + secure the contract renewal. 

That’s when CF was asked to step in.
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The Challenge
PPQ faced several strategic challenges in its operation + growth, 

in particular:

1. Market Saturation: As the popularity of personalised license 

plates had grown, there's an increasing risk of market saturation. 

With a finite number of combinations available for customisation, 

PPQ needed to continually innovate + introduce new options to 

keep customers engaged + to attract new ones.

2. Digital Competition: Online marketplaces + third-party 

vendors have entered the personalised plate space. PPQ must 

contend with the competition posed by these platforms, which 

might offer similar services + potentially erode their market share.

3. Economic Downturns: Economic downturns can lead to 

reduced discretionary spending, affecting the demand for 

personalised plates. PPQ may need to diversify its product 

offerings or implement cost-effective strategies during economic 

downturns to maintain revenue streams.

4. Brand + Marketing: Building + maintaining a strong brand 

identity in a competitive market is crucial. PPQ needs to invest in 

marketing + branding efforts to keep the agency top-of-mind for 

customers seeking personalised license plates.

5. Changing Consumer Preferences: Consumer preferences can 

shift over time, impacting the demand for certain plate designs or 

customisation options. PPQ must stay attuned to these shifts + 

adapt its offerings accordingly.
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The Solution

The PPQ improvement journey was one of revealing opportunity, 

engaging the wider team + putting in the core foundation to give 

PPQ the edge. It was about taking the good things they were 

doing + make them great. 

FIND THE 
UNKNOWN 

UNKNOWNS

ENGAGE THE 
TEAM + SHARE 

ACTION

REVEAL THE 
HIDDEN 

OPPORTUNITIES

TAKING PPQ FROM GOOD TOgreat

Read on to learn more about each step, the activities undertaken 

+ the outcomes from each step that contributed to PPQ’s overall 

success story.

#1

#2

#3
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The first step was to quickly make sense 

of the current situation + find the 

customer gaps. This wasn’t about 

fighting fires, moreso finding unmet 

needs + new opportunities. 

Leveraging the power of the Customer 

Strategy Framework, the CF team 

undertook the ‘Initial Diagnostic’ with 

key PPQ team members. This simple, yet 

powerful approach helped to surface 
the customer gaps – the unknown-

unknowns - for the MD. In her words ‘it 

helped to quickly put a structure around 

the things I thought were there + give 

me a plan to move forward’.

The outcome. A plan on a page 

heatmap + initial action plan that 

reaffirmed PPQ’s strengths + highlighted 

the opportunities to go next level. 

It brought clarity to the situation + 

amplified the need to get customer on 

the agenda right across the business.

FIND THE 
UNKNOWN 

UNKNOWNS

ENGAGE THE 
TEAM + SHARE 

ACTION

REVEAL THE 
HIDDEN 

OPPORTUNITIES

“A simple, yet 
powerful 
process that 
highlighted the 
gaps + put 
customer firmly 
on the strategic 
agenda”

#1
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The second step was to share the outcome + 

engage the wider team. With the initial 

diagnostic results in hand providing a common 

foundation, now was the time to establish that 

‘customer’ is everyone’s job. Moving beyond 

the tactical view of just ‘customer services 

improvement’, we needed to reframe their 

view + put a strategic roadmap + action plan 

in place to make it a reality. 

Taking the brave step to go deep, the PPQ 

leadership team undertook our signature 

‘Customer-led Accelerator’ program, where we 

delved into the nine core customer 
capabilities + how well PPQ stacked up on 

each. The Accelerator lived up to its name. In 

fact, the outcomes were so powerful that the 

MD asked to put the next layer of senior 

management through the process the very 

next week. 

The two Accelerator sessions brought 

everyone onto the same page for where the 

gaps were + getting focused on what to do to 

get the greatest impact on performance. 

The outcome. from the Accelerator, the PPQ 

team identified 115 actions to improve their 

overall customer experience, advocacy + 

retention. Additionally, it sparked new cross-

functional discussions + most importantly, 

shared ownership for the ultimate reason PPQ 

existed – it’s customer.

FIND THE 
UNKNOWN 

UNKNOWNS

ENGAGE THE 
TEAM + SHARE 

ACTION

REVEAL THE 
HIDDEN 

OPPORTUNITIES

“OMG…
We meet so 
regularly but 
never have we 
done anything 
like this to get 
us on the 
same page”

#2
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Customer Centric Maturity at PPQ 
 
When assessed across the workshop participants, PPQ scored an average of 51 out of 90 points, 
placing at the higher end of the ‘Interested’ level of the Customer Centric Maturity Scale.  
 
 

 
 
 

EARLY STAGE: Some fundamentals may be in place, but it doesn’t appear to be an intentional strategy 
 

INTERESTED: Customer centricity is important but receives little investment from the executive team 
 

COMMITTED: Customer centricity is central to business strategy 

 
 
 
The Customer Centric Maturity Scale takes into account the ‘ticks’ of where PPQ is performing 

well and the latent competence represented by the ‘dash’ in the scoring framework. The scoring 
model is weighted to reflect the hidden potential in the business to move further along the 
journey towards being truly customer centric. 
 
The tables below provide a summary of scores for both groups, demonstrating the relative views 
of strengths and improvement areas across the disciplines of KNOW, TRACK and ALIGN. 
 

 

 

  
 

 
 
The scores demonstrate a relatively consistent view of current customer centric capability 
across the PPQ team (averages of 51 and 52 respectively). The assessment demonstrates a clear 
need for activity and investment in the KNOW discipline, delivered through: 

§ clear and consistent customer profiles,  

§ accurate journey maps covering before and after purchase, and  

§ experience analysis by standing in the customers shoes and looking back at the business. 

EARLY STAGE INTERESTED COMMITTED
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KNOW TRACK ALIGN TOTAL

GROUP 1 /30 /30 /30 /90

Hardev 14 21 18 53

Vanessa 19 19 16 54

Laura 14 19 20 53

Taylor 12 15 16 43

Jemma 14 23 20 57

Eva 11 15 17 43

David 17 16 15 48

Stacey 13 21 14 48

Aimee 17 11 20 48

Ryan 22 20 20 62

AVERAGE 15 18 18 51

KNOW TRACK ALIGN TOTAL

GROUP 2 /30 /30 /30 /90

Kirra 12 15 17 44

Prue 16 21 19 56

Hannah 13 15 12 40

Candice 15 18 18 51

Delilah 20 18 25 63

Teneal 18 22 20 60

AVERAGE 16 18 19 52
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competencies can enable synergies in research spend, whilst improving the quality of 

profile specific information beyond segmentation alone. 

 
PROJECT 4: INTERNAL REVIEW 
Collaboratively build out a PPQ Customer Charter that outlines the intent, target and 

commitments to be made for customers. Additionally, we recommend deploying an 

internal benchmark survey with the entire team to provide a quick and accurate 

benchmark to enable year-on-year comparison of the impact of the customer program. 

 
PROJECT 5: TACTICAL IMPROVEMENTS 

Identify the actions from this review that are low effort and high impact (NB – No 

Brainers) from across the Customer Centricity Framework (nine competencies) and 

assign implementation to individuals in the PPQ team. Create a quarterly or bi-annual 

plan that is refreshed through consultation at the end of each period. 

 
 

2. UNDERTAKE A “WHO IS YOUR CUSTOMER?” SESSION 

 
Aligning the team through a common and clear understanding of who your customer is brings 

new efficiency gains and uncovers hidden potential 

 
The Review highlighted an inconsistency and lack of clarity around who is the customer of PPQ. 

This presents an opportunity to connect currently disparate parts of the business and enable 

collaborative working under common goals. This was evidenced throughout the process, as each 

‘frame’ ignited discussion between teams. A ‘who is your customer?’ session will improve PPQ’s 

performance within the Internal Review customer competence. 

 
This session would provide a good follow-up and next step for all involved and could be 

extended to include suppliers and other key stakeholders to engage them in the process. By 

widening the view of all key parts of the business, new opportunities for effectiveness and 

efficiency will be derived.  
Of particular suggestion would be to identify the intermediate versus ultimate customers and 

understand the potential interactions between them in the end-to-end value chain. 

 
 

3. PRIORITISING IMPROVEMENTS / 2X2 BOARD 

 
Engaging the team to participate in the active prioritisation of customer improvements will 

decentralise ownership and enhance team alignment around your customers 

 
In the Review Workbook, the PPQ team listed 115 actions 

(in addition to the actions/observations captured in 

session) to implement to improve the customer centricity 

of the business. Without guidance and prioritisation, this 

can be paralysing when taking the first steps along the 

journey. 
 
Using the effort-impact prioritisation matrix (or similar), 

we recommend that the PPQ team filter the actions 

outlined in this report (and the appendices) and plot a 

wall chart that outlines each action for internal comment.  

 
This can also be used by each of the project leads within 

the Customer Improvements Program to quickly and 

decisively set the scope for their activities and help to 

build out their implementation plans. 
 
 
 

LIPSTICK ON 
A PIG
(LP)

IMPACT

E
F

F
O

R
T

QUESTION 
MARK
(QM)

NO 
BRAINER

(NB)

HARD WORK BUT WORTH IT
(HW)
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The third step was driven from the collaborative 

insights from the first two steps. One of the top 

priorities agreed for PPQ in the Accelerator was to 

map out the customer journey, compare it to 

internal processes + find the gaps that bring 

opportunity. Even though PPQ was being 

delivered under contract by a global advertising 

agency, they chose the Dynamic Duo of Customer 

Frame to develop this important part of their 

strategy. 

In a full day workshop, the CF team guided PPQ 

team members to unpack, rethink + map out their 

customer journey. The session brought a whole 

new level of clarity, empathy + opportunity for the 

whole team – not just the customer-facing teams. 

The ‘ah-ha’ moments were thick + fast as we 

reframed their offering from the customer view.

The outcome. A visualisation of the customer 

journey + the operational gaps. A range of 

improvements surfaced, from quick wins to longer 

term game-changers, all focused on levelling up 

the customer experience of PPQ. Taking it from 

good, to great. 

Secondly, it deepened the awareness that 

everyone had a part to play in enabling customer 

success, making it real, easy to understand + 

tangible for each team to take action.

FIND THE 
UNKNOWN 

UNKNOWNS

ENGAGE THE 
TEAM + SHARE 

ACTION

REVEAL THE 
HIDDEN 

OPPORTUNITIES

“I never 
thought about 
it that way 
before. This is 
so awesome + 
has unlocked to 
many 
opportunities”

#3

STAGES

DOING

THINKING

FEELING

IDENTIFY 

NEED

GATHER 

INSPIRATION + IDEAS

NARROW 

OPTIONS

RESEARCH 

OPTIONS
MAKE A 

DECISION

PLACE PLATE 

ORDER

WAIT FOR 

PLATES TO 

ARRIVE

RECEIVE 

PLATES

FIT PLATES

SHARE IT REVISIT 

PLATE

CUSTOMER 

EXPERIENCE

OPPORTUNITIES

IDENTIFIED IN 

WORKSHOP

TO BE COMPLETED IN PART 2

TO BE COMPLETED IN PART 2

TO BE COMPLETED IN PART 2

§ Review search engine keywords (SEO) + footprint

§ Engage relevant online communities on their platforms, not 

just ours

§ Refine early stage messaging to get onto the shopping list 

amongst alternative products

§ Develop an Advocate Strategy to get people actively talking 

about us

§ Create a Content Strategy to align to the trigger moments

§ Position PPQ alongside ‘like’ products that meet similar 

customer needs

§ Get onto ‘Top List’ forums, blogs + articles

§ Leverage existing paid advocates to align with early stage 

messaging

§ Shift message from ‘PPQ product’ to ‘Customer motivators’

§ Refine comparative marketing message (Converse example)

PONDER

PRE-PURCHASE

PURCHASE

POST-PURCHASE

Customer Journey Map: Part 1

Prepared by Customer Frame © August 2017

§ Deliver Personalisation Project improvements to align 

messaging with customer processes

§ Identify + manage customer fears + objections

§ Reignite ‘Uniquely yours’ marketing intent + messaging

§ Improve Information capture throughout the cycle to build a 

more accurate view of the customer + UX

§ Offer more personalised service – ‘Speak to a Plate Expert’

§ Refine Sales recovery tools reflecting DOING steps

§ Comparison module – share plates + online polling function 

to help customers decide 

§ Creating urgency / FOMO experience on site to accelerate 

the sale

§ Develop a ‘Reserve a Plate’ option (paid for)

§ Create ‘View on your car’ visualising tool to create a deeper 

emotional connection + ‘make it real’

§ Prompt ‘Why are you leaving the site?’ on exit + capture why

§ Review business processes to make the experience as 

frictionless as possible for customers

§ Develop capability for multiple purchases in cart

§ Increase delivery options (e.g. Instant, Express, Standard)

§ Develop win-win refer-a-friend promotions

§ Provide redesign as extra cost option (reduced prepayment)

§ Clearly communicate tracking functionality + process 

upfront

§ Deliver a Timeline/status tool (like Dominos Pizza tracker)

§ Implement email with ‘onboard for delivery’ message to 

reduce avoidable contact

§ Send congratulations email to celebrate the purchase + 

include a picture of their plate

§ Functionality to share / tag on confirmation screen + email

§ Develop a communications plan for VIPs / high-end 

purchasers

§ Offer a Fitting service as a cost-option

§ Develop a paid for remove/attach TMR form service

§ Utilise TMR Web service to notify plate attachment to trigger 

a further congratulations message + invitation to share

§ Provide a downloadable / emailed fitting template

§ Explain warranty void relating to plate protectors + fitment

§ Review + refine promo + informational material in box

§ Investigate follow-up gift for VIPs to surprise + delight – a 

gift matching purchase

§ Provide car detailing voucher + encourage social sharing of 

clean car with new plates (‘Clean car + plates by PPQ’)

§ Continue the story through email + social media about 

‘People Behind Plates’

§ Create an Advocate Strategy

§ Offer professional photos as a value-add for advocacy

§ Develop follow-up partner offers (e.g. City Beach, Dissh) 

based on product purchased + customer profile

§ Provide the end-to-end solution – sell / redesign / remake

§ Offer attachment help as a post-purchase service

§ Review Remake messaging to improve awareness of option

DECIDE PLATE 

IS AN OPTION

CONSIDER OPTIONS

REVIEW PLATE 

OPTIONS

SHOW OFF

TRIGGER

TALK WITH 

FRIENDS

ONLINE PEER 

/REVIEWS

TOP 10 

LISTS

NARROW 

OPTIONS

RESEARCHING 

OPTIONS

FURTHER 

NARROW DOWN 

OPTIONS

SPECIFIC 

WEBSITES

SEE 

MEDIA

TRENDS

PROS + 

CONS

SENSE-

CHECK

PPQ.COM

TMR 

CSC

CALL 

CC

PPQ
OFFICE

PYMT 

OPTIONS

2ND 

HAND?

LOOK @ 

OTHERS

PPQ

ONLINE

REVIEWS
PPQ

DROP OUT PATH

SIZE

PYMT

UNBOX

CHECK 

DETAILS

COMBO

COLOUR

CHECK TEST 

FIT

READ 

GUIDE

WATCH 

VIDEOS

TMR 

CSC

COMBO

MEASURE

CONFIRM

TRIGGER

+3 WKS

FIT

TOOLS

TMR 

CSC

PPQ
OFFICE

CALL 

CC

CUSTOMER 

PROCESSES

COST

COLOUR

DRIVE

SHARE

SHOOT

WHEN?
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The Result

This process set PPQ up for 

success. By no means a slouchy 

performer before, PPQ now had a 

structured approach in place to 

put the customer at the heart of 

everything they do. Customer was 
now everyone’s business.

Commercially, PPQ blitzed their 

growth predictions and 

expectations. Following the work 

with Customer Frame, PPQ 

delivered growth at over twice 
the expected level year on year. 

Impressive result, especially in a 

market that was considered to be 

reaching maturity and saturation. 

New cost savings were identified 

and actioned. New initiatives were 

delivered that increased the 
effectiveness of customer 

engagement right throughout the 

customer journey. New sales 

opportunities were identified. The 

world was their oyster.

Culturally, ‘customer’ was no 

longer just for ‘customer services’ 

to own. The whole team, from 
boardroom to back office could 

see how they each play a critical 

part in PPQs success – starting 

with the customer. Testament to 

the cultural shift, we found in our 

annual review with PPQ that of 

the 114 actions identified, over 
95% of these were delivered 

within 12 months of the 

completing the initial diagnostic 

and Customer-led Accelerator.

Today, PPQ continues to go from 

strength to strength, with the solid 

customer strategy foundation in 

place, but are never standing still, 

using the framework and their 

journey map to continue their 

growth trajectory.

#smashedgoals 

ü 2.5x growth target
ü 100+ improvements
ü Contract renewed
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If you want success -
start with solid customer 
foundations to ensure it.

KEY LEARNING
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Want the
on your team?Dynamic Duo

AUTHORS

SPEAKERS

CHANGE MAKERS

CUSTOMER OBSESSED

Download our free 
Customer Strategy Starter Kit 
+ take the first step
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