
HAPPINESS MATURITY MODEL

The Happiness Maturity Model is an evaluative tool for 
entities to guide our transformation
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HAPPINESS MATURITY MODEL

The organisation has no formally recognised 
activities regarding happiness. Any activities 
are conducted at an individual level.

Ad-hoc

Level 1

Characteristics

Examples

• Individual actors
• Passion projects
• No financial support
• No structured strategy
• Undocumented
• Informal
• Isolated awareness of ‘Science of Needs’ 
• Existing priorities may hinder focus on happiness

A front-line 
employee 
decides sets 
a personal 
goal to “make 

each customer smile,” 
then experiments and 
tracks his success. He 
may be recognised for 
good job performance, 
but not for meeting 
any specific ‘customer 
happiness’ goals set by 
management or HR.

A manager 
signs up for 
an online 
course on 
workplace 

happiness in her free 
time. She applies what 
she has learned with 
her employees and sees 
success. Her success 
may lead to colleagues 
adopting her tactics, but 
through word-of-mouth, 
with no formal directive 
or funding.

A product 
developer 
decides to 
introduce a 
new feature, 

based on feedback he 
received from a friend 
who uses the product. 
Management agrees 
to implement the new 
feature as part of a 
product update, but 
other priorities (e.g: 
profit) drive the decision.



HAPPINESS MATURITY MODEL

There is some limited recognition of 
happiness activities by the organisation, but 
no systemised approach.

Developing

Level 2

Characteristics

• Team or department-level activities
• Short-term projects
• Minimal funding
• Documented processes
• Formal customer listening
• Sporadic awareness of ‘Science of Needs’
• Formal data collection
• Results are not always shared between departments
•  Activities may only take place to meet legislative/

leadership mandates

A service-
centre 
manager 
decides to 
conduct a 

customer experience 
audit. He applies for a 
receives funding from 
his section, and the 
audit is completed. He 
makes some changes to 
his centre based on the 
results. The results may 
be shared across the 
organisation, but are not 
generally adopted by 
other centres. 

The marketing 
department 
decides to run 
a social media 
campaign 

to collect stories of 
customers who were 
made happy by a 
product or service. At 
the end of the campaign, 
an infographic was 
published. However the 
raw data as not shared 
across departments, and 
results were not acted 
upon.

A product 
team builds 
a customer 
listening 
tool (e.g.: 

Happiness Meter) into 
one of their service 
channels (e.g.: website), 
but it is not adopted 
across additional 
channels. Data is 
collected, but insights 
from the tool are 
not openly shared or 
consistently acted upon. 

Examples



HAPPINESS MATURITY MODEL

There is a formal, organisation-wide 
happiness experience strategy. Happiness 
experience data now influences decision-
making.

Designed

Level 3

Characteristics

• Executive-level involvement
• Moderate funding
• Formalised strategy
• Moderate awareness of ‘Science of Needs’
• Customer engagement across all channels
• Data and insights regularly shared between all departments
• Data often influences decision-making
•  Happiness still viewed as a “special” project, not considered 

on the same level as other critical KPIs

All front-
line staff 
now receive 
customer 
experience 

training. Customer 
satisfaction is now 
included in all 
performance reviews. 
A customer feedback 
channel (e.g.: Happiness 
Meter) is incorporated 
into all service 
touchpoints. Employees 
may or may not be able 
to see their individual 
data.

All 
department 
directors 
have adopted 
aligned KPIs 

for customer experience 
and workplace 
happiness. New 
programs and projects 
are introduced to meet 
KPIs, but still receive 
lower levels of priority 
(time and budget) 
from pre-existing KPIs 
(e.g.: product adoption, 
marketshare, etc.)

Product 
divisions 
regularly 
conduct 
customer 

engagement activities 
(e.g.: surveys). Data 
is routinely shared 
between departments 
for stronger insights. 
Managers frequently 
make decisions for 
new projects based 
on happiness data, 
however other factors 
(time, budget) may still 
supersede.

Examples



HAPPINESS MATURITY MODEL

HX is now a priority for the organisation. 
Happiness is a critical KPI for all customer 
segments and employees are empowered to 
act.

Tactical

Level 4

Characteristics

• Organisation-wide adoption
• Significant funding
• Shift to operationalising the strategy
• Widespread awareness of ‘Science of Needs’
• All customer segments are identified and engaged
• Data and insights are fully integrated into the planning process
• All departments must regularly report on HX KPIs
•  Employees are empowered to act individually to promote 

happiness

A service 
centre 
manager 
introduces a 
gamification 

program to encourage 
all employees to actively 
work to promote the 
happiness of their 
customers. Employees 
gather points based 
on their customer 
satisfaction levels and 
compete for prizes. The 
program links directly to 
service centre HX KPIs. 

A senior 
executive 
reviews 
department-
level HX 

KPIs, and identifies a 
particular customer 
segment that appears 
to be struggling. He 
directs the department 
to address the issue, and 
sets a clear deadline. 
He may also assign a 
special team to support 
the department with the 
resolution. 

An 
employee 
proposes a 
new project 
designed 

to address a Happiness 
Need of one of his 
customer segments. 
He receives full 
support for the project, 
and manages the 
development and 
roll-out. The project 
is a success, and his 
department adopts 
it into their standard 
operating procedure.

Examples



HAPPINESS MATURITY MODEL

Happiness is part of the DNA of the 
organisation. The focus is now on optimising 
HX at an organisation, employee and 
individual level. 

Embedded

Level 5

Characteristics

• Marked cultural shift
• Guaranteed funding
• Shift to optimisation
• Universal understanding of Happiness Needs
• Happiness is now the primary KPI of the organisation

The HR 
department 
introduces 
a Happiness 
Guru 

program to train all 
new employees on the 
Happiness Experience 
strategy. HX strategy 
becomes an integral 
part of the on-boarding 
process at all levels of 
the organisation, from 
senior executives to 
front-line staff.

A new project 
has been 
initiated 
aimed at 
improving 

the overall HX process 
itself: from strategic 
requirements to 
operations, and how 
happiness insights are 
fed into the inputs for 
regular reviews. The 
board discusses the 
results of the project, 
and changes are made 
across the organisation. 

Employees 
are 
encouraged 
to explore 
the data to 

discover opportunities 
for new ways of address 
customer’s Happiness 
Needs. Cross-functional 
teams are routinely 
formed to rapidly 
develop and test new 
products and services 
that meet both basic 
and higher-level needs.

Examples


