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CHAPTER 1
What is “CX” Anyway?

In a time where the customer experience 
separates the winners from the losers, CX 
must be a priority for ALL businesses.
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Customer Experience (CX) is a catchy business term that has been 
used for decades, and until recently, measuring and managing it 
was not possible. Now, with the evolution of technology, a company 
can build and operationalize a true CX program.

For years, companies championed 
NPS surveys, CSAT scores, web 
feedback, and other sources of data 
as the drivers of “Customer Expe-
rience” - however, these singular 
sources of data don’t give a true, 
comprehensive view of how custom-
ers feel, think, and act.

Unfortunately, most companies ar-
en’t capitalizing on the benefits of a 
CX program. Less than 10% of com-
panies have a CX executive and of 
those companies, only 14% believe

Customer Experience, as a program, is 
the aggregation and analysis of all cus-
tomer interactions with the objective of 
uncovering and disseminating insights 
across the company in order to improve 
the experience.

the benefit of CX is well established in their firm.* In a time where the customer experience sepa-
rates the winners from the losers, CX must be more of a priority for ALL businesses. 

This not only includes the analysis of typical channels in which customers directly interact with 
your company (calls, chats, emails, feedback, surveys, etc.) but all the channels in which custom-
ers may not be interacting directly with you - social, reviews, blogs, comment boards, media, etc.

In order to understand the purpose of a CX team and how it operates, you first need to understand 
how most businesses organize, manage, and carry out their customer experiences today.

* https://www.forrester.com/report/The+Top+14+Hacks+For+Your+CX+Business+Case/-/E-RES144052

What is “CX” Anyway?
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CHAPTER 1 | WHAT IS “CX’ ANYWAY?

Essentially, a company’s customer experience is owned and managed by a handful of teams. 

This includes, but is not limited to: digital, brand, strategy, UX, retail, design, pricing, membership, 
logistics, marketing, and customer service. All of these teams have a hand in customer experience. 
In order to affirm that they are working towards a common goal, they must communicate in a timely 
manner, meet and discuss upcoming initiatives and projects, and discuss results along with future 
objectives.

Who Owns Customer Experience?
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CHAPTER 1 | WHAT IS “CX’ ANYWAY?

In a perfect world, every team has the time and passion to 
accomplish these tasks to ensure the customer experience 
is in sync with their work. In reality, teams end up scrambling 
for information and understanding of how each business 
function is impacting the customer experience - sometimes 
after the CX program has already launched.

This process is extremely inefficient and can lead to serious 
problems across the customer experience. These problems 
can lead to irreparable financial losses. If business functions 
are not on the same page when launching an experience, 
it creates a broken one for customers. Siloed teams create 
siloed experiences.

There are plenty of companies that operate in a semi-siloed 
manner and feel it is successful. What these companies don’t 
understand is that customer experience issues often occur 
between the ownership of these silos, in what some refer 
to as the “customer experience abyss,” where no business 
function claims ownership. Customers react to these bro-
ken experiences by communicating their frustration through 
different communication channels (chats, surveys, reviews, 
calls, tweets, posts etc.).

For example, if a company launches a new subscription ser-
vice and customers are confused about the pricing model, 
is it the job of customer service to explain it to customers? 
What about those customers that don’t contact the business 
at all? Does marketing need to modify their campaigns? May-
be digital needs to edit the nomenclature online... It could be 
all of these things. The key is determining which will solve 
the poor customer experience.

The objective of a CX program is to focus deeply on what 
customers are saying and shift business teams to become 
advocates for what they say. Once advocacy is achieved, 
the customer experience can be improved at scale with 
speed and precision. A premium customer experience is the 
key to company growth and customer retention.

How important is the customer experience?  *A 2011 study 
by Right Now Technologies showed that 89 percent of cus-
tomers left a company following a poor customer experience 
and began doing business with a competitor.

CX is crucial to operating 
a business, and an excep-
tional experience starts 
with an understanding 
of the customer through 
their voice.

*https://www.businesswire.com/news/home/20120111005284/en/RightNow%E2%80%99s-Annual-Research-Shows-86-
Percent-U.S.
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CHAPTER 2
Program Beginnings and Structure

You may be saying to yourself, “We already 
have teams examining our customer data,
no need to establish a new team to look at it.”
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CHAPTER 2 | PROGRAM BEGINNINGS AND STRUCTURE

The first step to building a CX program is establishing the person or 
team(s) who will be responsible for leading the program.

Customers view your company as a single entity, they should be viewed in a
similar manner. 

You may be saying to yourself, “We already 
have teams examining our customer data, no 
need to establish a new team to look at it.” 
While this may be true, the teams are likely 
taking a siloed approach to analyzing custom-
er data by only investigating the portion of the 
data they own.

For example, the social team looks at social 
data, the digital team analyzes web feedback 
and analytics, the marketing team reviews 
surveys and performs studies, etc. Seldom do 
these teams come together and combine their 
data to get a holistic view of the customer. 
Furthermore, when it comes to prioritizing CX 
improvements, they do so based on an incom-
plete view of the customer.

Consolidating all customer data gives a unified 
view of your customers while lessening the 
workload and increasing the rate at which in-
sights are generated. 

The experience customers have with market-
ing, digital, and customer service, all lead to 
different interactions. Breaking these interac-
tions into different,  separate components is 
the reason companies struggle with under-
standing the true customer experience and 
miss the big picture on how to improve it.

The CX team, once established, will be re-
sponsible for creating a unified view of the 
customer which will provide the company with 
an unbiased understanding of how customers 
feel about their experiences as well as their 
expectations of the industry. These insights 
will provide awareness, knowledge, and curi-
osity that will empower business functions to 
improve the end-to-end customer experience.

Whether it’s one person working to better understand customers in their spare time or an entire 
team that is solely dedicated to CX, a business can reap hundreds of thousands of dollars in in-
sights just from establishing CX responsibility. The key is to start analyzing customer data as 
soon as possible - the data is out there and customers are waiting to be heard.

Program Beginnings and
Structure
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CHAPTER 2 | PROGRAM BEGINNINGS AND STRUCTURE

Each business function owns 
their area of the customer ex-
perience. This is how most 
companies handle CX today 
which doesn’t encourage col-
laboration to achieve a co-
hesive view of the customer. 
This is a siloed approach that 
doesn’t encompass the whole 
customer experience. Because 
each team is dedicated to their 
function/field, they may be re-
luctant to accurately report the 
true customer experience if it 
paints them in a negative light. 
This defeats the point of a CX 
program.

A single CX team who own 
the entire process. This is the 
ideal way to organize a CX 
program and the best way to 
ensure a successful program. 
Having a team solely dedicat-
ed to CX removes any conflict 
of interest that would exist if 
they were working for a spe-
cific business function. This 
team will give an unbiased and 
comprehensive view of the 
customer’s experience across 
all interaction types. A CX 
team will also be tasked with 
learning as much as possible 
about all the business func-
tions that impact CX. From a 
business perspective, this ap-
proach may be the most ex-
pensive, but it will guarantee 
that quicker, more accurate 
insights are delivered to the 
business. Ultimately, this will 
enhance the customer experi-
ence faster, resulting in a larg-
er ROI.

A collection of personnel from 
various teams that meet regular-
ly and set priorities on a regular 
cadence. Although this setup 
brings multiple teams together 
and partially breaks down silos, 
it’s time-consuming and not ef-
ficient. Larger customer experi-
ence improvements can easily be 
identified with this structure, but 
a lot of medium and small busi-
ness opportunities will constantly 
be missed. There is also the issue 
of teams prioritizing items within 
their function rather than what 
the customer actually wants.

GOOD BETTER BEST

Each team owns their
own function

Collection of Teams • One person or a team
• Holistic view
• No conflict of interest
• Requires knowledge share
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CHAPTER 2 | PROGRAM BEGINNINGS AND STRUCTURE

CustomerThink put out a statistic last year that

“93% of customer experience initiatives are failing.”*
 
This negative press can largely be attributed to the fact that 
CX programs are still so new, guides that detail the correct 
way to create and scale a CX program from the ground up 
really don’t exist. But that doesn’t make a CX program any 
less important. We are in a relationship economy, where 
customers purchase “experiences” more so than products. 

If you don’t create a CX program, you will start losing cus-
tomers to a competitor that has… if you’re not already.

Considering the critical role of CX, it’s imperative for every 
function to understand the customer experience to perform 
their job better, making the CX team a highly coveted group.
Are you ready to take the leap and become a CX Rockstar?

According to Forrester, 
only 14% of CX profes-
sionals say the benefit 
of investing in CX is well 
established in their firm, 
mostly due to lack of re-
sults and the inability to 
gain support.

*http://customerthink.com/an-inconvenient-truth-93-of-customer-experience-initiatives-are-failing/
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CHAPTER 3
Executive Ownership

When creating a disruptive program like 
CX, an executive owner is needed to over-
come business hurdles along the way
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CHAPTER 3 | EXECUTIVE OWNERSHIP

CX programs are disruptive. A successful CX program will uncover 
insights that align with current business objectives and some in-
sights that don’t at all.

So, what do you do when you run into that 
stone wall? How do you move forward when 
a business function refuses to adopt the voice 
of the customer? Call in back-up from an exec-
utive who understands the value of the voice 
of the customer and why it needs to be top-of-
mind for every function.

When creating a disruptive program like CX, an 
executive owner is needed to overcome busi-
ness hurdles along the way. Ideally, this exec-
utive owner will support the program and pro-
mote it to the broader business functions. In 
order to scale and become more widely adopt-
ed, it is also helpful to have executive support 
when the program begins.

The best candidates for initial ownership are 
typically marketing, analytics or operations ex-
ecutives. 

Along with understanding the value a CX pro-
gram can offer, they should also understand 
the business’ current data landscape and help 
provide access to these data sets.

Once the CX team has access to all the availa-
ble customer data, it will be able to aggregate 
all necessary interactions.

Executive sponsors will help dramatically in 
regard to CX program adoption and eventual 
scaling. Executive sponsors can provide the 
funding to secure the initial success, promote 
the program to ensure other business func-
tions work closer to the program, and remove 
roadblocks that may otherwise take weeks to 
get over. Although an executive sponsor is not 
necessary, it can make your life exponential-
ly easier while you build, launch, and execute 
your CX program.

Your customers don’t always tell you what you want to hear, and that can be difficult for some 
business functions to handle. When this is the case, some business functions will try to discredit 
insights altogether if they don’t align with their goals.

Executive Ownership
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CHAPTER 4
CX Data

A company should not be allocating re-
sources to collecting more data... instead, 
they should be focused on doing a better 
job of listening and reacting to what cus-
tomers are already saying.



14HOW TO BUILD A CX PROGRAM AND TRANSFORM YOUR BUSINESS

CHAPTER 4 | CX DATA

Data grows exponentially every year, faster than any company can 
manage. In 2016, 90% of the world’s data had been created in the
previous two years.* 80% of that data was unstructured language.**

The hype of “Big Data” has passed and the focus is now on “Big Insights” - how to manage all the 
data and make it useful. A company should not be allocating resources to collecting more data 
through expensive surveys or market research - instead, they should be focused on doing a better 
job of listening and reacting to what customers are already saying, by unifying the voice of the cus-
tomer with data that is already readily available.

It’s critical to identify all the available customer interactions and determine value and richness. Be 
sure to think about all forms of direct and indirect interactions customers have. This includes:

CX Data

Direct Indirect

Calls Social

SMS

Reviews
(on-site)

Chats

Reviews
(third party)

Surveys Employee 
Feedback

BlogsEmails Comment
Boards

Web Forms

*https://www.forbes.com/sites/bernardmarr/2018/05/21/how-much-data-do-we-create-every-day-the-mind-blowing-stats-everyone- 
should-read/#128b760760ba

*http://breakthroughanalysis.com/2008/08/01/unstructured-data-and-the-80-percent-rule/
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CHAPTER 4 | CX DATA

These channels are just a handful of the most popular avenues customers use to engage with 
brands. Your company may have more, less, or none of these. Regardless, the focus should be on 
aggregating as many as possible to create a holistic view of the customer.

This does not mean only aggregating your phone calls and chats; this includes every channel where 
your customers talk with, at, or about your company. You can’t be selective when it comes to ana-
lyzing your customers by channel. All customers are important, and they may have different ways 
of communicating with you.

Imagine if someone only listened to their significant other in the two rooms where they spend the 
most time, say the family room and kitchen.

They would probably have a good understanding of the overall conversations (similar to a company 
only reviewing calls, chats, and social). However, ignoring them in the dining room, bedroom, kids’ 
rooms, and backyard, would inevitably lead to serious communication problems.

It’s true that phone, chat, and social data is extremely rich, accessible, and popular, but that doesn’t 
mean you should ignore other customers. Every channel is important. Each is used by a different 
customer, in a different manner, and serves a different purpose, some providing more context than 
others. 

You may find your most important customers aren’t always the loudest and 
may be interacting with you through an obscure channel you never thought 
about.

You need every customer channel to fully understand
their experience
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CHAPTER 4 | CX DATA

Leveraging Topbox makes it seamless to aggregate customer in-
teraction channels. With this type of technology, there really is no 
excuse to not analyze all customer dialogues at a fully aggregated 
level. 
As customer channels continue to evolve and change, you’ll want a solution that is not committed 
to a single channel, but to your customers and what they have to say.

When looking at qualitative interaction data, it is beneficial to bring in extra metadata in order to 
create robust customer cohorts. Determine if there is other metadata or secondary data that may 
help provide improved insights and enrich the story you are trying to tell. Some examples of supple-
mental data include:

Quantitative data can be extremely valuable when further quantifying the unstructured qualitative 
data. Working with established analytics teams to combine qualitative and quantitative data allows 
you to see the complete customer experience as well as understand a customer’s intentions and 
impressions.

Your company may even have more data that you aren’t aware of... and that’s ok for now. Leverage 
the data that is currently available today, but always be thinking about what to analyze next to stay 
one step ahead of the customer.

• Purchase history and behavior
• Clickstream data – web visits, engagement
• CRM data
• Personas
• Membership data
• Marketing data
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CHAPTER 5
Working with the Business

The CX team should be working with busi-
ness functions to learn their roadmaps, in-
itiatives, terminology, concerns, struggles, 
and expectations.
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CHAPTER 5 | WORKING WITH THE BUSINESS

It’s in the best interest of a company for everyone to know the expe-
riences customers are having. A team cannot be held accountable 
for what it doesn’t know.

The CX team should be working with business functions to learn their roadmaps, initiatives, ter-
minology, concerns, struggles, and expectations as they relate to the customer experience. This 
will allow them to identify ways to improve the customer experience, specifically within those 
functions.

Launching a new membership program? Releasing new products or UX? Offering free shipping? 
Ensure the CX team is aware of these programs so they are able to listen and provide meaningful 
insights on the day of launch.

Learn the language and nomenclature your company uses and analyze it to see how it aligns with 
your customers. Often times you will find the language a company uses is not the language custom-
ers use, leading to confusion. Try to understand the terms and phrases customers use to describe 
your products, services, and experiences.

For example, Nike releases a black and white pair of Jordan 11 sneakers, but rather than calling them 
Jordan 11’s or AJ 11’s, customers call them “Oreos”. Understanding the customer’s language empow-
ers teams to better speak to the customer and improve their experience.

Working with the Business
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CHAPTER 5 | WORKING WITH THE BUSINESS

It’s in the best interest of a company for everyone to know the experiences customers are having. A 
team cannot be held accountable for what it doesn’t know. Start with the teams that directly affect 
the customer experience in order to have the greatest impact. Those teams include:

The teams listed above are the teams the CX team should be focused on working with initially. While 
working with those teams some questions they should be asking:

• Digital
• Marketing
• Landing Page
• Search
• PDP
• Content
• Checkout
• App
• Marketing
• Pricing
• UX/UI

• Product
• Service
• Sales
• Operations
• Logistics
• Brand
• Strategy
• Events
• Public Relations
• Contact Center
• HR

• What part of the customer experience are these teams impacting?

• What data do those teams use today to make decisions?

• How will Customer Experience insights align with their current work?

• What are customers currently saying about the experience these
   teams own?

• What are customers not mentioning?

• Is more information needed?
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CHAPTER 5 | WORKING WITH THE BUSINESS

Be sure to reassure the business functions that the CX team is there to help make their jobs easier 
by empowering them with the voice of the customer. How stakeholders receive CX insights is cru-
cial - some stakeholders take offense to the idea that they don’t know their customers, while others 
embrace new insight. The key is confirming what they already know, while enlightening them on 
what they don’t. The diagram below breaks down how a CX closed loop would work.

Building a CX program is about finding those who want to learn how customers truly feel, with the 
intention of improving their experience. A company without a CX program is forfeiting a premium 
customer experience and significant revenue.

Customers are always voicing their opinions and issues, the question is not only 
are you listening, but what actions are you taking?

Understand Analyze Curate

PRODUCT / SERVICE LAUNCH

Dates
Features
Versions
Campaigns

Recommendations
Segmentation

Enjoy

Report
Suggest
Follow-up

RECEPTION DELIVER
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CHAPTER 1 | ANALYZING THE DATA

CHAPTER 6
Analyzing the Data

Analyzing your customer interactions begins 
with a set of hypotheses and a high-level view 
of your customer experience.
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CHAPTER 6 | ANALYZING THE DATA

Once you have established the personnel, support, organization, 
and goals of your CX program, the next step is execution. 

Analyzing the Data

The first thing you’ll want to do as a CX team is to start delivering insights. With all the data gath-
ered, this step is meant to be fun and enlightening. All the hypotheses you and other teams have 
can now be put to the test and explored in detail.

When reviewing the data, focus on two major elements: what your customers are saying, and what 
your business is currently focused on. The key is to find a happy medium between the two, without 
being too specific. Focus on experiences at a high level and slowly drill down to more specifics.

Analyzing customer interactions is about finding anomalies that help you understand how your cus-
tomers feel, why they feel that way, who feels that way, and what the impact is. The best way to 
answer these questions is to do the following:

1. Start analyzing data by whichever part of the customer experience is driving the most 
interactions. Identify at a high-level which part of the customer experience is causing the 
most frustration. In some cases, you may begin this process with a specific business func-
tion already in mind.

2. Begin prioritizing these experiences based on the friction of your customers’ experience. 
Aim to tackle the lowest hanging fruit.

3. Once you have prioritized the friction points, start analyzing the data by more granular 
cohorts of customers. For example channel, demographics, frequency, date/trends, survey 
and review scores. The objective here is to identify who is having the most difficult time 
with the broken customer experience.

4. After identifying the cohorts of customers who are struggling with your customer ex-
perience, drill down deeper into the conversations they have had with your company and 
uncover the root cause of the friction. Gather context and specifics, as they may come in 
handy when reporting the issue. Leave no stone unturned.

5. Lastly, quantify or monetize the issue to help your team and other business functions 
understand the scale of the issue.
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CHAPTER 6 | ANALYZING THE DATA

It is also worth noting that some customer experience issues 
may permeate multiple business functions. It’s important 
to note these, as experiences that are impacted by numer-
ous business functions tend to have additional issues and 
gaps. This is often due to business functions working in si-
los, something a CX program should focus on exposing and 
eliminating.

When looking through the data, it may not always be is-
sues you identify but opportunities as well. While analyzing 
customer frustrations, you may come across opportunities 
where the customer voices their wishes and aspirations. 
These insights are just as valuable as insights that expose 
friction points. Identifying what customers want and acting 
on their desires will help your company stay one step ahead 
of the competition.

In summary, analyzing your customer interactions begins 
with a set of hypotheses and a high-level view of your cus-
tomer experience. From there, the focus should be to detect 
anomalies across the customer journey and gather context.

If you need help with your data analysis, Topbox is a robust 
solution that leverages AI and machine learning to automat-
ically analyze all customer interactions and expose the fric-
tion points your customers are experiencing. Using a solution 
like Topbox will allow you to learn more about the customer 
experience with speed and precision.

Once you have prioritized 
the friction points, start 
analyzing the data by 
more granular cohorts of 
customers. The objective 
here is to identify who is 
having the most difficult 
time with the broken cus-
tomer experience.
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CHAPTER 7 | REPORTING

CHAPTER 7
Reporting

Organizing your work and telling a cohesive 
story is crucial when delivering insights.
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CHAPTER 7 | REPORTING

Every company has a different preference on how to deliv-
er data and insights. Some companies require high-quality 
agency work, while others only need excel spreadsheets. 
Regardless of the format, organizing your work and telling a 
cohesive story is crucial when delivering insights.

Your customers go through a multitude of experiences, and 
they have talked about every single one of them. This means 
you probably have insights into every single experience. 
In order to ensure company-wide adoption of the program 
and the insights it generates, it is best to group the insights 
by a subject or theme. These groupings can be based on 
a business function, experience, product, service, season, 
membership, or any customer demographic. The goal is to 
make the report concise and easy to understand. Executives 
are more likely to read your reports if they can be digested 
quickly.

When building the CX reports, try to limit the number of in-
sights to 6-8. When too many insights are included in a single 
report, employees tend to get insight fatigue. Focus on the 
most impactful insights that will garner the most attention.

When reporting insights, you may run into a team that is re-
luctant to accept your findings. In these cases, it is best to 
provide these teams with insights you know they are already 
familiar with - even going so far as to give them insights they 
already know. This will get them to buy-in on what you are 
uncovering. Once you have established a rapport, you can 
slowly start providing them with insights that may not align 
with their business plan.

Along with the insights, 
CX reports will need to 
have action items and 
KPI’s on how the insights 
should be measured. Most 
analytics functions are 
only responsible for gath-
ering insights. But with a 
CX program, it’s critical 
to provide insights AND 
identify who can take ac-
tion on those insights in 
order to improve the cus-
tomer experience. A CX 
program should not only 
be insights-driven but re-
sults-driven as well.

Delivering CX insights is a critical step of a CX program. For most 
programs, this will be the first time the broader company gets a 
chance to see all the amazing work you have accomplished.

Reporting
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CHAPTER 7 | REPORTING

The CX reports should include the following:
1. Title – What is the focus of this report? Provide a high-level theme or subject.

2. List – List the insights, current status, teams impacted, KPI measurement, and priority level.

3. Customer Verbatims – Give 6-8 customer verbatims with each insight. Remember, less is more 
when it comes to impactful insights!

4. Details – Go into the detail of each insight, showing more customer verbatims, the insight(s) 
identified, and the actions that will be taken. This is a good place to display any graphs or charts.

5. Wins – If there are any customer experience improvements that have been executed from pre-
vious reports, celebrate them! This is where you give the proper business functions credit for their 
work.
 
Below is an example of what a report might look like:
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CHAPTER 7 | REPORTING

The last objective for your CX Program reporting is to distribute the report to as 
many people as possible. It’s in the best interest of every employee to know what 
the voice of the customer is. You never know who is going to read the report and 
find the insights meaningful!
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CHAPTER 7 | REPORTING

CHAPTER 8
Action and Tracking

By creating a culture of accountability and 
awareness, you can ensure that action is 
taken on all the insights you discover.
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CHAPTER 8 | ACTION AND TRACKING

Far too often, analytics and data functions find amazing 
insights and throw them over the fence to their respective 
business function only to see little to no change. In fact, 
sometimes these groups don’t even know where to take 
their insights. This is where a CX program differs. Not only 
does the program team uncover and disseminate insights 
throughout the company, but they ensure action is taken on 
those insights. This is why it is crucial that CX teams under-
stand the business functions that are best suited to act on 
the insights they uncover. Knowing who can act on an insight 
will greatly increase the speed at which insights are used to 
improve the customer experience.

When building a CX program, this step can prove to be the 
most difficult. The CX team is highly dependent on other 
teams to take action, sometimes actions that are outside 
their current scope of work. Depending on how your CX pro-
gram is set up within the organization, you may not always 
have the attention of every business function. This is where 
the quantification that was done during analysis can greatly 
benefit. If a business function is reluctant to act on the in-
sights provided, take a look at their roadmap and quantify 
your insights in terms of how many customers are affected. 
If more customers are frustrated by issues already on that 
function’s roadmap, your insight goes to the bottom of the 
list. However, if an issue you discovered is a trending topic, 
that information may cause the business function to go to 
their leadership and re-prioritize their work.

If that still doesn’t get the business function to prioritize your 
insight there may be a bigger problem at your company: 
the customer is not being put first. If you have an executive 
sponsor, this would be a good opportunity for them to get 
involved.

Depending on how your 
CX program is set up, you 
may not always have the 
attention of every busi-
ness function. 

The most important part of any CX program are the outcomes. A 
results-driven CX program is guaranteed to improve the entire cus-
tomer experience while increasing the company’s bottom line. 

Action and Tracking
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CHAPTER 8 | ACTION AND TRACKING

Initially, getting different business functions to buy into your 
CX program will be challenging. Start with the insights that 
require minor customer experience changes but can provide 
big results. This is a sure-fire way to gain trust for your new 
business program. Additionally, after every successful cus-
tomer experience improvement, praise the business function 
that executed the improvement. Giving a team credit when 
the eyes of the company are on them, will help your CX team 
earn respect.

It’s important to understand that the CX team won’t be able 
to get results from every insight right away, and that’s okay. 
Creating a running list of insights that are broken out by cus-
tomer touchpoints or business function, and their value to 
the company, can be helpful. Keeping a record will help the 
entire company keep tabs on the ever-evolving customer 
experience your company is building.

A well-executed CX pro-
gram focuses on collabo-
ration and activating solu-
tions with clear owners. In 
order to be successful, it 
must get the involvement 
of multiple business func-
tions throughout a com-
pany. As you continually 
work with multiple teams, 
never lose sight of what 
the goal is: the customer.
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CHAPTER 9
Culturalization

The culturalization of a CX program will 
make all the work you do that much more 
impactful and enjoyable.
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At the start of the program, going team-to-team will like-
ly be the only way to develop initial adoption; however, as 
time goes on (especially with larger companies), you’ll want 
to scale the program so everyone in the company eventually 
takes interest in CX.

There are three phases to impacting a company’s culture 
with CX.

Phase 1:
The business functions you work with believe in the data 
you are providing.  Sounds simple, but not every function 
will adopt what the customer is saying. Sometimes the truth 
hurts, and ignorance is bliss. You may even find business 
functions telling you they already have all the data and in-
formation they need. Check out the “Working with the Busi-
ness” chapter for how to overcome this issue.

Phase 2:
Insights become action. Once the teams believe in the data, 
then you can get them to prioritize the CX insights with ac-
tion. When teams start using your CX data to impact the cus-
tomer experience, you know you have adoption. Remember, 
adoption is not culturalization.

Phase 3:
All business functions related to CX are managing their work 
with the customer at the center. This means that all current 
and future work is developed, prioritized, and analyzed in 
conjunction with CX to ensure any changes to the customer 
experience is impactful and beneficial. Once this occurs, you 
know you have reached culturalization.

Changing a company’s 
culture takes time, and 
time is not always avail-
able in a fast-paced work 
environment.

Depending on the size of your company, gaining support for your CX 
program initiatives can be overwhelming. To ensure your CX pro-
gram is impactful, you need to focus on building a culture that puts 
the customer first.

Culturalization
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Changing a company’s culture takes time, and time is not 
always available in a fast-paced work environment.  The cul-
turalization of CX should be looked at as a byproduct of all 
the hard work and improvements your CX team will make. 
Think of it like the famous field of dreams quote, “if you build 
it, they will come.”

Build the program with the goal of improving the customer 
experience and making the lives of others in the company 
easier. Everyone is on the lookout for a golden insight that 
will empower their team and impress executives. The CX 
team can be the ones providing that, without asking any-
thing in return.

A CX program should be 
selfless, but filled with 
dedication and passion. 
The more you do this work 
for the right reason - ded-
ication to the customer - 
the more you will enjoy it.
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CHAPTER 10
Enjoying the Ride

Embrace the unknown and enjoy the fact 
that you are in an uncharted field that re-
quires you to blaze your own trail.
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CX is challenging - it’s new and there is little guidance on 
how to do it correctly. Don’t believe everything you read, 
every business is unique with unique customers. You may 
even disagree with this guide, and that is okay! Trust your 
expertise on your business and your customers, but always 
be open to learning more. The worst thing you can do in a 
new field is to be closed minded.

You will be driving great changes to the customer experi-
ence, and in turn, the company you work for. The accolades 
will come, but if you are working on CX solely for the recog-
nition you won’t find much fulfillment in the work. Focus on 
your customers and how you are making their experiences 
more enjoyable and effortless. Remember, this work is for 
the benefit of your customers, not yourself!

As you make progress with your program, be sure to share 
your findings and strategies with other like-minded CX ex-
perts. There are many other CX pundits who are also navi-
gating these new, complex waters and finding success - it’s 
important to discuss how their programs operate today and 
their plans for the future. You may gain some insight that’s 
applicable to your specific business and CX program! 

Good luck!

The accolades will come, 
but if you are working on 
CX solely for the recogni-
tion you won’t find much 
fulfillment in the work.

The last step in building a CX program isn’t mandatory, but it makes 
the work that much more enjoyable. CX is a new focus for most com-
panies which means you may encounter a lot of unknowns.

Enjoying the Ride




