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Customer experience (CX) in 2021 is everyone’s job — and sometimes, no 
one’s. Frequently, companies begin to work on CX by creating a small team 
within marketing or customer care departments and give them a broad 
mandate to identify areas of friction, align across departments, and improve 
customer experience. Usually, this involves some small budget, an executive 
sponsor, and a lot of spreadsheets.

23%47%

In a survey conducted by The Petrova Experience:

However, these programs frequently run into issues when starting 
out — most notably a lack of actionable data, an inability to effect 
change, and a failure to report the right metrics. This guide covers 
each of these issues to help brands identify when they occur and 
solve them efficiently. 

Executive summary

of respondents 
had a CX 
leader in their 
organization

had a customer 
experience leader 
that reported 
directly to the CEO

Key takeaway: 

You need a listening program 
across all customer channels that 
leverages actionable insights for 
better results.

https://customerthink.com/2021-customer-experience-trends-and-tactics/
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Everyone is talking about customer experience these days, and for good reason.  
We live in an experience economy, in which every brand competes to provide the best 
customer experience — winner take all. This trend has only accelerated in the past year.

Introduction

Unfortunately for brands, this trend widens the scope of competition. No longer 
do businesses compete against local or industry specific options; now, they’re up 
against the expectations set by the best experiences in the world. People want 
the Amazon shopping experience for every single purchase. They want the Google 
search experience every time they type words into an empty box.

This is why the world’s best brands are creating specific teams dedicated to 
understanding and optimizing customer experience. The goal is for this team to 
become a Center of Excellence — a part of the organization capable of changing 
culture, demonstrating clear value, and achieving customer recognition. Of course, 
that’s easier said than done.

In this ebook, we’re going to highlight some of the most common issues facing the 
hundreds of CX teams that we’ve worked with, and to provide some simple ways 
to overcome them. 

In the wake of COVID-19, 59% of 
consumers report caring more about 
customer experience than they did 
before the pandemic

59%

https://www.forbes.com/sites/dangingiss/2018/08/13/heres-why-your-competition-for-customer-experience-is-amazon-and-everyone-else
https://www.forbes.com/sites/dangingiss/2018/08/13/heres-why-your-competition-for-customer-experience-is-amazon-and-everyone-else
https://customerthink.com/2021-customer-experience-trends-and-tactics/
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Companies are swimming in the data they collect from customers, and 
it’s not slowing down. One of the reasons for this is that every business 
function wants data to answer questions about their specific piece 
of the customer experience — and they aren’t interested in the 
bigger picture if it is outside their functional scope. 

More companies are seeing their business functions operate 
independently in data collection and analysis. Teams often use surveys 
or look at only a subset of data from their own specific software 
tools. This process divides data and doesn’t always give a good 
representation of the full customer experience. 

Disparate data and teams 
create disconnected customer 

experiences.

Now, to be clear, the issue here isn’t a lack of data — quite the 
opposite, in fact. Most brands have collected mountains of 
data, but they’re not entirely sure how to bring it together to 
easily identify opportunities and pain points. In other words, 
they don’t have actionable data.

Why doesn’t your brand know 
what to do with its data?

Issue 1: Lack of actionable data
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No omnichannel focus

A well-designed data program will identify what’s most important to your customers 
by actively listening to all of their feedback — solicited and unsolicited. Solicited data 
comes mainly from customer feedback surveys, typically after a brand interaction. 
Unsolicited feedback is often even more valuable, largely because it’s more honest 
and can represent the whole customer experience, not just the experience of a single 
interaction. This sort of feedback comes from organic conversations happening every 
day, on every channel. CX programs that only listen to one or two channels, or who only 
use solicited feedback, are missing out on half of the conversation or more. 

Consider for example, the conversations between two partners. They take place all over 
the home — in the car, over the phone, via text, and so on. Now imagine that one is 
only able to hear the other when they’re talking in the living room and in the car. That 
partner would be missing out on the vital data from half of the conversations or more!

The same is true with your customers. They’re communicating with you on a variety of 
channels: phone, text, social media, web chat, and more.

The way most organizations communicate with customers creates data silos. Typically, 
a brand will align business functions to specific customer channels. For example, marketing 
oversees the website and social media, while the contact center is in charge of phones and 
chatbots. But this governance structure often causes downstream issues for customer 
experience. Just as one partner misses out on data when they only listen to conversations 
in the living room and the car, teams miss out on data by only listening to certain channels. 
And the problem is even worse here, because teams often fail to communicate their 
channels’ insights with other teams.

of consumers prefer to 
use different channels in 
different situations78%

Issue 1: Lack of actionable data

https://customerthink.com/2021-customer-experience-trends-and-tactics/
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When data is siloed in this way, the insights used to drive decisions will only be 
specific to one type of customer, area of the organization, or portion of the customer 
journey. One of the main reasons for this is that teams typically believe strongly in 
their own data — but that’s mostly because they don’t have access to other data. 
It’s not because they don’t believe other data exists, or they think other teams are 
wrong; they just don’t have the technology to access all the data at once. This leads to 
disparate insights, which cause disjointed solutions, and ultimately a jarring customer 
experience.

Enter omnichannel data. Omnichannel data represents the collective data available 
from all of the channels and platforms that your customers use to interact with 
you. Aggregating data from multiple sources provides a holistic picture of how your 
customers feel about the end-to-end customer experience, as well as any overarching 
concerns they may have. This helps break down the silos by gathering data from 
multiple channels into the same place. By showing multiple teams that you have 
gathered and included everyone’s data (and more), you can gain credibility, get buy-in, 
and give people access to data they otherwise wouldn’t have.

Issue 1: Lack of actionable data
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Not knowing the root cause

Okay, so you’re listening to all the channels and you have a good handle on 
how your customers are feeling. Is your data actionable now?

of CX professionals 
say they lack deep 
insights or the 
ability to explain 
why customers take 
certain actions

of CX leaders 
say that surveys 
provide them with 
granular-enough 
data to address the 
root causes of CX 
performance 

90%

Not quite. While many organizations use NPS or CSAT surveys to inform customer 
experience improvements, the metrics themselves don’t provide insight into why 
customers feel the way that they do. Okay, so your CSAT score went down five points 
across every channel. On its own, this piece of information tells you nothing. If you’re 
only taking CSAT/NPS scores into account when making CX decisions, you can’t 
possibly get to the problem’s root cause. Even if you can guess that maybe the score 
went down because of a membership change, you can’t decipher just from a CSAT 
score which part of the new membership program needs to be fixed. This means your 
data still isn’t actionable. 

. Simply put, you can’t get to the root 
cause of the problem because you don’t 
have a holistic dataset to give you the 
proper context. To continue with our 
example above, perhaps customers 
were calling customer service to 
complain about your new membership 
program because a link was broken. 
Omnichannel data would identify this 
issue and make it available not just to 
your contact center, but also to your 
new membership team. Then they would 
know the “why” behind the problem, 
allowing them to fix it more quickly

16%

Issue 1: Lack of actionable data

https://www-cmswire.simplermedia.com/2020_dcx_survey_report.html
https://www.mckinsey.com/business-functions/marketing-and-sales/our-insights/prediction-the-future-of-cx#
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Foundational to the success of a CX program is cross-functional communication, 
alignment, and action. To become a true center of excellence, a CX team must 
be able to get departments to take action on the meaningful insights they 
uncover. In fact, many CX leaders struggle to effect change, inspire action, and 
demonstrate meaningful results. 

As many as 38% of CX 
practitioners say customer 
feedback insights never reach 
the relevant business units 38%

Issue 2: Inability to effect change across the organization

https://www.cxnetwork.com/cx-experience/reports/customer-experience-2020
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Getting the business to take action

A CX leader’s role involves more than just the customer; it’s also about the business. 
It’s about overcoming internal silos to reach across the organization and effect 
meaningful change.

Here are the four most important steps CX leaders should take to create better 
alignment and incite accountable action within your organization: 

1. Learn, learn, learn

Learn everything you can about how the business interacts with its customers 
— both on the front lines and behind the scenes. Take the time to understand 
different roles and how they interact together. Who does what, what are they 
accountable for, and how can their departmental goals be tied to improvements in 
the customer experience?

Pay close attention to the relationship between your marketing department and 
contact center, as these are two mains points of contact with the customer. In many 
organizations, these departments do not work in lockstep, and that can create a 
fractured customer experience.

 
2. Analyze your existing data

As we discussed earlier, data is your friend. Use a solution that amalgamates data 
from multiple sources to make sure you’re getting actionable insights that can be 
implemented quickly and easily and show an immediate return. Once you’ve made 
some of these more immediate changes, go back to the data to find opportunities 
for longer-term improvements.

Issue 2: Inability to effect change across the organization
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Issue 2: Inability to effect change across the organization

3. Curate your recommendations and keep it simple

Nobody wants to read a super-long report with intricate insights that don’t 
yield obvious results. There’s a time and a place for specificity, but your cross-
functional CX team isn’t necessarily it. Curate the recommendations in your 
reports to highlight financial impact in terms the key stakeholders will connect 
with. Likewise, there’s no need to reinvent the wheel, so keep it short. Three 
to five key insights at a time is plenty to begin. If these don’t create enough 
momentum at first, readjust as needed — but make sure you’re keeping your 
stakeholders’ attention.

In order to get buy-in from key stakeholders responsible for driving your 
CX program forward, make sure to recognize them when they do their jobs 
well. Don’t forget to attribute wins to the team or teams that successfully 
implemented the change. 

4. Get executive buy-in

Most importantly, CX programs need to leverage and properly engage executive 
sponsors within their organization. The role of an executive sponsor is to 
facilitate support for funding, alignment and buy-in with other executives and to 
remove the business obstacles to success. Without that support, it’s going to be 
an uphill battle.

In order to get buy-in, start by quantifying business impact. Getting buy in starts 
with quantifying business impact. Will this save you money? Will it help you make 
more money? How much? How soon? If you can make a good, data-driven guess 
at those questions, generating action on the executive level will be far easier.
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This is a problem you’re probably all too familiar with: demonstrating value to 
leadership. Anybody who’s ever tried to run a CX program, successfully or not, 
knows that when the end of the fiscal year (or quarter, or half) rolls around, they’ll 
be asked to demonstrate why their team is valuable. 

Once again, different CX teams take different approaches here. Most B2C brands 
(56%) lead with user interviews, others with CSAT and NPS, and still others with a 
combination of other metrics like customer attrition, customer loyalty, customer 
effort, and many others. Most use some combination of these metrics.

Unfortunately, many CX teams that take these and similar approaches see their 
presentations fall flat and their budgets cut. According to a 2019 Forrester 
article, “there’s just one metric that matters” — the almighty dollar. What C-suites 
ultimately care about when they invest in a CX initiative is a return on that 
investment. Of course, many CX professionals know this — yet  
only 4% of CX leaders believe their CX measurement system enables them to 
calculate a decision’s return on investment.

Without this financial correlation, leadership teams will be remiss to continue 
investing in customer experience initiatives. So, what should your team do?

of CX leaders 
believe their CX 
measurement 

system enables 
them to calculate a 
decision’s return on 

investment

4%

Issue 3: Not reporting the right metrics

https://usersnap.com/blog/state-of-cx-2020/
https://go.forrester.com/blogs/theres-just-one-cx-metric-that-matters-to-your-c-suite-but-youre-not-reporting-it/
https://go.forrester.com/blogs/theres-just-one-cx-metric-that-matters-to-your-c-suite-but-youre-not-reporting-it/
https://www.mckinsey.com/business-functions/marketing-and-sales/our-insights/prediction-the-future-of-cx#
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Put your money where your mouth is 

To help you and your colleagues think about CX results in terms of dollars 
and cents, consider thinking of your customers as assets. By thinking of your 
customers as an asset, you’re creating an association to dollars and cents. 
Assets have a cost, and a value that fluctuates over time based on a series of 
variables. The same can be said for your customers.

An example will help clarify this process. Consider one global sports retailer 
who sells athletic gear — everything from tennis shoes to kayaks — both online 
and in-store. In an effort to improve reporting on their customer experience, 
they implemented the following formula:

Data Point Assess Insight

Action Anticipated 
Financial 
Impact

Actual 
Financial 
Impact

Issue 3: Not reporting the right metrics

Want a demo?
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Here’s how they put the formula into action.

Data point, assessment, and insight

When reviewing the website conversion rates, one CX analyst working for this sports retailer 
noticed that the conversion rates on a particular pair of athletic shorts was lower than 
average. A root cause analysis of that data point revealed that customers were looking for 
information about pocket size but couldn’t find it, so they weren’t purchasing the item. The 
analysis produced an actionable insight: customers want to know the details about pockets 
when purchasing running shorts. 

Action and financial impact

So, the product owner took action, updating the website to include pocket size details for all 
similar products. Taking it a step further, the product owner took action to update the photo 
shoot protocol, ensuring there was always a visual of the pockets for the customers.

Prior to acting on the insight, they anticipated their financial impact by comparing the site’s 
average conversion rate to the conversion rate on the shorts page. Following the change, 
they reported on the actual impact by taking actual sales results and reporting on the 
incremental revenue gained, in dollars and cents. When the dust settled, the initiative of 
adding photos of pockets to their ecommerce shorts pages yielded an ROI of $1.3M per year. 
Although it can be difficult to calculate the ROI of a CX program with exact precision, this is 
just one example where a CX program produced an insight that resulted in a clear return.

Issue 3: Not reporting the right metrics
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CX teams have a difficult job, and with the stiff competition out there, it’s not getting any 
easier. But it’s important to start somewhere. Small wins will soon translate into bigger 
successes. Internal champions, especially on the executive level, can boost a program 
to create results that translate into dollars and cents. It is vitally important to develop a 
clear plan of action that includes an owner for each task — and to make sure owners are 
communicating smoothly with one another.

Customers are providing data aplenty — data that’s timely, contextual, honest, and 
often unsolicited. They’re answering questions that CX teams haven’t even thought to 
ask and providing actionable insights with every social media post and customer review. 
The biggest key for CX teams is to develop a robust omnichannel listening program that 
includes a strong approach to identifying and leveraging actionable insights for better 
business results. These types of programs not only generate more value than traditional 
surveys, but the data is more contextual and far richer than a numeric score alone.

Khoros CX Insights unifies data from every customer communication channel, VoC platform, and customer intelligence 
source for analysis as a single data set. The cloud-based solution contextualizes conversations based on your 
organization’s products, processes, and common issues, for deep understanding of the root causes behind customer 
behavior and sentiment. CX Insights turns customer interactions into leading indicators for organizational KPIs, and 
paves the way for improved customer retention, expansion, and acquisition.

Key takeaways

https://khoros.com/platform/care/modern-chat
https://khoros.com/resources/why-cx-programs-struggle

