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EXECUTIVE SUMMARY

This report highlights the advantages of bringing together customer and employee experience, including
technology investments, process ownership and outcomes. Organizations that treat these areas as two

halves of the same whole will reap the benefits.
Executives should read this report to understand the challenges that organizations face if they take a

siloed approach, as well as the benefits of creating a more seamless experience for people both inside

and outside of their organization. We also provide recommendations on how to get started.

Business Themes

O ), Digital Marketing & Next-Generation e} Technology
GEIDIEEALLLS M Sales Effectiveness ‘Q! Customer Experience = Optimization
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SUCCESSFUL ENGAGEMENT UNIFIES CUSTOMER EXPERIENCE
AND EMPLOYEE EXPERIENCE

What do your employees, customers, prospects and partners all have in common? They're all people
who want to have the best possible experience with your brand. Getting those experiences right over

time fosters strong engagement and durable, long-term relationships.

Regardless of the context—as a customer, an employee or other stakeholder—many of the
experiences that define relationships are based on interactions. All of those interactions depend on

some form of communication.

So, why do many companies look at the needs of employees, customers and even partners separately?
Why are the communication tools organizations use for each group evaluated in isolation? How can the
connection between these groups be improved? Questions like these prompted Constellation Research

to study how organizations can improve experiences that affect employee and customer satisfaction.

By understanding both customer and employee needs, companies can use insight-driven experience
design (IXD) to influence customer engagement, employee engagement and other stakeholder
engagement. In this report, we focus on interactions among employees and between employees and

customers, and the communication tools that support them.

To Increase Engagement, Improve Interactions

Successful customer experiences rely on consumers feeling connected to the brands with which they

engage. One thing is for certain: It takes only one bad interaction to spoil a good relationship.

Consensus in the academic literature shows a strong correlation between employee satisfaction and
customer satisfaction.! Anyone who's ever worked in a contact center or called customer service needs
no convincing. An unhappy agent usually leads to an unhappy customer. Happier employees make

happier customers.

Conste“ation‘ ©.2019 Constellation Research, Inc. All rights reserved.

RESEARCH



Improving experiences for both employees and customers requires first understanding their priorities
and anticipating their needs. Customer understanding answers fundamental questions about their
priorities, motivations and expectations. In the context of direct interactions, customers typically

prioritize helpfulness, ease of communication and quick resolution of their questions or issues.

Employees’ needs and priorities are different. Staffers expect to feel trusted to make the right decisions
and confident that their opinions and ideas are being heard. They need tools and processes in place that

facilitate easy and open communication, whether internally or with customers.

For both employees and customers, communication is a consistent thread—and a key driver

of engagement.

We observe three elements or stages of employee and customer relationships (see Figure 1):

« Interaction: This is where direct communication happens. Interactions span the
spectrum of marketing, sales and customer service. Modes include everything from
human-to-human interaction, such as through call centers, forums and social networks,
and human-to-machine interaction, such as chatbots, websites, knowledge bases and

product catalogs.

» Experience: Whether for customers or employees, experience is the sum of interactions
and other aspects of the relationship, such as brand perception and consistency

between brand promise or expectations and actual experiences.

« Engagement: Engagement describes the overall disposition toward the relationship.
Where engagement is strong, there is a willingness to interact and a sense that a

genuine relationship exists and benefits both sides.

All are underpinned by understanding. For both groups, effective understanding identifies key
objectives—say, getting a speedy resolution to a customer problem—and points to the most effective

means of achieving them.
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Figure 1: For Interactions That Create Positive Experiences and Drive Engagement, Start
with Understanding

Employee Understanding

Customer Customer
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Employee Employee
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Interactions

Customer Understanding

Source: Constellation Research

AVOID OVERLOAD BY STREAMLINING INTERACTIONS

Choice is good, overload is not. Customers today expect to interact with businesses through

whatever channel and device they find most convenient at a given moment in time. That spans
everything from social media and in-app messaging to traditional channels such as phone, email, text
and online chat. More importantly, customers also expect consistency in those communications across

channels and interactions.?

Providing customers with the option to communicate with you in whatever way they prefer is definitely
a good thing. At minimum, it makes communication easier. It also demonstrates your commitment to
understanding and supporting their preferences. At its best, omnichannel communication makes your

business so easy to deal with that customers hesitate to go elsewhere.
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Too often, however, the burden of managing all of the choices that make life easy for customers
falls to employees. All those channels make life hard for employees. And that’s just customer-

facing communications.

Internally, employees are overloaded with too much information, coming from too many channels and
too many people. In a typical workday, employees may find themselves using email, chat, file-sharing,
project management, social networking and video-conferencing applications as well as several business
applications such as customer relationship management (CRM), marketing automation and customer
support. Switching back and forth between these applications is complicated and unproductive, and it

often leads to errors.

While technology has increased our ability to reach people, both inside organizations and out, it has
also created new challenges. The problem is getting worse. More tools and communication channels are

always being added, such as voice assistants and augmented or virtual reality.

Limiting the number of choices for customers isn’t an option. Instead, companies must identify ways
of consolidating communication channels for customer-facing employees and streamlining internal

communications for all employees.

This may seem like a tactical approach to a strategic problem. Instead, it’s a practical and pragmatic

answer to an issue that already is spinning out of control.

In our view, consolidating and streamlining the communication interface—the means through which

employees interact with both customers and each other—offers a multitude of benefits.

On a strategic level, this makes it possible to integrate other information sources and capabilities.
Digital assistants and other artificial intelligence (Al) tools can recommend next-best actions, for
example, based on the context of discussions in progress as well as other complementary information
about the customer. This approach can have a dramatic, positive impact on both employee and

customer experience. Streamlining your communication tools improves management and administration
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of these systems as well. A few of the key benefits of an open platform communication approach

(see Figure 2) include:

« User interface: A common user interface reduces costs in training and support, and
simplifies any customization required for branding, such as modifying colors or company
logos, because it needs to be done only one time.

« Administration: Setup, deployment and user/group management for a single
platform eliminates the need for complicated and expensive sign-on and
synchronization solutions.

« Security: Roles and access levels are enforced across a single infrastructure.

« Licensing: A single vendor to deal with and a single licensing renewal schedule.

» Support: One vendor to deal with, no uncertainty regarding whom to connect with

when an integration breaks.

Figure 2: A Single Platform for Employee and Customer Experience

Employees

Open Communications Platform
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Source: Constellation Research
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GENERATE BENEFITS THROUGH A UNIFIED APPROACH

Employees are already navigating a labyrinth of tools and systems. The challenge is particularly
overwhelming for customer-facing employees, where providing a timely response can be critical.
Customer service and contact center employees feel this pain acutely. Customer service agents alone

may use anything from two to 12 apps on a daily basis to do their jobs.?

Open APIs, pre-built integrations, cloud-based services and low-code/no-code interfaces offer
enterprises a wide range of options for streamlining communications. Gone are the days of investing in a
monolithic suite in order to get an integrated set of capabilities. Instead, companies can choose the most
appropriate interface for their organization, integrate other critical applications and data, and build any

additional workflows or integrations required.

This isn't so much a technology platform as a conceptual one. The main interface that makes it easy for
employees to communicate with each other and with customers becomes the central application into

which everything else—data, channel or functionality—should be integrated.

A single interface—in essence, an open platform—can bring together multiple forms of communication
and collaboration, including email, chat, voice, video and task management. It can also integrate with

critical line-of-business applications such as CRM, marketing automation and customer support.
Eliminate the Costs of Switching Tasks (and Tools)

Switching between tasks—and tools—reduces efficiency and increases the potential for errors. A
growing body of psychology research into the impact of multitasking* consistently shows that it takes
more time to complete tasks when switching between them than focusing on one at a time. The time
required increases as the tasks increase in complexity and decrease in familiarity. That can range from a
few seconds up to 40 percent of a person’s productive time, according to David Meyer at the University

of Michigan.’

As we increasingly automate routine customer inquiries, the role of customer service agents is shifting

to solving problems that are more complex and often less well understood. Unless we address.the
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multitude of tools and tasks required to respond effectively to more complex customer queries, we still
won't significantly improve productivity. We certainly won't help service agents feel like they’re doing a
better job.

Additionally, switching between applications negatively affects consistency and accuracy. Each time
you switch between applications, context is lost. This leads to copying and pasting or manual data entry,

which often leads to errors.

Break Down Departmental Silos

It’s all so simple on the org chart. Marketing manages branding, drives awareness and outbound
communications, and initiates relationships with customers. Sales shapes deals and gets customers
to sign on the dotted line. Customer service handles customer issues, problems and queries. If only it

worked so easily in reality.

What happens if a customer tweets a major criticism? Or kudos? Consider what happened when
Southwest Airlines flight 278 skidded off the runway at Hollywood Burbank Airport in bad weather
in early December 2018. One passenger on the plane tweeted about the close call, praising the
pilot. A Twitter follower had seen the incident and similarly tweeted praise. Then came a tweet from
the Southwest handle commenting on the great pilots that ensure customer safety and inviting the
passenger to be welcomed aboard again soon. It was deleted soon thereafter. Considering that

the incident would be investigated by the Federal Aviation Administration, the deletion comes as

no surprise.

While we can debate the merits of the Twitter response from Southwest on the day, the bigger question
is this: Could Southwest have responded more appropriately if the company were better equipped to
manage communications across channels and departmental silos? If the content of the tweet had been
critical, it might have gone to customer service instead of marketing. In all likelihood, the response would
have been different as a result. On a human level, no employee wants to be the one whose tweet draws

scrutiny from the regulator or potential liability.
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The challenge is by no means unique to Southwest. This example just happens to be in the public domain.

(For the record, these authors have well-deserved faith in Southwest pilots, too!) Few companiesin a
similar situation would have had the ability to respond more effectively. As this example illustrates, it’s
a question of having both the policies and the tools to identify the context, consult internally on the

appropriate response—whatever that might be—and execute it quickly.

Unify the Experience Across Business Use Cases

The lines between departments are blurring. Similarly, the lines between internal and external
interactions are also breaking down. It is here at the heart of what employees work on where bringing
together customer experience and employee experience provides the most measurable benefits

(see Figure 3).

Figure 3: A Unified Experience Across Business Use Cases
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Source: Constellation Research
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1. Marketing: As members of the marketing team work together to create messaging, campaigns,
advertisements, promotions and content, it makes sense to have them use the same tools internally as
they do externally. This enables them to easily engage with agencies for creative context creation and

customers for feedback and ideas.

2. Sales: Instead of switching between multiple tools, the use of a single platform when prospecting,
building relationships within accounts, responding to RFPs, signing contracts and the like speeds up
client interactions and reduces errors. Enabling sales and customer service to be part of the same

conversation shortens internal feedback loops and improves customer interactions.

3. Customer support: Your help desk is often the first line of contact with your customers. Using a single
unified set of communications tools enables customer support to easily collaborate with the people
they need to quickly resolve cases. That includes other support specialists as well as product experts,

whether in product marketing or development teams.

FIVE ACTIONS TO MAKE SEAMLESS EXPERIENCES POSSIBLE

Technology has tremendous potential to bridge internal silos, improve the work environment for
customer-facing employees and facilitate customer interactions. Tools that consolidate customer
communication across multiple channels must operate in conjunction with tools that facilitate internal
employee collaboration. For them to be truly effective, however, enterprises must think beyond the tool

set to the people and process considerations that shape their use.

These five actions will improve the work environment for employees and improve customer experience

as aresult:
1. Focus on understanding before engaging.
As we detail in “Customer Understanding: The Key to Insight-Driven Experience Design,”” the most

important first step to shaping experiences, whether for customers or employees, is to understand and

anticipate their needs.
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Start with customers. Harness the many disparate signals and insights from across your organization to
build a common, consistent understanding of customers that helps you to anticipate their needs. This
means understanding the intent of their actions (why they do what they do), not just predicting their
actions. Here Al and machine learning tools offer tremendous potential to mine existing data for context

that might otherwise be missed.

Then take a similar approach to customer-facing employees. What are their priorities, motivations and
obstacles? How are they empowered to make decisions? Do they have the information they need at the

right time to interact effectively with customers? With each other?

With this model in mind, reassess the roles each function or department has with customers. Consider
how they should interrelate and fit together. Focus on the outcomes your customers seek and what
enables your employees to deliver them, not just the easiest way for your organization to operate. If you

do things right from the planning stages, customers—and employees—will reward you with engagement.

2. Design workplaces to span the entire process.

Designing effective customer experiences requires rethinking traditional silos, particularly in marketing,
sales and customer service. Cross-functional, cross-silo workflows demand different ways of working.
This involves closer communication and greater coordination across teams and departments. We

describe this as hyper-collaboration. It is as much a way of working as it is the tools that enable it.

Content and conversations take place together, reducing the challenges that arise when switching

back and forth between multiple applications. Hyper-collaboration enables teams to brainstorm, share
knowledge, work on projects and make decisions faster, more accurately and more consistently. Creating
these digital workplaces facilitates better collaboration among teams and departments, making it easier

for customer-facing employees to do their jobs.

Facilitating employee work is one part of the experience equation. The other is integrating customer
communication channels. By incorporating both traditional and social channels into shared workspaces,

all customer-facing employees can more easily interact and engage with customers, as appropriate. Not
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only can employees collaborate faster and more effectively, they can also determine the best person or

people to interact directly with customers as needed.

3. Put tools and platforms in place that eliminate silos.

Since changing ways of working is such a critical part of creating effective employee and customer
experiences, choosing an appropriate strategy for selecting and implementing the right tools is equally
important. Behaviors may be more important than tools, but the wrong tools can severely hamper the

right behaviors.

The rise of open platforms makes the decision between product suites or a “best-of-breed” approach far
less of an issue. Instead, it’s possible to integrate line of business systems and other functionality into

collaboration interfaces with a wide range of capabilities.

The biggest challenge to overcome is creating too much complexity for employees. To simultaneously
improve employee and customer experiences, the most appropriate platform for the job should
incorporate a range of collaboration tools, unified communications, customer communication channels
and the ability to integrate with other core customer information systems. In addition, look for the ability

to dynamically create and manage workflows through low-code/no-code interfaces.

4. Enable, encourage and reward cross-team collaboration.

Designing customer and employee experiences that improve outcomes on all sides won’t happen
without major change. That change ranges from new priorities for individuals and teams to major
organizational changes and different ways of working. As ever, such change requires the right incentives

to succeed.

Provide the right tools to all customer-facing employees. Hyper-collaboration and customer
responsiveness aren’t limited to certain roles or job titles. Enabling employees to make better decisions

for customers is a key part of increasing satisfaction on both sides.
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While human resources (HR) or human capital management (HCM) apps aren't likely to be directly
integrated into communication platforms in most organizations, there’s still a strong alignment between
the two. HCM applications can help reinforce change management through monitoring employee
perception and offering peer recognition. HR organizations can also identify people who work across

teams and act as catalysts to drive new communication behaviors.

Part of buying in to significant change is getting positive reinforcement. Encourage and recognize where

employees adopt new ways of working. Recognition plays a central role in promoting positive change.

Align incentives to outcomes, at all levels. Whether the target is using tools effectively or adopting new
workflows, employees need a range of nudges and encouragement. Incentive plans and compensation

provide powerful motivators as well.

5. Measure, review and refine.

Aligning customer experience and employee experience is an iterative process. There are huge gains to
be made, but they won't all come in the first pass. Define a set of measures to determine progress toward
your objectives for customer and employee outcomes. These should include operational metrics as well

as employee and customer satisfaction measures. Review and adjust along the way.

EXPERIENCE DRIVES ENGAGEMENT—AND RESULTS

Happy, loyal customers and contented, fulfilled employees have a direct impact on business results.
Integrating employee and customer experiences, streamlining communications and enabling new, more
responsive ways of working significantly achieve both. Technology tools now exist that can facilitate this
change. The right tools, when applied to people-centric objectives, make the human connection that

builds even stronger businesses.
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