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RETAIN CUSTOMERS: STAYING CONNECTD IN A REMOTE WORLD

Over the last few years, digitally led customer experience (CX) transformations have been on the rise.  

A recent study by AgilOne shows that over 70% of customers expect personalized experiences.1 

Several companies have adapted to meet customer demand for the increasingly popular experience 

economy, and consequently excel at providing personalized, unique experiences across all possible 

channels. The critical first step to effectively personalizing at scale, however, is having a complete, 

unified view of customers.

Scarce in-store or in-person customer interaction in today’s environment poses a unique challenge 

to collect customer feedback. As COVID-19 forces us into a primarily digital world, it is critical that 

companies continue to stay connected with their customers – both to track relationship health, as well 

as to respond and adapt to new needs and pain points.

VOICE OF CUSTOMER PROGRAM: THE NEW NORMAL BUT STILL EVOLVING

To stay competitive, companies should continue to build personal and meaningful relationships 

with their customers. Organizations require the correct set of tools to capture, analyze, and act on 

feedback to improve long-term engagement. Voice of Customer (VoC) programs have emerged as 

ways for organizations to gain contextual insights by continuously connecting the feedback with their 

customer information. With a VoC program, companies can more easily engage their customers at the 

right time and close the feedback loop with follow-up actions.

However, VoC programs continue to experience struggles. Firms often approach customer experience 

in disjointed silos, with disparate systems and unnecessary complexity, leading to extra costs. 

According to the recent study, 46% of marketers said they have no integrated customer view.2 There 

are a number of VoC programs and survey applications in the market, that can create and distribute 

surveys at scale. But in most cases for enterprise survey functionality, additional consultants or service 

professionals must be brought in to analyze survey results and generate actionable insights due to the 

lack of integration into existing data systems. Businesses looking to find a new customer feedback 

solution or switch to a new vendor should model their options to ensure that they do not incur 

unnecessary costs or inefficiencies.

1 https://www.linkdex.com/en-us/inked/70-of-consumers-want-more-personalized-shopping-
experiences/?doing_wp_cron=1588972701.5993590354919433593750

2 https://www.marketingweek.com/cheetah-digital-pain-points-data

https://www.linkdex.com/en-us/inked/70-of-consumers-want-more-personalized-shopping-experiences/?doing_wp_cron=1588972701.5993590354919433593750
https://www.linkdex.com/en-us/inked/70-of-consumers-want-more-personalized-shopping-experiences/?doing_wp_cron=1588972701.5993590354919433593750
https://www.marketingweek.com/cheetah-digital-pain-points-data
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DYNAMIC 365 CUSTOMER VOICE: THE WAY FORWARD

Dynamic 365 Customer Voice is a new enterprise grade feedback management solution. Customer Voice is here 

to help you immediately engage with your customers with ready-to-use survey templates, continuously track 

customer sentiment, and visualize insights based on real-time feedback. Its built-in integration capabilities enable 

survey results to connect into workflows, insights dashboards, and Microsoft best in class AI analytics tools to 

build a unified view of your customers. 

Customer Voice empowers organizations to always stay connected with their customers and uncover what truly 

drives customer satisfaction without the unnecessary costs or complexity. 

Click here to learn more about Dynamics 365 Customer Voice and see how it can enhance your survey authoring 

capabilities, incorporate customer feedback into unified view and improve your customer experience.

https://formspro.microsoft.com/en-us/
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Key Takeaways
Most VoC Programs Are Not Evolving
VoC programs are still too focused on surveys, 
squander unstructured and unsolicited 
feedback, lack full data integration, and struggle 
to prove business value. All of these factors 
hinder VoC success.

VoC Leaders Overcome Obstacles And Prove 
The Value Of CX
Because VoC leaders have executive buy-
in and support, they make the most of their 
customer feedback efforts, close the loop, drive 
collaboration, prioritize effectively, and prove the 
value of CX.

Why Read This Report
Forrester interviewed customer experience (CX) 
professionals, customer feedback management 
vendors, and CX consultancies to find out what’s 
enabling voice-of-the-customer (VoC) leaders to 
be successful. We found 10 trending practices 
that help lead to best-in-class VoC programs. 
Before CX pros adopt these practices, they must 
first consider how each action will work within the 
constraints of their organization.

This PDF is only licensed for individual use when downloaded from forrester.com or reprints.forrester.com. All other distribution prohibited.
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CX Pros Strive To Achieve Best-In-Class VoC Programs

Customer experience quality has languished over the past few years, and even brands known for 
great CX have stagnated.1 As a result, more firms are putting pressure on CX teams to drive action 
through VoC programs. To better understand current trends in VoC best practices, Forrester analyzed 
interviews from CX pros and consultancies. Our analysis reveals developments that are enabling VoC 
leaders to drive action with their VoC program and prove that investing in CX is well worth it. We found:

1. More buy-in and active support from executives. Successful VoC programs get ongoing support 
from the top of the organization. This commitment by leadership helps drive positive change by 
demonstrating that the VoC program is not a lip-service effort and that CX is truly a top priority. 
Actively involved executives help set the tone for the program, make decisions, and constantly 
champion the customer. For example, CEO Satya Nadella not only made “customer obsession” a 
focal point for Microsoft; he stayed connected to the CX improvement efforts by supporting and 
enabling Microsoft’s customer and partner experience team.2

2. Cross-functional collaboration that breaks down silos. Even though CX teams take the lead 
in VoC programs, in successful organizations other roles engage with the VoC to help firms 
effectively act on insights. CX leaders increasingly embrace these stakeholders as all parties align 
behind the VoC for the sake of the customer and the business. The Sam’s Club CX team engaged 
stakeholders around drivers of CX. In addition to providing a monthly “state of the member” report, 
it regularly shares actionable information with store management. For example, for assistant store 
managers in produce, the team highlights meaningful insights about the importance of topics like 
product freshness. This helps managers establish goals that align with these insights.3

3. Better enablement and empowerment of frontline employees. Successful VoC programs 
depend on happy, engaged, and inspired employees taking action. Increasingly, VoC leaders have 
established a regular cadence to their employee interactions, as well as standardized ways to 
share feedback and training on how to coach effectively. Comcast empowered its people to drive 
outcomes by leveraging monthly pulse surveys, team huddles, and what it called “elevations.”4 The 
investment it has made in its people — specifically those at the front lines — has paid off. It was 
evidenced by an average employee Net Promoter Score (eNPS) increase of 20 points across its call 
centers — and a 14-point jump in Net Promoter Score (NPS).5

http://www.forrester.com/go?objectid=BIO11964
http://www.forrester.com/go?objectid=BIO178
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4. A focus on unsolicited and unstructured data. VoC leaders are supplementing or even replacing 
surveys with unstructured data that they collect and interpret. By focusing programs on analyzing 
customer service calls, call center agent notes, social media posts, and secure email messages 
to and from customers, VoC leaders can identify not only when and with what customers have 
struggled but also why. Although the team at one health insurer started with an initial focus on 
surveys to establish baseline benchmarks, its road map quickly expanded to more voluminous 
and actionable sources. It decided to create a more holistic view of the customer experience by 
leveraging its partnership with Clarabridge to analyze social media, agent notes, and speech, in 
addition to surveys. Taking this approach and focusing on leading indicators, it was able to drive 
change, which quickly resulted in a double-digit improvement in its NPS score as well as agent 
customer satisfaction (CSAT) metrics.6

5. Integration linking VoC data and operational data. VoC programs reach new levels of insight by 
combining VoC data with that of other systems, like CRM or POS. By appending key data sets to 
customer feedback, CX pros don’t ask questions that they already have answers to. For example, 
integrations enable most retailers to append information such as store number, visit date, time of 
transaction, transaction number, and cashier to each customer’s post-visit feedback. That allows 
VoC teams to more effectively assess the root causes of dissatisfaction and make operational 
improvements, like retraining or coaching staff on problematic experiences.

6. A willingness to accept what the data reveals. VoC leaders not only have data; they trust it — 
and use it to make decisions. Instead of having debates about metrics or making excuses for low 
scores, the most successful VoC programs are well-aligned and always aware of where they stand 
competitively. Even when scores are improving, these firms still aim to continuously improve. 
During interviews, Bain & Company asserted that the most successful firms not only have clarity 
about where they stand; they have it from the highest levels all the way down to the lowest levels 
within the organization.

7. Better execution of closing the loop. VoC leaders not only have a formal process for closing the 
loop; many have gone far beyond just reacting to negative feedback. Andrew Reise works with 
its clients to formalize a process. Step 1 is to define the process by identifying the service-level 
agreements (SLAs), escalations, and decisions to be made — like whether to respond if a client 
provides negative feedback. The second step is either making the problem right for the customer 
or identifying it as a systemic issue that needs more analysis to identify the root cause.7

8. Embedded prioritization frameworks. VoC leaders use frameworks that model the impact of 
potential CX improvement projects on the customer and the business. As Rik Reppe, advisory 
partner at PwC, says, “[As a CX pro] you may have 1,000 projects you could do, 100 projects you 
should do, and 10 projects you can do.” The level of additional resources a project demands is 
a major limiting factor that determines what CX initiatives you can do. Therefore, it’s important to 
evaluate potential projects by considering requirements for funding, time, and employee or outside 
resources. When Andrew Reise works with its clients on a prioritization effort, part of its evaluation 
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for feasibility of implementation includes using a 1-to-5 scale: 1 being a project that requires the 
highest amount of additional funding or manpower and 5 being the lowest. Projects deemed to be 
a 5 can essentially be run without any additional resources.8

9. Democratized data. Because every employee plays a role in the experience a company delivers, 
VoC leaders make CX everyone’s job by putting actionable insights and data into the hands of 
employees. For example, one financial services firm made it its mission to make the insights and 
data important to everyone — from the top down to the bottom of the organization. It stated that by 
making this data available to everyone — and giving them the insights needed to change — it saw 
employees become more empowered to act.

10. Demonstrated ROI of CX. VoC leaders focus on proving value. Because CX improvements can 
come from — and affect — many different parts of the business, today’s leading VoC programs 
keep a pulse on the results that they drive. Socializing these outcomes helps VoC programs get 
the recognition they deserve — while also helping to maintain momentum. One financial services 
firm had three key areas of focus, one of which was compliance. Through its VoC program, the 
firm was able to identify thousands of customer calls that were out of compliance. Given that each 
of these instances was worth between $1,000 and $2,500, the firm was able to quantify the value 
of listening to the voice of the customer, while also remedying the situation to avoid exposure to 
additional risk.

Recommendations

Identify Gaps And Fill The Voids In Your VoC

These VoC trends offer a variety of approaches for CX pros to consider and possibly try. CX pros must 
evaluate each one based on the dynamics of their own organization. To do this:

 › Determine the maturity level of your VoC program. To identify the current gaps in your program, 
start by looking at the key elements of each level of a VoC program: foundational, advanced, and 
state of the art (see Figure 1). Determine which activities are — and are not — being completed 
and to what extent. For example, since unengaged employees don’t often yield happy customers, 
CX pros may be looking to move from a foundational to an advanced program by implementing a 
voice-of-the-employee (VoE) program.

 › Envision your ideal future state. Although most VoC programs start with customer surveys, CX 
pros should always consider how they would like their VoC program to evolve — and document 
the vision. For example, over time, programs will add data from other channels like the call center, 
incorporate different types of feedback collection like image or video, bring in additional data 
sources like POS data, or move to a more self-service approach with less hands-on assistance 
from a vendor or partner.
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 › Create engaged stakeholders that can help propel the VoC program forward. In some 
organizations, stakeholders hinder VoC success. Although this may be the result of the 
organizational structure, it can also be caused by a lack of understanding about the definition of 
customer experience, how to determine CX success, or what the voice of the customer means to 
the organization. To engage resistant stakeholders, CX pros must consider the why behind their 
challenges — and aim to address them. For example, CX pros can engage apathetic stakeholders 
by continually providing feedback on how they affect customer experience by tracking CX metrics 
for key decisions.9

FIGURE 1 Characteristics Of The Three Stages Of VoC Program Maturity

Foundational

Advanced

State of the art

• Unsolicited feedback collection

• Analysis of unstructured data

• Tied to other data sources

• Formal processes for taking action

• Executive support

• Role-based reporting

• Data that fuels rewards and recognition

• Centralized VoC team

• Basic business value calculations

• Inclusion of employee feedback

• Feedback from multiple channels (mostly surveys)

• Basic analysis and reporting

• Data that drives fixes to basic system problems

• Focus on service recovery

• Ad hoc additional analysis

• Full integration across all data types

• Incorporation of prioritization frameworks 
for improvement projects

• Sophisticated business value calculations

• Culture that embraces and demands the 
voice of the customer (VoC)

• VoC as part of the design process
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Supplemental Material

COMPANIES INTERVIEWED FOR THIS REPORT

We would like to thank the individuals from the following companies who generously gave their time 
during the research for this report.

Andrew Reise

Bain & Company

Bed Bath & Beyond

Capital One

PayPal

PeopleMetrics

REST

Sam’s Club

VMware

Western Union
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Endnotes
1 “About the same number of brands rose as fell in our rankings, and score gains were about the same size as losses. 

These moves caused the number of good and poor scores to decline, while the number of OK scores increased. Four 
industry averages dipped, and three climbed.

“No brand has risen to the top of our rankings and continued to improve — the mark of a true CX leader. Scores 
among elite brands — the top 5% of brands in the entire Customer Experience Index (CX Index™) — were static 
again this year. Most industry frontrunners were repeats, and all were stagnant. As a result, we see no CX leaders, only 
languishers, lapsers, locksteppers, and laggards.”

For more information, see the Forrester report “The US Customer Experience Index, 2018.”

2 Source: Jeanne Bliss, “Microsoft’s Path to Customer Obsession with Global General Manager of Customer & Partner 
Experience Amanda Sachs,” Customer Bliss, April 24, 2018 (https://www.customerbliss.com/microsoft-path-to-
customer-obsession/).

3 Source: Interview with Ramon Portilla, senior director of member insights, Sam’s Club at Walmart, August 2018.

4 “‘Elevations’ are ideas for action; once submitted, their progress is tracked and communicated back to the teams.” 
Source: “The New Comcast: Empowering Employees to Drive a Customer Experience Revolution,” Medallia (https://
experience.medallia.com/wp-content/uploads/Comcast_CaseStudy_041217.pdf).

5 Source: “The New Comcast: Empowering Employees to Drive a Customer Experience Revolution,” Medallia (https://
experience.medallia.com/wp-content/uploads/Comcast_CaseStudy_041217.pdf).

Net Promoter and NPS are registered service marks, and Net Promoter Score is a service mark, of Bain & Company, 
Inc., Satmetrix Systems, Inc., and Fred Reichheld.

6 Source: Interviews with Clarabridge, Q1 2019.

7 Source: Interview with Andrew Reise, August 20, 2018.

8 See the Forrester report “Prioritize Your CX Efforts By Three Categories.”

9 See the Forrester report “How To Drive Action With Your Voice Of The Customer Program.”

http://www.forrester.com/go?objectid=RES142377
http://www.forrester.com/go?objectid=RES137884
http://www.forrester.com/go?objectid=RES117051
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