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Customer Onboarding
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HELLO
The sale isn’t over once your customers sign the dotted line; the most important part is yet to
come. That they made the purchase means they already like you and see value in your product.
Your task now is to live up to customer expectations and keep them happy, and this is where the
customer onboarding process comes into play.
There are a number of studies that highlight positive correlations between well-executed
customer onboarding and various important metrics like customer activation, retention,
satisfaction, lifetime value, referral rates, etc. It’s clear, then, that the customer onboarding
process is critical to your success as well as that of your customers. The emergence of the
subscription economy has only served to make this even truer than before. Being of such
consequence, we decided that a detailed look into the workings of customer onboarding was
long overdue.
In this edition, we spoke with high-level executives involved in the customer onboarding
processes of leading organizations such as Salesforce and Verint. Their inputs will help you form
a clear picture of the intricacies of customer onboarding, the direction in which it’s headed and
the factors driving it in that direction.
Happy reading!

Nimish Vohra
SVP, Principal Analyst
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Customer
onboarding
is key to
delivering
high-quality
experiences
to customers
Aaron Hudson, Division Vice President, Implementation, ADP, works as a senior management
professional with experience in several highly technical business environments. He has significant
progressive leadership experience in customer-facing, revenue-generating roles as well as internal
information technology support functions. Able to ensure a high level of customer service through a
thorough understanding of new technologies and their impact on service delivery.
Amar Sidhu, Senior Vice President, Service Delivery and Production, ADP, is an ambitious
and bottom-line results-oriented Executive-level leader. He has extensive leadership experience
in Sales, Customer and Employee experience, Contact Centres and Transformational Change. He
confidently balances big-picture strategic thinking with attention to tactical details. Amar possesses
22+ years experience in the financial industry, leading large-scale teams in complex cross-matrix
operations.
Interviewed by Aishani Majumdar
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// What are the technologies/trends
driving customer onboarding today?

business in order to clearly establish and communicate
the benefits of the solution and to encourage adoption.

There are a lot of different trends impacting onboarding
today, but the most prominent across customer profiles
is digitization of the workplace.

// Do you have a standalone customer
onboarding team? If yes, under which
vertical (sales, marketing or customer
success) does it function? If no, is the
onboarding function outsourced?

Previously, organizations would adopt solutions that
could only be accessed by a few individuals in specific
roles, but now, solutions – regardless of primary
function - are being used each day at all levels of the
organization.

ADP Canada has a standalone implementation team that
is responsible for onboarding customers – from small
mom-and-pop shops to large, multinational enterprises.
The team functions as its own vertical, reporting directly
to the executive level of the organization separate from
other lines of business.

For example, in the past a company’s HR and payroll
systems would generally only be used by HR and payroll
teams. But now these solutions have functionality that
makes make them a day-to-day tool for everyone from
the front-line employee to the executive level.

The ADP Canada implementation team is completely
internal, and all functions and aspects of an
implementation are managed and executed by our
team. We do this because of the nature of our offerings.
HR and payroll require a complex and thorough
understanding of things like legislative and compliance
requirements that our customers face.
To best deliver that high-touch, high-quality experience
for each of our customers, we ensure our implementation
team has individuals with extensive and unique skill sets, and
a team for each implementation. Having a team internally,
managing all aspects and functions of the implementation is
the most effective way to try to work towards delivering
a positive client experience 100% of the time.

This ‘consumerization’ of previously backend systems
has resulted in more complex change management
needs. Organizations now need onboarding and
deployment programs for each distinct area of the
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// Do you provide onboarding services
to all your customers or only to select
customers? If the latter, how do you
select these customers?

// What types of content assets does
your organization use for customer
onboarding?
One of the most effective assets we have for
implementation is our Getting Started Guide – a tool
intended to give clients a thorough overview of every
stage of the implementation.

We provide onboarding support to 100% of our clients.
Any organization that works with ADP Canada – from
small shops to large enterprises – receives assistance.
Implementation needs vary greatly based on the size of
an organization, as well as the solutions and technologies
they are adopting. One of the things we hear most
frequently from our clients is their appreciation for
having an implementation associate assigned to them,
regardless of their size.

The guide outlines steps that the organization
should take while the implementation team is being
coordinated, the types of data and documents that
they will need to collect and provide as a part of the
implementation, information on how to enrol and
engage with online training tools, and guidance about
steps that can be taken throughout the process to
ensure a smooth and effective implementation.

// What are the channels of
communication you use for onboarding
customers (video call, phone call, email,
chat or on-premise)?

// What are the top challenges you face
in onboarding your customers?

We use a wide array of communications channels to
support all aspects of implementation, and typically they
are tailored to the products and services being adopted,
as well as the complexity of the implementation itself.

There are really three challenges that are universal
when it comes to onboarding – for both ADP and other
providers.
First, client resource availability - smooth
implementations require focused and dedicated
resources, and in many cases, payroll and HR
practitioners are tasked with taking the lead in addition
to their day-to-day workloads.

For a small business, an implementation can be as
streamlined as a phone call with screen sharing and can
be completed in one to two hours.
For our medium and large-sized clients, where often
the implementation is a little more complex, more
ongoing touchpoints are required. In these cases, we use
everything from video and phone calls, to secure email,
secure file transfer and on-premise meetings.

Second, often we see clients attempting to do too much
all at once – concurrently attempting to update systems
across the business. On paper, the synergistic nature
of attempting to do multiple implementations at once
seems realistic, but the reality is that it can often lead
to projects colliding with one another, and unforeseen
challenges stemming from changing multiple areas of the
infrastructure at once.

Our goal in any implementation is to use the
communication channels that best allow us to maximize
productivity and effectiveness, ensuring security and
privacy in the sharing of all information, and creating a
seamless experience for the customer.

Third – and we see this in all sizes of customers from large
enterprises to small businesses – is an implementation
beginning before buy-in has been secured from all
internal stakeholders that will be impacted. If a new HR
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// Do you customize onboarding
programs for different customers?

or payroll system is going to be implemented it has the
potential to impact the way reports are generated for
finance, change the way that supervisors interact with
their employees on matters like pay stubs and benefits
information and even how employee performance is
managed. Stakeholders across the business need to be
engaged early to ensure a smooth implementation and
easy adoption by all staff – even if IT and HR may be
leading the adoption of the new solution.

Every implementation starts with a standard template –
a proven and repeatable framework that, regardless of
client size or suite of services being adopted, provides a
basic roadmap and plan for the implementation. Based
on years of learning and refinement, we know this
framework leads to success for clients adopting services
from ADP Canada.

// What are the top benefits that you
derive out of your customer onboarding
program (increased CSAT, increased
loyalty, positive publicity, or higher
renewals)?

With that said, we also know that the needs of an
organization vary from one to the next, so we also
customize our approach to meet those needs. While
smaller organizations that are using fewer solutions
typically require less customization, mid-market and
large organization require it more frequently.

All of our internal metrics at ADP Canada point to the
fact that a positive implementation experience for our
clients has an immense impact on client satisfaction
and loyalty. We work hard to put processes in place
that limit potential barriers to implementation, while
making every effort to ensure the experience is smooth,
manageable and results in a positive experience for the
client.

For instance, an organization that has sites across
Canada may look to roll out a new solution in a phasedmarket approach, so we would work closely with them
to customize the onboarding approach to allow for roll
out in one market first, followed by others shortly after.
Training, an area that we provide our clients at no
cost, is another key area where often we tailor our
services to better serve the client – finding the right
mix of on-premise and on-demand training to help their
organization with adoption, as well as customizing the
training approach to best suit the company’s needs.

We measure customer satisfaction across different areas
of the business – everything from how a client interacts
with our account management team to implementation
and ongoing client service after the solution is in place.
At ADP Canada we want our clients to be more than
customers – we want them look to us as a trusted
partner. We continually strive to create a positive
experience across all areas of the business.

Our approach is to begin with a formula and a plan
that we know provides the foundation for a successful
implementation, and then work closely with the client
to adapt that plan to any and all unique needs of the
organization.

// On average, how long does your
company spend on onboarding each
customer?

// How is resource allocation for
onboarding programs done in your
organization? Are there dedicated
account managers for each program?

HR and payroll can be complex and, depending on a
number of factors, such as business size and solution
type, implementation can span anywhere from hours to
weeks – as with any type of implementation across any
business, it is really dependent on the scope of the project.

We have a dedicated and specialized team of resource
managers at ADP Canada that act as a central hub for
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resource identification and allocation for our clients.
These resource managers analyse the scope of the
implementation project and determine the type and
number of resources required, and match to the
implementation staff that are best suited to deliver a
great experience for the client.

the solution being adopted and ask specific questions
of the client while at the same time doing configuration.
This allows us to not only provide back a report of our
understanding of their requirements at the completion
of that call, but to already have their solution set up in a
manner that will allow them to begin using it.

The resource managers work closely with our
implementation team to assemble and assign a project
team that provides any specialized knowledge needed
(such as expertise with complex benefit plans, etc.) and
is physically located as close to the client as possible (for
any on premise supported needed).

// Have you invested in advanced
analytics to track the performance of
your onboarding programs?
Analytics are a core aspect of how we measure the
success of our implementations, with a specific focus on
customer satisfaction.

Once the implementation team has been identified, an
implementation manager is appointed to the client to
ensure that the program is executed successfully.

We base our metrics on the Net Promoter Score
approach, and one of the first touchpoints for our
clients post-implementation is a survey (conducted and
analysed by a third-party resource) to quantify their
experience. Our goal is to always score a nine or tenout-of-ten, and any feedback below that level initiates
a process in which the account manager for the client
makes contact within 24 hours to address any issue,
determine what could be improved and ensure client
satisfaction.

// What are the tools you use for
customer onboarding?
We’re fortunate that at this stage of ADP Canada’s
maturity many of the onboarding tools we use have
been developed as a part of the solutions that are being
adopted themselves, allowing for tight integration and
ease of use and access for our clients.

We also utilize analytics to conduct keyword analysis on
those same customer satisfaction surveys, to allow us
to most effectively determine ongoing trends that could
otherwise be overlooked. By focusing on these underlying
trends that may not be reflected in simple scoring, we
can make more informed decisions faster, allowing us to
provide the best service and deliver the most satisfaction
for our clients.

For example, some of the electronic tools used to collect
data and requirements from customers – such as payroll
files – can be shared with us by the client via a tool
directly connected to ADP Workforce Now®, which is
the solution they are adopting, as opposed to through
another method. This can streamline a significant part
of the onboarding process. We work to expedite the
process via what we call “interviews” – electronic tools
that allow us to document client requirements while
at the same time doing configuration. The shift to the
Cloud means that fewer steps are needed to securely
share information, and processes can be streamlined to
expedite onboarding timelines.

// What are the trends/technologies
that you think will drive customer
onboarding in the future? How should
businesses gear up for this?
One of the biggest implementation challenges that clients
face, particularly when they don’t have a dedicated team
for the implementation, is finding the hours needed to
manage the internal requirements of the project on top

For smaller customers that may not currently need
to adopt a solution as robust as ADP Workforce
Now®, our implementation team will walk through
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of their day-to-day roles.

is growing as well. One of the core areas we’ll be
investing in is growing the size of our team to ensure
we are always able to provide the high-touch and highlevel of expertise and experience our clients deserve
when undertaking an implementation. Along with
adding skilled individuals with experience across the
organization, we’ll also be looking to invest in adding
talent geographically, ensuring those individuals are
located close to where our clients are based.

As such, one of the big trends that we’ll see over the
coming years is a push towards “All-In Implementation” –
effectively, reducing the manpower needed from the client
organization to as close to zero as possible. Of course,
there will always be a level of input needed from within
the organization, but the ability to take as much of the
effort out of the process for clients will be a differentiating
factor moving forward.

Beyond individuals, we are also continuing to invest in
integrating functions of the onboarding process directly
into our solutions themselves, digitizing areas of the
implementation that are currently conducted manually
and streamlining the process for our customers. The
more that can be integrated into the solution, the
easier the process for the client and less effort required
on their part, which will allow us to move closer to
delivering on the ‘All-In Implementation’ style offering
they would like to see.

For service providers like ADP Canada, one of the big
trends will be delivering an onboarding experience that
is more reflective of a B2C approach, than B2B. Now
that solutions are being adopted by users in many more
areas of the organization than before, both the tools
themselves and the way they are presented to the user
need to be more user-centric and more in line with
consumer products.
Ultimately, the goal would be for a frontline employee to
be as excited to download the ADP Workforce Now®
app from the App Store or Google Play, as they are in
downloading an app for a game or personal fitness.

Lastly, investing in value-added services will also be a
focus. Increasing customizable training for our clients
on new solutions, providing in-depth advice on how to
improve internal business processes to maximize ROI
from a solution, and digitizing processes in order to
allow our team to focus on higher-value service to the
client during and immediately following implementation
are all areas of onboarding where we see an opportunity
to deliver unmatched customer satisfaction over the
coming years.

Lastly, clients promoting their ROI in the new tools, and
how onboarding impacts that return will be a key trend
moving forward. All service and solution providers will
be focused on better displaying best practices right from
implementation, as well as providing advice that will help
clients derive the best value and meaningful results from
their investments.
If a client is going to invest in tools that are promised to be
more productive and profitable, they need to see exactly
how that happens and how the needle is being moved.

// In which areas of customer
onboarding does your organization plan
to invest over the coming years (scaling
team, technology or any other)?
We’re in a very fortunate position in that ADP is
growing strongly in Canada, and our customer profile
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Let’s not forget
the value of the
human connection
in customer
onboarding
Nancy Porte is the Vice President of Global
Customer Experience for Verint. With a
background in operations management, her
passion is developing differentiated customer
experiences through cross-functional collaboration
and employee engagement. She is a Certified
Customer Experience Professional (CCXP),
regular contributor to the Verint blog and frequent
speaker at industry conferences.
Interviewed by Aishani Majumdar
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// What are the technologies/trends
driving customer onboarding today?

a software company, an onboarding program isn’t just a
nice-to-have. It’s essential because of the complexity of
the products and the fact that they are becoming part
of and changing the way the customer does business.
For that reason, our customer onboarding program
is part of a broader customer experience initiative to
develop and nurture Customers4Life, a continuum that
starts with onboarding and then continues into engaging
customers in other ways once they get settled in.

Our online customer community wasn’t started as an
onboarding tool; but today it is a valued part of our
Customer Experience (CX) program’s onboarding
work. Online communities can help solve many of the
challenges of communicating with customers during the
onboarding process – and can help you do so without
a huge resource commitment. Turnover is a common
occurrence in customer accounts, and when the players
keep changing, it can be difficult to provide the right
people with the information they need. In an online
community, you can create a group for new customers
so the ones you need to reach are easily available. New
customers can also network with others and access
your knowledge base to find best practices and tips for
getting the most from your products.

// Do you provide onboarding services
to all your customers or only to select
customers? If the latter, how do you
select these customers?
That’s the beauty of the online community. It makes
it easier to provide onboarding services to everyone,
and we do. We will strive to customize some parts of
our onboarding program for certain customers and
devote resources to that in the future, but the online
community currently performs well in supporting all our
customers, answering their questions and helping them
connect with us in a way that is most relevant to them.

Another important driver for customer onboarding at
our company is an Enterprise Feedback Management
(EFM) system, a Voice of the Customer (VoC) tool
that helps us stay in touch with customers at various
points in the onboarding process. Their feedback helps
us see if everything is on track, if they need additional
materials or if they have encountered an obstacle. Case
management tools can help categorize the feedback and
send alerts to the appropriate department or person to
respond quickly with an action plan, whether it’s a sales,
implementation, support or other issue. An EFM system
uses analytics to monitor trends in the feedback, so you
can stay on top of major issues and implement changes
accordingly.

// What are the channels of
communication you use for onboarding
customers (video call, phone call, email,
chat or on-premise)?
We use all of them, but we begin with an email, a formal
thank-you note to the decision-makers. The email
welcomes them and gives them the ability to guide
their teams to the digital community. Through these
communication channels, we share various content
assets in which there is sometimes an overlap between
the documents we provide and the documents provided
by our implementation teams. One of the benefits of the
online community is that we don’t have to overwhelm
new customers with reams of reading materials. The
content assets are available when they need them via the
community and our integrated knowledge management
system.

// Do you have a standalone customer
onboarding team? If yes, under which
vertical (sales, marketing or customer
success) does it function? If no, is the
onboarding function outsourced?
Within our marketing department, my CX team
leads the onboarding initiative, but individuals across
the organization have a hand in it. It is truly a multidepartmental responsibility. I believe that, especially for
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// What are the top challenges you face
in onboarding your customers?

key is to keep it simple. Measure the basic things like
loyalty and customer satisfaction.

Our accounts are so large and so complex that knowing
all the people in the account who need to be onboarded
is one of our biggest challenges, especially in cases
where we’ve sold into different parts of an organization.
Really knowing who needs what and when, living up to
our commitment of personalizing and giving them the
right information at the right time is very important
to us.

// On average, how long does your
company spend on onboarding each
customer?
Our philosophy is that onboarding never really stops,
making it a difficult metric to quantify regarding how
much time is spent on each. Customer expectations
change. So do key players. As customers acquire new
solutions, they need more of our focus. It really is
an ongoing cycle without an end date. I know some
CX professionals say onboarding spans from the time
of purchase to the time the solution is integrated
within the customer’s business operations. Others
say training marks the end of onboarding. My view is
that you haven’t completed onboarding until you have
successfully shown the customer how their business
operations have improved as a result of your work.

For inspiration, I always think back to a terrible personal
onboarding experience I had when I purchased a
wireless keyboard that didn’t work. The company was
so unresponsive that I was ready to throw the product
out the window! I think about that experience and then
multiply it to fit a typical customer of our company,
where we might be implementing a complex software
program into a call center with 50 staff members and
20,000 users. We don’t want a single one of them to
have an experience like mine with the keyboard. When
facing onboarding challenges, the Verint customer
community is a huge help, letting us be more available
to everyone whenever they need us – and doing it in a
scalable way that is manageable for our organization.

// Do you customize onboarding
programs for different customers?
Occasionally our account executives go beyond our
standard onboarding blueprint. They will customize
their meeting style and frequency, and might develop a
specialized check-in schedule depending on the needs of
the customer.

// What are the top benefits that you
derive out of your customer onboarding
program (increased CSAT, increased
loyalty, positive publicity, or higher
renewals)?

// How is resource allocation for
onboarding programs done in your
organization? Are there dedicated
account managers for each program?

Building customers for life. That’s how we define loyalty,
and it starts with a commitment to make our customers
successful. Currently, our most important metric is
our loyalty index, but we also look at improving overall
satisfaction in each of our key areas. In addition, this
year we are establishing metrics and ROI measures
for each of one our Customers4Life programs. The
metrics are easy to identify, but the challenge, especially
for a company like ours that is constantly growing, is
obtaining consistent data when you have a number of
different systems in place across the organization. The

Account executives are responsible for our top-tier
accounts, and CX works with them to develop the
onboarding approach for their clients. For smaller
customers, we look to the CX team to apply our
standard onboarding plan.
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// What is the role of automation in
customer onboarding?

and understanding where they are in the onboarding
process, we can predict what they need next and
provide it before they know they need it. AI can also
inform the onboarding team how the customer has
interacted with the company over the past week, for
example, and highlight the successful moments and
those that need follow up.

Alongside the technology tools we covered earlier,
let’s not forget the value of the human connection in
customer onboarding. Our company has done extensive
global research showing that, while customers do value
the automated tools that help them engage quickly
whenever they have a simple request, they also value
interacting with a human for a more complex issue.

// In which areas of customer
onboarding does your organization plan
to invest over the coming years (scaling
team, technology or any other)?

We can’t-and shouldn’t – automate everything. We
know, for example, that one of the things we should
nurture is that initial sense of excitement when a
customer makes the decision to purchase a product.
That thrill can wane through the implementation process
since the customer is usually experiencing a high level of
change. One thing we do to prevent that is to celebrate
milestones – after the first product is installed, for
example, and on important dates thereafter. It keeps us
involved with the customer. It keeps their spirit alive.
And it lets them know we care about their success with
our products.

We’ll continue to build scalability into the program.
And our strategy is that, as we use analytics to measure
our success and our ROI, we’ll have clear direction on
how to build new teams and where our existing ones
need to be strengthened in order to meet customer
expectations.

// Have you invested in advanced
analytics to track the performance of
your onboarding programs?

Online communities
will continue to have
a strong influence
– and artificial
intelligence (AI) will
play a bigger role.

Not yet. But we use analytics to help design and shape
our onboarding program – what works with clients in
the first few months, for example, and what doesn’t,
what customers expect, how we are meeting those
expectations and how we can do better.

// What are the trends/technologies
that you think will drive customer
onboarding in the future? How should
businesses gear up for this?
Online communities will continue to have a strong
influence – and artificial intelligence (AI) will play a
bigger role. AI can make information easier to find for
customers – and it also helps companies understand
their customers better. By seeing their actions online
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Avoid the
cookie-cutter
approach in
customer
onboarding
Silvia Veronese, VP of Global Customer
Success at Guavus, is responsible for the
successful adoption of Guavus technologies –
from delivery to services to support – driving
innovation and transformation in the largest Big
Data environments in the world.
Silvia has extensive experience in Big Data,
analytics, algorithmic modeling, security,
information management and governance in both
enterprise and service providers markets. Prior to
Guavus, Silvia pioneered the function of customer
success at HP and HPE for a market of over
40,000 customers and partners. At IBM, she
worked in the team that designed the first parallelshared-memory computer. Silvia spent the first
half of her career in academia as a professor of
mathematics at the University of Utah teaching
and doing research in high-performance computing
and non-linear dynamical modeling.
Interviewed by Aishani Majumdar
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// What are the technologies/trends
driving customer onboarding today?

who understand well the synergy of the product and the
customer environment.

Two-way, easy communications access for our
customers is key. Dedicated customer success
managers, automated onboarding tools, webinars and
personalized training all help facilitate this on an ongoing
basis. They enable us to capture each customer’s needs
and customize the onboarding process to meet those
needs. This is particularly important for companies that
are selling products and solutions in the Big Data space,
as the complexity of the technology and the success
criteria are not always defined.

// What are the channels of
communication you use for onboarding
customers (video call, phone call, email,
chat or on-premise)?
We focus on personalized channels such as video
calls and in-person communications (e.g., on-premise
meetings) that meet our customers’ requirements.

// What types of content assets does
your organization use for customer
onboarding?

// Do you have a standalone customer
onboarding team? If yes, under which
vertical (sales, marketing or customer
success) does it function? If no, is the
onboarding function outsourced?

We have moved away from the old-style, traditional
one-way communication with massive manuals, long
training sessions and presentations. Our deliveries
are tokenized in bite-sized components which are
recorded, easy to deliver and available at any time. We
also integrate onboarding into the product itself, using
step-by-step walkthroughs that expose all the necessary
features and capabilities that the customer cares about.

Guavus’ approach to onboarding is offered through
our Adoption Services organization, which is part
of Customer Success. We have a dedicated leader
who designs and executes the onboarding strategy as
well the entire lifecycle of successful adoption of our
technologies. Guavus strongly believes in the power of
continuous adoption, and onboarding is the first part of
this journey.

// What are the top challenges you face
in onboarding your customers?
Making promises that you cannot deliver. Never set up
unrealistic expectations. Customers understand that
no product solves all problems, and they are eager
to partner with the vendor to make their experience
successful even if there are limitations.

// Do you provide onboarding services
to all your customers or only to select
customers? If the latter, how do you
select these customers?
We provide onboarding services to all our customers to
establish robust relationships and communications
paths for a successful engagement. We
have customized programs for our
Tier-1 partners and customers.
These initiatives include a lot of
hands-on training at the customer
site as well as the involvement of
customer success managers, field
CTOs and customer architects

Avoid the cookie-cutter approach. Treating all
customers the same is a common mistake and can really
jeopardize product adoption and success.
Post-sales abandonment issues. Nothing is more
frustrating to a customer than being dropped once the
sale is finalized.

// What are the top benefits that you
derive out of your customer onboarding
15

program (increased CSAT, increased
loyalty, positive publicity or higher
renewals)?

// What are the tools you use for
customer onboarding?
We use training and documentation, a customer
discovery questionnaire, portal walkthroughs and
product demos among other tools.

A satisfied customer becomes a point of reference
for many other sales. 80% of repeat sales are with
customers that have had a previous positive experience.
Upselling is much easier than selling to a new customer.
Customers with high CSAT scores become references,
as they can talk with confidence about the solution and
their relationship with us.

// Have you invested in advanced
analytics to track the performance of
your onboarding programs?
Yes, we’ve invested in WalkMe, which is a powerful
adoption tool. It has analytics capabilities that we use
frequently to evaluate engagement and success.

Our goal is to make our customers look good by
smoothly implementing a solution that meets the needs
of their business. They want to know they made a good
decision by selecting Guavus as a partner and will be
recognized by their peers and managers as someone
who sets a strategic vision and executes that vision.
Successful onboarding is key to achieving this.

// What are the trends/technologies
that you think will drive customer
onboarding in the future? How should
businesses gear up for this?

// On average, how long does your
company spend on onboarding each
customer?

At Guavus, we strongly believe that integrating artificial
intelligence concepts into the onboarding process can
help us reach a broader set of customers. It will also
help us increase revenue and differentiate ourselves
from the competition. The automation of information
preparation such as customer needs, access needs and
training needs will drive the onboarding process in the
future. This automation must be carefully balanced with
person-to-person guidance, training and education to
ensure overall success.

It varies, but the length of the onboarding process is
driven by customer empowerment. Only once the
customer is empowered to interact with our systems,
processes and people, does the onboarding process end.

// Do you customize onboarding
programs for different customers?

// In which areas of customer
onboarding does your organization plan
to invest over the coming years (scaling
team, technology or any other)?

We provide a similar foundation of onboarding to all
our customers. To meet customer-specific needs, the
program is further personalized where necessary.

// How is resource allocation for
onboarding programs done in your
organization? Are there dedicated
account managers for each program?

We’ll continue to focus on scaling our team and technology,
leveraging advanced analytics, and delivering a great user
experience within our products and access points.

Yes, we provide a dedicated team of resources to
ensure customer success throughout onboarding from
inception to long-term use of our products.

16

Connecting
customers
with each
other is
crucial for
onboarding
Mathew Sweezey is Principal of Marketing Insights for
Salesforce, a pioneer of the marketing automation space, and
respected as one of the top minds on the future of Marketing.
A consummate thinker and writer, Mathew’s work has been
featured in Forbes, The Guardian, AdAge, The Economist and
numerous other publications. Mathew’s second book titled,
“The Context Revolution," is due in 2019 and being published
by the Harvard Business Press.
Interviewed by Aishani Majumdar
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// What are the technologies/trends
driving customer onboarding today?

// What are the channels of
communication you use for onboarding
customers (video call, phone call, email,
chat or on-premise)?

The major underlying trend driving onboarding today
is customer experience. Brands are realizing that the
initial sale is only one part of the customer experience,
and by optimizing all parts of the customer journey,
they are able to increase revenues by a significant
margin. A Harvard study (https://hbr.org/2014/10/thevalue-of-keeping-the-right-customers) found a 5% increase
in customer retention equates an increase anywhere
from 25%-95% in bottom line revenue. Onboarding is
one of the easiest ways for brands to increase lifetime
customer value. At Salesforce, we think of onboarding
as welcoming someone to our family through a
personalized customer journey.

Currently, we use email, webinars, our customer
community, our interactive learning platform
(Trailhead), and phone calls.

// What types of content assets does
your organization use for customer
onboarding?
We use a wide range of assets, but in general, we rely
heavily on digital assets. Of course, we have an array
of automated tools and personalized journeys to get
customers up and running. Webinars are effective at
showing customers how to get started and the basics
of how to set up their software. We also introduce
customers to our customer community, and connect
them to our learning platform Trailhead. Connecting
customers with each other is imperative to onboarding
and Forrester research found that customers who
join a community (https://a.sfdcstatic.com/content/dam/
www/ocms/assets/pdf/communities/Forrester-TEI-CustomerCommunity-Case-Study.pdf ) create 50% fewer support
cases and have an increased net promoter score by 39%.
Onboarding is more than just teaching someone how to
use your tool, it’s about helping them find a community
as well.

// Do you have a standalone customer
onboarding team? If yes, under which
vertical (sales, marketing or customer
success) does it function? If no, is the
onboarding function outsourced?
All onboarding is conducted by internal teams who
onboard thousands of customers each month. To
manage such a large program we use our own Success
Cloud - which offers resources, services, and trusted
experts - to help customers achieve their goals.

// Do you provide onboarding services
to all your customers or only to select
customers? If the latter, how do you
select these customers?

This wide range of digital assets allows us to use email
as the central delivery method for introducing the
customer to the many assets they have access to,
ensuring they know where to find answers, teaching
them how to use their software, and setting them up
for success.

All customers are onboarded, yet each
product or solution has a unique
onboarding program created and
managed by the team. For larger
customers we may also deploy
an onsite team to assist the
onboarding process.
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// What are the top challenges you face
in onboarding your customers?

// How is resource allocation for
onboarding programs done in your
organization? Are there dedicated
account managers for each program?

Top challenges for all marketers is keeping a consistent
communication and not letting customers fall off a
cliff. A customer may be in conversation with several
team members, such as sales and support. We must
coordinate how we reach out to the customer in a day,
so not to burden or confuse them. We try to automate
the process as much as possible allowing us to scale our
success teams one-to-one efforts with customers.

Each onboarding program is specific to a solution and
customer. Onboarding generally isn’t owned by a single
person since it often involves lots of moving parts, and
in some cases a dedicated team for larger customers.
The resources needed for onboarding vary based on the
program but generally require content to be created,
emails need to be drafted, programs set up, and the
entire effort needs to be curated and monitored to
ensure the customer is staying on track.

// What are the top benefits that you
derive out of your customer onboarding
program (increased CSAT, increased
loyalty, positive publicity, or higher
renewals)?

// What are the tools you use for
customer onboarding?

The largest benefit we receive from onboarding is
greater lifetime customer value. The more a customer is
able to leverage our products, the more they use it. The
more they use it the longer they stay a customer. It’s a
pretty simple value proposition. Our customers aren’t
just buying a tool, they are acquiring a relationship.
Onboarding is symbiotic, producing better outcomes
for both the brand and the customer.

From a marketing perspective, we have a series of
tools and automated processes to create a customer
journey. When a sale occurs it is reflected on the
customer record stored in our CRM, which can trigger
marketing automation tools that execute an onboarding
program that directs customers to different assets. Each
customer onboarding journey can be unique, and we
use Salesforce to track different assets and manage the
customer journey.

// On average, how long does your
company spend on onboarding each
customer?

// Have you invested in advanced
analytics to track the performance of
your onboarding programs?

Time spent onboarding customers varies by solution
and the customer's engagement with the program. The
program will evolve depending on the customer's needs.

We use our Einstein analytics and artificial intelligence
(AI) to track performance, personalize the customer
onboarding journey and automate processes.

// Do you customize onboarding
programs for different customers?

// What are the trends/technologies
that you think will drive customer
onboarding in the future? How should
businesses gear up for this?

Yes, onboarding programs differ based on the solution
and customer.

One of the biggest drivers of onboarding in the future
will be learning platforms. Customer onboarding via
email is just the delivery method, the real power of
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// In which areas of customer
onboarding does your organization plan
to invest over the coming years (scaling
team, technology or any other)?

onboarding is continuous education. At Salesforce we
use Trailhead, an interactive, gamified learning platform
we developed to help customers learn how to use
our tools and improve their careers. We have over
one million Trailblazers and 500 modules on Trailhead
spanning Salesforce skills, tech skills like AI and mobile
app dev, soft skills and content from companies including
Google and AWS. Customers who use Trailhead average
purchase 2X more, and they remain customers 4X
longer than customers who are not active on Trailhead.

We’ll continue to invest in creating better and more
intelligent experiences at every step of the customer
journey.

Brands are realizing that the initial
sale is only one part of the customer
experience, and by optimizing all parts
of the customer journey, they are able to
increase revenues by a significant margin.
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Locking in your
onboarding plan
to address scopecreep
Dave Ragals, SVP, Customer Success,
has been with IgnitionOne for more than
a decade, holding several roles including
Global Managing Director of Search and
SVP of Client Services. Dave works out of
the Atlanta office, guiding the Account,
Professional Services, Technical Support
and Implementation teams to ensure
IgnitionOne customers are successful using
Score-Powered technology. Dave also serves
on the Advisory Board for the Muma School
of Business at University of South Florida’s
Digital Marketing Program. Previously, he
was a founding partner of an interactive
strategy and design agency, Armchair
Media LLC, built with his former executive
team at CNN Interactive where he was VP
of News Features for 11 years.
Interviewed by Aishani Majumdar
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// What are the technologies/trends
driving customer onboarding today?

smooth start. It also helps set the bar for the quality of
service they can expect from us moving forward.

Making it repeatable. Too often – and we did this
in the past – companies customize everything for a
new customer. This creates unsupportable burdens in
legacy technology, knowledge gaps, and too much time
spent building one-offs and not enough time improving
the product for everyone. This rabbit hole usually
begins with a specific request, to which an onboarding
resource fails to ask the key question – “what is the
business need?” I’ve found that 9 times out of 10, we
can solve the business need, and our solution – which
is already built – is more than satisfactory for the
customer. Often, it’s even better than what they were
asking for (which makes sense, when you have smart
Product people coming up with these features). And
for that one in 10 we may not have, it’s either truly out
of scope or a great idea that winds up in our product
pipeline.

// What are the channels of
communication you use for onboarding
customers (video call, phone call, email,
chat or on-premise)?
It varies, depending on the customer and solution(s)
being implemented, but we usually manage most
implementations via phone and email.

// What are the top challenges you face
in onboarding your customers?
Our system is pretty powerful in what it can provide to
a marketer. And it’s also very simple to get it going. It’s
not uncommon for a customer to start getting more
and more ideas post-sale about how they want to use it.
While we can typically accommodate all of these, it can
lead to changes in priorities or scope-creep, which can
actually wind up delaying time to value for the customer.
So it’s important to lock in your plan and ensure all
parties stick to it. Change requests, add-ons, new
ideas, etc., are all inevitable, but unless there’s a very
specific business reason to turn things upside down, it’s
important to maintain the course and accommodate
these later.

// Do you have a standalone customer
onboarding team? If yes, under which
vertical (sales, marketing or customer
success) does it function? If no, is the
onboarding function outsourced?
Yes, we do, and it’s part of Customer Success. To me,
this is critical, as it ensures the first team to really
touch the account and get the customer on board is
completely aligned in mission with the people who will
be supporting it throughout the lifecycle. Put simply,
you can’t have customer “success” without a successful
onboarding.

// What are the top benefits that you
derive out of your customer onboarding
program (increased CSAT, increased
loyalty, positive publicity, or higher
renewals)?

// Do you provide onboarding services
to all your customers or only to select
customers? If the latter, how do you
select these customers?

We all know that the key to survival – let alone growth
– is recurring revenue. Keeping a high percentage of
your customers is paramount, and at IgnitionOne, we’ve
been fortunate in that regard. One big component of
high retention is a smooth onboarding. It’s literally
the first opportunity to create loyalty and satisfaction.
I used to fly planes, and in aviation there’s a term
known as the “power curve.” When you’re behind the
power curve, it’s generally harder to recover. The same

We’re a little more white glove than most companies
in this space. We also primarily work with enterprise
marketers with complex, sophisticated needs. We find
truly managing the onboarding for them helps ensure a
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principle applies here. A bad onboarding will put you
behind the power curve. It’s not impossible to recover,
but the effort to do so is exponentially higher. This is
generally reflected in NPS, renewals or simply the ROI
of a customer.

customer’s needs and challenges, and it allows them
to become an extension of the customer’s marketing
team.

// What are the tools you use for
customer onboarding?

// On average, how long does your
company spend on onboarding each
customer?

We primarily leverage our proprietary tools and
solutions, along with standard project management and
document-sharing tools.

This also can vary greatly depending on the customer
and solution(s) being implemented, but we typically have
the initial components up and running in about a week.
It’s important the customer starts getting value out of
the products and solutions as early as possible. More
complex implementations may not be officially complete
for a few months, but we’re scoring users and feeding
that into various systems for marketing purposes pretty
quickly.

// Have you invested in advanced
analytics to track the performance of
your onboarding programs?
We are in the early stages of doing this. It’s critically
important to understand both the ROI and LTV of our
onboarding programs. We know they’re high – the more
we invest in these processes, the higher the retention,
feature adoption and growth. But being able to examine
the direct impact of a single program or change can
really help us optimize.

// Do you customize onboarding
programs for different customers?

// What are the trends/technologies
that you think will drive customer
onboarding in the future? How should
businesses gear up for this?

Each customer is different and has different needs,
so to some extent, one implementation may take on
different characteristics from the next customer’s. That
said, you have to have a repeatable standard process.
We’re constantly improving it based on learnings, but
that’s different from customizing. Done right, it allows
for tweaks and adjustments to accommodate a specific
customer’s needs, but again, that’s envisioned and
planned for in the process. If you start customizing too
much, you create something you can’t support. And
if something’s such a great idea or feature, why not
build it into your product for all to benefit rather than
customize it for a single customer?

I think one area companies will be focusing on more in
the onboarding phase is with privacy and compliance.
It’s pretty clear that this will remain a focus of
lawmakers around the globe, and after spending a good
deal of time and money in retrofitting solutions to be
GDPR-compliant, companies will be making sure their
systems and implementations are as future-proof from
a compliance perspective as possible. At IgnitionOne,
we had planned for this in advance and didn’t have to
make major adjustments mid-flight, which has paid huge
dividends in our ability to keep innovating.

// How is resource allocation for
onboarding programs done in your
organization? Are there dedicated
account managers for each program?
Every account has a dedicated account manager.
This consistency allows someone to truly know the

24

// In which areas of customer
onboarding does your organization plan
to invest over the coming years (scaling
team, technology or any other)?
I see us investing primarily in being able to seamlessly
connect to other endpoints, which, in turn, will make
implementations much simpler. The more standard
systems we can easily integrate with, the easier it is to
onboard. We’re already doing a lot in this regard, and it
will remain a focus for us in 2019 and beyond.

I think one area companies will be
focusing on more in the onboarding phase
is with privacy and compliance.
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Align
content
assets to
each step
in the
onboarding
journey
David Karp is a seasoned Customer Success executive and client
advocate who is Executive Vice President, Customer Success
for Numerator, a leading market research firm (previously
MarketTrack and InfoScout). David has leveraged his proven
expertise in managing strategic accounts and a deep understanding
of customer requirements to create organizations that drive
customer value, improve customer satisfaction and increase
retention. Prior to joining Numerator, David led client initiatives at
LRN Corporation, Mintel, and IBM.
Interviewed by Aishani Majumdar
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// What are the technologies/
trends driving customer
onboarding today?
The Numerator brand stands for modern and
easy human interaction with leading marketing
insights. That carries a high bar when it comes
to onboarding – but fortunately, technology is
increasingly able to support that standard. The
most significant trend in enterprise onboarding
is that the experience needs to replicate the
ease users have come to expect through
their saturated experience of consumer apps.
Enterprises can no longer expect to have a
more complex experience because of the
kind of business environment they operate
in. Our customers compare their onboarding
experience with ours and talk about how they
onboard when they leverage other technologies
for the first time, ranging from voice-activated
technology at home to collaboration tools at
work. The second key trend is that customers
expect - new tools to integrate seamlessly
with other technology they already have, thus
increasing the need for onboarding to learn
and base configurations on other existing tools.

// Do you have a
standalone customer
onboarding team? If yes,
under which vertical
(sales, marketing or
customer success) does
it function? If no, is the
onboarding function
outsourced?
The customer onboarding
experience is foundational to
everything that comes after, so,
yes, we have a dedicated team. We
consider this as a core part of our
Customer Success function.

// Do you provide
onboarding services to
all your customers or
only to select customers?
If the latter, how do you
select these customers?
Every Numerator customer has
a curated onboarding experience.
The scope of their onboarding
service is tailored based on
the product purchased, as well
as aligned with our customer
segmentation. For example, our
SMB (Small and Medium Business)
customers receive a lower-touch
onboarding experience that
includes learning modules. Larger
enterprise customers may have an
on-site and more comprehensive
onboarding.

// What are the channels
of communication you
use for onboarding
customers (video call,
phone call, email, chat or

on-premise)?
We recognize that people
learn differently and that
initial orientation requires
different training channels than
reinforcement training. Because of
this, Numerator customers have
access to training through a variety
of channels based on the stage of
onboarding and customer segment.
Those channels include on-premise,
web conference, video call/chat,
and phone/conference calls. Email is
used to confirm stages and progress
and share pre-read or follow-up
materials.

// What types of
content assets does your
organization use for
customer onboarding?
Content assets align to each step
in the onboarding journey. We
share use-case snapshots and ROI
stories specific to the customer’s
industry to help frame program
objectives; a library of web-based
“How To” learning videos with
information on how our capabilities
solve problems, and CSAT and NPS
surveys to monitor progress.

// What are the top
challenges you face
in onboarding your
customers?
The top challenges we manage
include timing expectation set
during the customer acquisition
process, confirming a clear set of
customer use cases and measurable
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success criteria, and bandwidth and
available technical skills given our
broad solution portfolio.

// What are the top
benefits that you
derive out of your
customer onboarding
program (increased
CSAT, increased loyalty,
positive publicity, or
higher renewals)?
Our first priority is enabling a
deep customer understanding
of how our solutions solve real
problems. We also have a strong
focus on leveraging our onboarding
programs to capture quick win
stories, increase NPS, drive higher
renewal rates/decreased churn and
greater growth through upsells/
cross-sells. In short, successful
onboarding is the foundation for all
downstream commercial success
with customers.

// On average, how long
does your company
spend on onboarding
each customer?
We have different onboarding
cycles based on our solution
portfolio, but across our portfolio,
we are managing the onboarding
experience over a 60- and a 90-day
period on average.

// Do you customize
onboarding programs for
different customers?
We believe that the more relatable
the material, the better the learning.
Because of that, we take the time
to create onboarding materials
specific to the customer segment
and the solution to which they’ve
subscribed. The customization
includes the channels through which
we deliver onboarding and the
extent to which shelf - modular or
custom content (for the customer
or use case) - is used.

// How is resource
allocation for onboarding
programs done in your
organization? Are there
dedicated account
managers for each
program?
Numerator has dedicated onboarding
managers for each solution to ensure
customers get the deep expertise
they need. We also cross-train
Customer Success team members
so we are able to balance the speed
with which training is done by the
dedicated team.

// What are the tools
you use for customer
onboarding?
We use Gainsight to provide
onboarding scorecards and to
create CTAs (Calls to Action) to
guide the process. We do use a
Digital Adoption Platform called
Pendo for some steps of our

onboarding process but have not
yet scaled that technology across all
solutions. We also leverage video
recordings of tutorials to support
less-customized programs.

// Have you invested in
advanced analytics to
track the performance
of your onboarding
programs?
Most of the technology platforms
we’ve invested in to manage
onboarding have some analytics
with them.

// What are the trends/
technologies that you
think will drive customer
onboarding in the future?
How should businesses
gear up for this?
The proliferation of ML (Machine
Learning), personalization, and
voice-activated technology are
changing customer expectations
for simplicity, speed, and
customization throughout the
onboarding process. Through ML,
customers expect their onboarding
experience to adjust based on their
time to proficiency, suggesting
ways to resolve gaps or issues
with onboarding and providing
next steps to gain more value once
onboarding is complete.

// In which areas of
customer onboarding
does your organization
plan to invest over the
coming years (scaling
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team, technology or any
other)?
Because of the increasing demand
for our solutions, Numerator will
continue to invest in growing our
onboarding team. We will augment
that with LMS technology to help
guide learners in independent study
and create an initial and ongoing
learning path. We will also expand
our use of the Digital Adoption
Platform. On the horizon, we
are exploring the expansion of a
baseline customer community to
address basic user interactions
and potential customer advocacy
tools that support the onboarding
experience.

We also
leverage video
recordings of
tutorials to
support lesscustomized
programs.

A good onboarding
experience leads
to trust and high
satisfaction
Narsi Subramanian is currently working as SVP Customer
Success and Support at MapR Technologies. He brings
in-depth skills and experience in leading service and
support organizations to deliver significant value to
customers. He is an expert in building and growing
geographically dispersed Technical Services with
focus on CSAT, renewals, time to resolution and
add-on sales. He is talented in sales training,
partner development, sales operations and R&D.
Interviewed by Aishani Majumdar
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// What are the technologies/trends
driving customer onboarding today?

// Do you provide onboarding services
to all your customers or only to select
customers? If the latter, how do you
select these customers?

There are several factors that affect onboarding a
customer. These include the delivery model (onpremise vs. cloud vs. SaaS vs. managed service), essential
onboarding activities, and finally, concerns and interests
specific to that customer.

Every customer is taken through at least some part of
the onboarding experience, such as enabling users to
access different assets and/or delivery of bits. Premium
customers who have specific needs for enablement
would engage the responsible account team to schedule
the right onboarding service with the help of the
customer success team.

For a SaaS model, which is trending, having a customer
success team as part of a sales organization is a standard
practice. This team typically provisions the right licenses,
customizes the solution, and onboards users by setting
up profiles and workflows. This team also facilitates
training essential for adoption. The engagement of
the customer success team is driven by a well-defined
program management product lifecycle and integrates
well into the overall solution.

// What are the channels of
communication you use for onboarding
customers (video call, phone call, email,
chat or on-premises)?
Typically, communication starts with a phone call
to understand needs and outcomes. This leads to a
project/process being put in place. Once done, it is
usually followed by a Webex or other virtual meetings
to go over each of the defined steps for onboarding.
Where the adoption goals are aggressive and the user
base is large, on-premises communication is also used.

For both on-premise and cloud (software that runs in
the cloud but not as SaaS), the onboarding engagement
follows the traditional approach of using different groups
for similar activities but not as integrated into the main
solution that the customer is trying to purchase.
For onboarding a managed service customer (all assets
are managed by the vendor), the approach is identical
to a SaaS process but with milestones and clear
expectations set ahead of time with the customer.

// What types of content assets does
your organization use for customer
onboarding?

// Do you have a standalone customer
onboarding team? If yes, under which
vertical (sales, marketing or customer
success) does it function? If no, is the
onboarding function outsourced?

MapR has quite a few assets. MapR’s Support Policy
is available on our website. The MapR Support
Portal is a layered fabric of content to self-support
(troubleshooting guides, How-Do-I Content, etc.),
peer-support (MapR community forum), and seek
personalized assistance. Finally, digital assets (blogs,
product videos, documentation collateral, user manuals,
and best practices recipes) are easily searchable and
navigable on MapR.com. MapR Academy offers graded
training and a certification curriculum, which is a boon
to customers adopting large-scale enterprise solutions
that are potentially new to them.

MapR solutions run on-premise and in the cloud. The
sales cycle varies depending on completion of the
opportunity, use-case, and the proof of concept (PoC).
The onboarding starts with the account team getting
the customer success team involved. Thus the function
resides in the sales organization, but resources are
pulled from other groups depending on the required
tasks.
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// What are the top challenges you face
in onboarding your customers?

// How is resource allocation for
onboarding programs done in your
organization? Are there dedicated
account managers for each program?

There are no serious challenges as such. Depending on
the delivery model, there are times when number of
onboarding activities could be small or high, leading to
more coordination between groups. Also, since we use
partners to sell our products, we need to be clear on
their involvement as part of this process.

There are dedicated resources in each department
responsible for the onboarding. For example, in support,
this activity is led by the Support Operations team.
For managed services, it’s a different team with some
involvement from the support organization.

// What are the top benefits that you
derive out of your customer onboarding
program (increased CSAT, increased
loyalty, positive publicity, or higher
renewals)?

// What are the tools you use for
customer onboarding?
Common tools used are Webex, MS Powerpoint
presentations, Salesforce, JIRA, etc.

A good onboarding experience leads to trust and
high satisfaction with our company and product. First
impressions are the most lasting ones, so we make sure
all aspects of onboarding are handled properly.

// Have you invested in advanced
analytics to track the performance of
your onboarding programs?

// On average, how long does your
company spend on onboarding each
customer?

Yes, we use different kinds of mechanisms to know if we
are on track. Our NPS score shows that customers are
very happy with us.

The time spent onboarding each customer depends
on the delivery mode. For on-premise customers,
onboarding takes few hours and can be accomplished
in one day. For managed service customers where
everything is managed by MapR, onboarding is a
different ballgame. It involves validations of many types
and signoff can take weeks. The mileage on cloud
deployment is usually somewhere in between.

// What are the trends/technologies
that you think will drive customer
onboarding in the future? How should
businesses gear up for this?
Onboarding is a critical component to the overall
success of the customer. A good onboarding experience
leads to confidence in the team and their abilities.
It is important that no time is lost in the process of
onboarding. Some of technologies that I have worked
include automated workflows built into the fulfilment
system that triggers notifications to customers to
download assets and also sets up schedules with
different departments to have the process started.
Businesses should use a combination of automation and
manual process for customization.

// Do you customize onboarding
programs for different customers?
Yes. Again, it depends on the delivery. Overall the steps
are not very different to make sure their experience is
seamless.
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// In which areas of customer
onboarding does your organization plan
to invest over the coming years (scaling
team, technology or any other)?
We plan to invest in both scaling the team and
technology for onboarding.

MapR Academy offers graded training
and a certification curriculum, which is a
boon to customers adopting large-scale
enterprise solutions that are potentially
new to them.
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Onboarding as a
customer journey
Improving onboarding effectiveness

Rajesh Nanarpuzha is an Assistant Professor of Marketing
at IIM Udaipur. Previously, he has worked as a brand
manager in Dabur, and as a business consultant in the
retail and consumer goods domains at Cognizant and
Tata Consultancy Services. Rajesh has an MBA from IIM
Indore and a doctorate in marketing from IIM Ahmedabad.

Rawson, Duncan, and Jones (2013) have described
the typical customer onboarding process as lengthy,
involving the use of multiple communication channels,
potentially involving multiple sales channels and multiple
firm employees. The authors point out that even if
the customer satisfaction at each customer touch
point is acceptable, the customer’s overall experience
in the onboarding process could be underwhelming.
The implication is that the customer considers the
onboarding process as a journey. However, the firm
often treats it as a series of individual touch points
which need to be aced. In the absence of a cohesive
approach, the result is often a dissatisfied customer. For
firms which consider customer onboarding as a strategic
customer journey in need of transformation, Rawson,
Duncan, and Jones (2013) offer guidance:

With greater sophistication in marketing methods,
including the use of big data and analytics, CMOs are
increasingly being questioned on their substantive impact
on business (Gordon and Perrey, 2016). Customer
onboarding is one area where improvements made
could tangibly affect business metrics positively. This
is particularly relevant as firms are being increasingly
critiqued for their wastage of resources in the customer
onboarding process (Voorhees et al., 2017).
Customer onboarding has been defined as the “process
of familiarizing a customer with a firm’s service offering”
(Voorhees et al., 2017, p. 274). In the onboarding
process, a customer is typically exposed to several
customer experience touch points. Lemon and Verhoef
(2016, p. 76) have classified customer touch points as
“brand-owned, partner-owned, customer-owned, and
social/external/independent.” The implication is that a
business process such as customer onboarding needs to
be considered as an amalgamation of multiple customer
touch points, some of which are not within the firm’s
control.

Mapping the current process - This involves a
deep dive into the current process. This could include
mining additional customer and employee insights about
the process. The intent is to identify reasons for adverse
results and variations from the ideal.
Redesigning the process – Rawson, Duncan, and
Jones (2015) opine that the working of internal, crossfunctional teams are often the primary root causes of
poor outcomes in the customer journey.

In this article, I offer prescriptions culled from academic
research to make the customer onboarding process
more effective.

The intent should always be to get employee teams to
brainstorm and find solutions which will work in the
field.
Creating a sustainable process – The authors
mention that sustainable improvements need
modifications at an organizational level. This involves
34

looking at critical customer processes like onboarding
as customer journeys rather than as a series of touch
points and adopting incentive structures aligned to this
view.

CMO implications
Customer onboarding in most industries is protracted,
involving multiple steps, and different employee
teams. Typically, several teams work in silos with
little coordination. Incentive structures are aligned to
customer touch points. Adopting a customer journey
approach, with buy-in from multiple employee teams,
and with employee incentive structures aligned to the
customer journey offers the possibility to drastically
improve the customer onboarding process. For
CMOs, looking into the possibilities of this is strongly
recommended.
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