
 

 

USING DATA TO HELP YOUR CUSTOMERS “LEVEL-UP” 

 

A SIMPLE-CX BRIEFING 

 

© 2017, All Rights Reserved 



 

A SIMPLE-CX.COM Briefing  |  June 2017 

 

 

USING DATA TO HELP YOUR CUSTOMERS LEVEL-UP !    

 

 

www.simple-cx.com Your customers deserve perfection … DELIVER ! Page 2 of 16 

  

 

 

You spend a lot of time and money to acquire each new customer.  Which is why it’s so 

important that you bring them on-board successfully: You don’t want to waste that initial 

investment … right? 

Almost. 

In study after study and for client after client, we find that a positive on-boarding experience is 

a strong predictor of renewals, cross- and up-sells, referrals, and a willingness to share 

important, innovative feedback.  You want that on-boarding experience to engage and 

energize because it’s a sure-fire way to increase the lifetime value of every customer … right? 

Almost. 

The real reason you want your customers on-board quickly and correctly is because you know 

that your clients need your products and services.  You know that you clients’ organization will 

be better for their partnership with you.  You know that when you do on-boarding right, you 

will help your customers make their world a better place. 

A good on-boarding experience means you help your customers adopt your technologies, 

processes, and best practices into their systems and procedures.  It means you help your 

customers integrate your offerings across their entire organization.  It means you partner with 

your customers to help drive the success of their businesses. 

In this briefing we first discuss why you should strive to do more than simply sell products and 

services.  Then we examine four key steps to truly engage with your customers and foster a 

long-term relationship.  Only then do we outline a repeatable, data-driven process, which your 

organization can follow to intentionally target and improve your customers’ experiences with 

your organization.  To turn data into insights.  And insights into action.  

 

Hint: For a quick overview, jump straight to our executive summary on page 15. 
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The ultimate vision your firm has for its relationships with your 

customers is a partnership.  When you get out of the “vendor zone” and 

become a partner, really good things happen.  A partnership means 

customers don’t just believe in your business, they know (and can prove) 

your company provides them unparalleled value.  A partnership means your customers look to 

you first to help attack their next business challenge.  A partnership means your customers 

willingly and excitedly align their future success with your products and services. 

In today’s world of ubiquitous Artificial Intelligence, “big” data, machine learning, and 

predictive technologies, more and more organizations turn to data to light the path away from 

transactional sales and to the land of long-term collaborations.  Unfortunately, too many of 

these organizations forget the first rule of effective analytics: Without human interaction to 

interpret, to filter, to synthesize, to align with your values and vision data is just … well, data. 

Used in the right way, however, data and the analytical tools which go along with them, will 

catapult your organization to the coveted first place in your customer’s mind. 

However, before we dive into how you can leverage data to help your customers “level-up”, we 

remind ourselves how to provide a valuable and engaging experience in the first place. 

 

Your first challenge on the way to becoming your customers’ partner 

probably sounds trite: Understand the world your customers live in.  

Nearly every book, expert, white paper, infographic, or training on 

customer-facing skills routinely extoll the virtues of getting into the customer’s shoes.  The 

goals of these lessons are admirable but often short-sighted when implemented.   

It isn’t enough to just hear your customers’ words and acknowledge the emotions that lie 

beneath them.  Especially if all you do is better spin your next sales pitch.  True partnership 
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comes when you move beyond mere understanding.  True partnership comes when you are 

empathetic with your customers. 

Different emotions foster different goals.  You job is not to speak to the fear or excitement or 

curiosity or nervousness a customer feels.  Your job is to help your customers achieve the 

personal and business goals which are intertwined with these emotions.  

Beyond the emotions and goals your customers face, however, it is critical that you thoroughly 

understand the environment in which you customers work and live.  The history and trends, 

the archetypes and rules, the technology and vocabulary.  Only when you can demonstrate 

that you understand their world as it is today will your customers offer the respect and 

credibility you need in order to help them make a better world, tomorrow.   

 

Your second challenge is to teach each and every customer to look at their world in a different 

way.  A new way.  A way that is full of hope and possibility.  A way that shows them, their goals 

are not as far down the road as they think.  A way that convinces them it is not just possible but 

probable they will reach those goals.   

With your help. 

You have to educate your customers to look at their world the way you want them to.  You have 

to convince them that, with your help, they can make their world a better place.  The credibility 

you gain when you understand the customer’s world is key but you have to share your vision 

in a way that resonates.  That means you have to avoid the negative, the fear, the implicit threat 

that is common in so much advertising and sales.  Instead, focus on the positive.  Focus on the 

vision.  Focus on how you will help your customers to become ROCKSTARS in their world. 
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Your third step to elevate from contract-coordinator to pure partner is that you have to deliver.  

You have to do what you say you will.  You have to get your customers to their goals.  And it 

has to be everything they hoped it would be.  It has to be everything you said it would be.   

In fact, it has to be more.   

In many ways, vision is the easiest.  Executing to achieve that vision requires dedication and 

flexibility.  Cooperation and humility.  Patience and confidence.  Not to mention a pretty good 

sense of humor. 

 

Finally, your fourth step:  Help your customers see the future.  Help them look past the near 

horizon and visualize what happens next.  Help them understand that your organization is not 

a one-trick pony but a thoroughbred.  Nimble and strong.  Agile and durable.  Each and every 

customer has to know that you can solve more than today’s problem.  They have to see that 

their investment with you is a down payment on their own, future success.  They have to know 

you have the strength, the skills, the passion to help them thrive tomorrow. 

 

This all may sound daunting.  It might be.  But, like any big problem, you can crack this one 

when you break it into smaller problems.  And then solve these sub-problems, one-by-one.  The 

most important one first.  Remember, one of the hardest things you have to accomplish is to 

help your customers see the world in a new way.  This is no different than learning any new skill 

and we can look to the study of how humans become proficient in new areas for a template of 

how to split the journey from vendor to partner into small, manageable levels. 
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We humans are amazingly proficient at learning new skills.  From 

language acquisition to simple math to the history of the world.  From 

physics to poetry to the latest programming language.  If there is one 

talent which guarantees the long-term success of our entire species (as 

well as each individual member), it is our ability to learn. 

Psychologists have spent more than a century trying to understand the mechanics of how 

humans acquire a new skill.  Our sophistication has come a long way since Pavlov and his dogs 

or Skinner and his boxes.  But we still have no definitive agreement for how a human develops 

a new ability. 

To the right are three current paradigms for 

skill acquisition, starting with Dreyfus’ 

classic five-stage process for mastering a 

new skill.  Think of Luke Skywalker on 

Tatooine as the novice and Yoda as the 

expert.   

We move next to Maslow’s four stages of 

competence.  Think of a teenager who 

picks up a guitar intending to imitate his 

musical heroes.  Only to realize the many 

hours and miles and blood necessary to 

become that good.  And then he becomes 

that good. 

We end with Fits and Posner’s multi-stage 

theory for learning a new motor skill.  Think 
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of the differences between the Little 

League, College, and MLB World Series. 

While there are differences, all three 

frameworks, share a clear progression from 

naïve to sophisticated.  Simple to complex.  

Narrow to visionary.  Rote to creative.   

 

 

We apply a similar sequence of improved mastery, understanding, and cooperation to the 

journey you and your customers take from vendor to partner.   

 

The great thing is that as you help your clients to “level-up” to the next stage of the relationship, 

you actually provide them more value.  Your products and services are more impactful.  Your 

advice and council are more meaningful.  You help them solve harder, more-significant 

business problems.  This, in-turn, increases trust and engagement with your organization.  

Which, of course, sets the stage for the next level of the relationship.   

Ultimately, this can be a cycle without end. 
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Most companies speak passionately about “on-boarding” and “adoption” as measures of their 

successful penetration into the client’s business.  But if you settle for mere adoption, your 

customers will still see you as little more than “just a vendor”.  To elevate your relationships you 

must push and carry and lead your customers into the more complex.  Into the more creative.  

Into the more visionary.   

Into the future. 

We’ve now set the stage and are ready (some 1,500+ words into a briefing about data) to 

discuss data, statistics, analytics.  But only as a tool.  Only in conjunction with how you can use 

them to help you achieve your business’ vision.  To help your customers “level-up”. 

 

Our premise is simple: Customers who are more engaged with your company behave 

differently than customers who are less engaged.  They interact differently with you.  They use 

your products and services differently.  They talk differently to you and about you.   

When you understand these differences, you can take targeted action to improve specific areas 

of you customers’ experience.  Narrow, targeted action is more likely to be more successful.  

Faster.  For a lower investment. 

When you look at the behavior of your customers, when you look at your data, you can answer 

three important questions.   

 

The first is: What should we focus on?  What events, experiences, actions, 

tones, systems, instances are most-closely related with customers who 

buy from you again?  What about those who buy more from you?  Give 

you five-star reviews? 
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Actually, you don’t want to understand which variables are just related to the customer’s 

behavior, you want to know which behaviors predict a customer’s future behavior. 

Those are the areas where you focus your attention.  And your business. 

Most of us have an innate understanding of the statistical concept of correlation: Two events or 

actions or variables are said to be “correlated” when they tend to occur together more 

frequently than mere chance would suggest.  Think of ice cream sales and warm weather: As 

the outside temperature rises, so do ice cream sales, as the (illustrative) chart below 

demonstrates: 

 

The important caveat to correlation is that just because two variables are correlated does not 

mean one causes the other.  Ice cream sales happen to also correlate quite well to the sales of 

sunscreen.  Cases of sunstroke seen by emergency departments.  Numbers of swimming pool 

accidents and tick bites.  But you would be inaccurate to claim ice cream sales cause any of 

these other events. 

To build a model of causation, you need more complicated statistical techniques.  Complicated, 

yes, but they are all built on the same, fairly simple concept: Does a pattern exist which explains 

the relationship between the two variables?  If it does, if you change one variable, what do you 
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expect to be the impact on the other?  And what factors come into play when the pattern is 

broken? 

To visualize, consider a chart with two axes: The Y-axis is the lifetime value of a client and the 

X-axis is … well, any other aspect of the customer’s experience with your organization.  

Satisfaction with the price paid.  Number of visits to your online Knowledge Base.  Number of 

reports run in the first three months.  Whatever.   

If you plot the values for each and every customer along these two axes, you might see a 

pattern, like the chart on the left.  Or, you might not see a pattern, like the chart on the right.   

 

A regression analysis is a statistical technique that results (more-or-less) in a line that shows the 

pattern of how these two variables are related.  In other words, the slope of the line predicts 

how a change in the variable on the X-axis should impact the lifetime value of the customer on 

the Y-axis. 

A positive slope, like the chart on the left, indicates that an increase in the X-variable, is likely to 

have a positive and predictable increase in the Lifetime Value of the customer (most of the 

time).  On the other hand, a basically flat relationship, like the chart on the right, indicates that 

no matter how you change the value on the X-axis, you will have no direct impact on the score 
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of the Y-axis.  You can also have relationships that are inversely related.  These will have a 

negative slope.  Think of price paid, speed of delivery, or time on-hold, as common factors 

which are inversely related to Lifetime Value. 

Of course, no relationship between a company and a customer is determined by just one factor.  

Modern predictive technologies like multi-variate regression modeling, decision trees, or 

neural networks predict patterns just like simple linear regression.  But they do so using 

mountains of data, comparing hundreds of variables at the same time.   

This is a breakthrough for two reasons.  The first is that when you have more data, you have 

more confidence in the accuracy of your model.  More confidence in your model means you 

are more likely to invest time and resources in areas that will have a positive impact on your 

customer’s engagement.  In other words: Make a “right” decision.  The second advantage is that 

no matter how robust a model is, it is limited by the variables you include in it.  If you build a 

model of customer retention but leave out an important part of the customer experience, your 

model will have (sometimes very) limited value.  With today’s technologies, there is no reason 

to limit the breadth of your model as you refine your customer relationship strategy. 

 

Once you have identified the key aspects of the customer’s experience 

using predictive statistics, you asses where you currently do well and 

where you perform poorly.  In other words: Where are the strengths and 

weaknesses of your customer relationship execution?   

You can then learn from those customer segments where you do well and apply the lessons to 

customer types where you struggle.  Or, you might double-down on your strengths and stop 

wasting resources where they don’t have an impact.    The changes you make might be large-

scale investments to improve a process or system.  Or they might be simply better educating 

customers and employees on expectations and outcomes.   
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Whatever decision is appropriate for your business’ strategy, you need to make these decisions 

with as much confidence as possible.  Comparative statistics is another well-established set of 

techniques and formulas that help you identify differences between customer segments that 

are statistically significant.   That is: Differences that are caused by underlying factors between 

the two different types of customers.  Differences that are the result of more than sampling 

variations. 

If you look at just the chart on the left below, you might reasonably conclude you have a 

problem with women in whatever key metric you have plotted (renewals, conversions, 

penetration, C-SAT … whatever).  But, as the chart on the right shows, the sample size of your 

female population is extremely small compared to males.  This makes an apples-to-apples 

comparison between women and men impossible.   

 

Of course, if you have nearly 30x as many male customers as female customers, you might have 

a different problem all-together.  The point is that if the samples at which you are looking are 

not comparable, then you should be very skeptical about making business decisions based on 

the assessment.  Other factors which can impact your ability to make direct evaluations include 

such things as the skew or distribution of the samples.   
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Fortunately, you can use proven statistical techniques, like the t-Test, z-Test, and ANOVA test 

to ensure that you make decisions about your strengths and weaknesses with an analysis that 

is scientifically defensible. 

Once you have identified the most important moments and metrics in your customers’ 

relationships and once you have identified how well you are executing against those key 

factors, it is often tempting to try and fix every problem.  At the same time. 

Resist this impulse. 

Focus on one thing at a time.  The most important thing first.   

There’s no easy, universal algorithm for defining priority when you have multiple #1 problems.  

But you will rarely go wrong with either (or both) of the following paradigms: 

Perception 

§ What’s most-important to my most-engaged 

customers? 

§ What about those who aren’t quite super-

engaged … what will it take to get them 

across the finish line? 

§ What about my least-engaged customers?  

How can I get them started on their journey? 

Value 

§ What’s in-line with our future vision and goals? 

§ What compelling events lie on the horizon? 

§ What are we already working to address? 

§ What maximizes our value compared to our 

competitors (direct and indirect)? 

Once you have delivered a significant enough change to the most-important item on your list, 

you re-assess priority and then tackle the next most-important item on the list. 

 

Now that you have identified the key moments in your customers’ 

experiences and mapped actions to take which will improve and sustain 

the most important of these metrics, you monitor your performance.  As 

regularly and frequently as is necessary.  You must take advantage of 



 

A SIMPLE-CX.COM Briefing  |  June 2017 

 

 

USING DATA TO HELP YOUR CUSTOMERS LEVEL-UP !    

 

 

www.simple-cx.com Your customers deserve perfection … DELIVER ! Page 14 of 16 

 

 

opportunities before they disappear.  And mitigate problems before they fester and 

mushroom. 

A good dashboard is designed to provide at-a-glance situational awareness for a single 

question, discipline, or role.  Both in the moment and velocity, which indicates future 

performance.  Good dashboard design minimizes the audience’s effort to process the 

information it presents.  It is not meant to explain.  Instead it identifies potential areas for further 

inquiry.  Quickly.  A good dashboard provides context and comparisons in a clear and 

consistent form.   

 

 

 

In the top half of the example dashboard above, it is easy to see the trend and progress-to-

target for each of the five, key customer success metrics: Renewals are trending up.  Cross- and 

up-sells have shown short-term volatility.  At-risk mitigation has been flat with large dips.   
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The dashboard also uses visual call-outs for metrics which are significantly above or below their 

target: Cross- and up-sells in the case of the former and number of customers renewing in the 

case of the latter.   

The bottom left portion of the dashboard shows the trend NPS by region, again using visual 

highlights to identify areas of important deviation: North America trends flat and high.  Europe 

is also consistent but low.  In both this and the top section more context is included by listing 

business impacting metrics: The number of customers and / or amount of revenue.   

The bottom right section of the dashboard provides a current snapshot of customer projects 

along with year-to-date trend.  It also projects scheduled work out into the next few weeks.  We 

can see that consultants, trainers, and analysts are heavily scheduled for the next two weeks, 

after which there is a large drop-off of scheduled work. 

 

“Leveling-up” is key to your success in any endeavor.  Whether in 

sports or sales, music or leadership, a new tool or a new team member, 

stepping through small levels of increased complexity, challenge, sacrifice, 

and benefit is important.  When it comes to the relationship your organization 

fosters with its customers, your vision is to elevate from one that is purely transactional to a 

strategic, mutually-beneficial partnership.   

Data is your not-so-secret weapon to help you help your customers level-up: 

1. Customers who are more engaged with your company behave differently than 

customers who are less engaged.   

2. One easy way to understand customer engagement is to ask: How deeply has the 

customer adopted your way of looking at their world?  

3. Just looking at the world the same way as you isn’t enough, however.  You have to 

actually help your customers reach their goals.  And have a vision for tomorrow that 

resonates and excites. 
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4. You can use data to create a plan for helping customers level-up through five stages 

of their relationship with your company (LEARN →	USE →	ADOPT →	INTEGRATE	→	PARTNER): 

- Model data to predict a customer’s future behavior based on current and trending 

usage and interactions. 

- Analyze data to segment customers and understand where your strengths and 

weaknesses lie, then focus on the most-important changes, first. 

- Monitor data using well-designed dashboards that facilitate realtime observation 

of your company’s performance. 

When you use data to help your customers’ make their world a better place, you earn their trust 

and enthusiasm.  The more value you bring them, the more engaged your customers become.  

The more engaged they become, the more eager your customers are to level-up their 

relationship with you. 

Until you are truly a partner in their future growth and success. 

 

 

 

 

 

SIMPLE-CX is a consulting and analytics firm dedicated to the success of your 

customer.  We help our clients to leverage their data, increase their focus on 

customer relationships, and hire, challenge, and grow the most creative employees.  

Our consultants, analysts, and program managers average more than 20 years’ 

experience in helping companies of all types and sizes to innovate and thrive.   

Contact us today at WWW.SIMPLE-CX.COM 

 


