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Common Customer Education
@ ®
Mistakes and How to Avoid Them =
o Audience: customer-education k.
A~ managers, instructional designers,
product teams, and SMEs
f’ Goal: reduce avoidable failures
@ across content, delivery, and
measurement
u]]]] 57% name retention as the top

objective, but only 12% of investment
covers renewal

2 Visible failures are usually symptoms — '

missing owner, unclear goal,
no feedback loop

o) Session path: vocabulary — root causes
do - six mistake patterns - checklists -
30/60/90-day plan



Shared Vocabulary and Scope:
Education, Onboarding, and Support
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Onboarding Customer Support
Education PP
‘-—-____r_.--"
Marketing Education

Explaining a concept Teaching a workflow

Customer education guides users from
first login to advanced use — tours, docs,
videos, courses

Onboarding moves users to first value
fast; education builds repeatable
confidence over time

Scope boundary: teaching a workflow is
education; explaining a concept is
marketing

Maturity gap: 51% self-report as mature,
but only 19% meet operational maturity

Most programs stall in deliver and scale —
content volume is rarely the problem

Implication: most mistakes are delivery,
governance, and measurement defects



Why Programs Fail: Root Causes Behind Visible Mistakes

® Visible mistakes — stale content,
low completion, no ROI story —
_H are usually symptoms
o @ Fourroot causes: strategy gaps,

Visibl istak audience misunderstanding,
ISIble mista es, process gaps, measurement gaps
stale content, low completion,

no ROI story

@ Top barriers: system integration (38%),
A measuring ROI (35%), reaching

audiences (34%)

Strategy Audience Process Measurement

gaps misunderstanding gaps gaps @ Reporting only completions? The real
defect may be no defined outcome
behavior

LOOK DEEPER Addres.s root causes
SOLVE WHAT MATTERS for lasting impact

@ Four of five reported barriers are
structural — not authoring-level

@ Diagnostic: trace each mistake
backward to the decision, owner,
or missing input




Mistake Pattern 1: Designing
for Everyone (and Reaching No One)

Treating 'customers' as one audience;
org charts and feature lists become
the curriculum

Role, lifecycle stage, tier, and skill level
left undefined — content lands too basic
or too advanced

Missing personas and prerequisites
cascade into low completion and
wasted learner patience

Prevention: name 2-3 primary roles and
their jobs-to-be-done before content
planning

Build a topic-by-role matrix; add a guided
role selector so learners self-route

Map sub-roles — admins, partners,
prospects — that go-to-market
segments miss

Everyone
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Core Modules Core Modules Core Modules
Role-Specific Role-Specific Role-Specific
Chapters Chapters Chapters
Role-Specific Role-Specific Role-Specific
Chapters Chapters Chapters



Mistake Pattern 2:
Content Built on Assumptions

Internal feature dumps replace
% validated customer language and ® l @

workflows Q q
@ Validation skipped: does this

Failed-Search

answer a real, recurring need? Support Tickets & Queries

Q Mine 3-6 months of tickets,
failed searches, analytics, and Y | D
interviews (s
o) / Q
09 Correlate failed-search demand 83% _/’ =
with ticket volume before writing Interviews / Validated
e Content Gap

A False signals: ticket # gap; no result
# missing article; exists # findable

@ Prevention: subject-matter review
gate; customer-voiced headings,
answer first




Mistake Pattern 3: Ignoring the Learner's
Context and Lifecycle

The right guidance, at the right moment, drives real value.

First Login

Q

0®e
,4 2  d@n
Activation Adoption

Wrong moment delivery:
welcome tours with no task,
training after failed calls

One-time onboarding with
no refreshers — the 'everboarding'
failure

Map education to value moments:

onboarding, activation, adoption,
expansion

—

Expansion

©
Y,

Trigger on
behavioral events

- -

O

Bypass once
a milestone is met

Trigger on behavioral events,
not fixed day counts

Add bypass logic:
suppress guidance once
a milestone is met

Reuse one approved explanation
across product, email, support,
and success



Mistake Pattern 4: Content That Is
Hard to Find, Use, and Maintain

Fragmentation: same topic in help
center, LMS, PDF, community —
no canonical version

Governance gaps: duplicates,
outdated content, no named owner,
no retirement path

Accessibility and localization are
afterthoughts — fallback often untested

Prevention: content inventory, named
owner per asset, recorded version
and review date

Review due = earliest of product
change, policy deadline, risk-tier
interval, or feedback signal

Three triggers: scheduled audits,
release triggers, analytics flags

Scattered Versions of the Same Topic

Help Center LMS PDF Community

One Canonical Version

Source : Review- Replacement
; Audience | Place t




Mistake Pattern 5: Measuring
Activity Instead of Outcomes

Completions, views, and attendance
get reported; behavior change and
business results go unmeasured

No baseline, no comparison group, e 'll Consumption )
.ll no link to activation, retention, |
or support ® ‘ ®
° Confidence exceeds capability: Trained U.ntrai,:d
.’.’. 52% confident on ROI, yet 31% lack cohort cohort
analytics, 21% no success measures

P Read metrics in layers: consumption -
>  satisfaction - behavior -
business outcomes

Prevention: compare trained vs.
o untrained cohorts before crediting
the program



Mistake Pattern 6: Treating
Education as a One-Off Project

&
e Launch-and-abandon: content ships Q £
with the release, then no one owns D z.‘
updates and the library decays Sea“_‘fheS DroEJ—off |
e No feedback loop: ticket, search, and Ve aN \, LB LT

drop-off signals never reach an owner

One high-
e Internal enablement gap: support and

: A friction moment
CS agents can't point customers to / \

the right asset

® Run education like a product — sprint- Q a
sized shipping, telemetry, and iteration

@ Name one accountable owner; product One approved Smallest
owns truth, support owns friction, answer x asset
success owns context, education A\ l I
owns design - ' '

: : Measure
e Fixed loop: signals = one approved d
llest asset = measure o
answer — smalles Beltior

exposure and behavior



Pre-Build Checks: Lock the Learner, the Job, and the Metric

Get the right learner, job, evidence, context, and sequence in place before you build.

Check 1

Learner segment
named — role,
lifecycle stage,
skill level,
prerequisites

@® Owner:
@B Content

e®
' I

Check 2

Job and proof

of success —
first-value action
plus the behavior
that proves it

@® Owner:
@R Content

Q

Check 3

Evidence source
cited — real ticket,
search, usage,

or interview
signal

@® Owner:
@B Content

Delivery context —
in-product, help
center, email, or
live; could a smaller

I

Check 4

asset do?

Owner:
Delivery

Q
Q-

Check 5

Sequencing guard —
one guided path to
the 3-5 actions
that predict
activation

@® Owner:
@R Measurement

Owners assigned for content, delivery, and measurement so the checks land.



Pre-Launch and Post-Launch Checks:
Quality Gates That Hold
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Subject-matter
sign-off: record
who approved
and against which
source version

[ )

Findability test:
real users run
real search tasks,
including
zero-result cases

Accessibility

and localization:
alt text, contrast,
magnification,
tested fallback

First 30 days:

review exposure,
triage feedback,
inspect drop-off

. ol
- B - ilg
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Fixed cadence
plus analytics
flags: completion
drops and quiz
failures

Assign every check to a named role — unowned checks quietly stop happening



Self-Assessment: Score Your Program Against the Six Patterns

Score each pattern 1-4: Aud ignce Content /
Wy ot started, ad hoc, Design Governance

repeatable, strategic

Measurement

Pattern 1
@ Capture evidence per
score: a metric, an artifact,
or a missing one pettept
..  Score three dimensions Pattern 3
a@»  separately: audience,
content/governance, Pattern 4
measurement
Benchmarks: 91% cover RalicinS
ol I onboarding; only 47% reach
advanced proficiency Pattern 6
Measurement: 81% track
Q completion; only 45% see
content effectiveness ° 91% cover onboarding; 81% track completion;
,..% only 47% reach ol I only 45% see

Name your cheapest
@ high-impact gap — usually
a missing baseline or owner

advanced proficiency ~content effectiveness

‘C;/' ) ‘ Name your cheapest high-impact gap — usually a missing baseline or owner



Prioritize Two or Three Fixes: Impact, Risk, and Effort

Score by impact, not by loudest
.|| request: exposure x uplift Higher
opportunity x unit value Impact

Favor structural fixes — missing
o owner, baseline, or path — over
more content

Quick wins: one activation path,
4 one ticket-mined gap, one
trained-vs-untrained comparison

Effort isn't progress: certification
a@» and big catalogs before a working

onboarding path
Lower

Impact

Pick one content, one process,
@ and one measurement fix for
system-wide visibility

Structural Quick Wins

&) One activation path

@ One ticket-mined gap

€ One trained-vs-untrained
~ comparison

Lower Effort Higher Effort

>



Your 30/60/90-Day Plan and Sustaining Momentum

From focused actions to lasting impact.

Days 0-30 Days 31-60
ai 10,

e Days 0-30: baseline e Days 31-60: ship one
time-to-value, activation, process fix (named owners
day-7 adoption, tickets + review cadence) and one
per user, trained-vs-untrained validated content fix at the
retention; secure one moment of need

executive sponsor

Sustain Momentum

O O O e Sustain with owners, cadence, and
(- f \-\ iteration rituals; reassess maturity
m every 6-12 months

e This week: run one check and name
the decision it informs

Days 61-90

il

Days 61-90: add a behavior
metric beside consumption,
run a cohort comparison,
publish a one-page

impact story

North star

One-page
impact story

F

* e North star: executive sponsor,
dedicated budget, current content,

measurable line to a business outcome
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