Communicating Customer Education
to Stakeholders: Overview and Objectives

000 Stakeholder communication is now a core
Tar leadership capability, not a soft skill

Programs fail from unproven value more
often than from poor content

Only 19% of programs have all four
maturity foundations; 51% claim maturity

Success conditions: credible narratives,
tailored messaging, one defensible number

Framing rule: activity describes what you did;
outcomes describe what changed




Why Customer Education
Gets Scrutinised Now

97% run customer education;
only 44% treat it as a growth lever

78% review it quarterly —
attention, not yet investment

{ lf}ﬂ\l 57% name retention their top objective;
=4 42% spend on onboarding only

Confidence gap: 52% claim ROI
confidence, over half have measurement gaps ATTENTION

INVESTMENT

Sponsor + dedicated budget: 72% strategic
positioning, 74% ROI confidence

Fastest route to budget is a defensible
number, not more content




Mapping Stakeholders by
Influence, Interest, and Decision Authority

g */ .. . .I.I. @ o .\..\ r | @
CFO and finance

CRO, VP Sales, CS Support leadership Product and
cost, efficiency,

Customers, partners,
renewal and

Tensions to name
ticket volume, engineering sponsors quality versus speed,
payback period, expansion revenue, deflection rate, feature adoption, time-to-value, skills, speed versus cost,
auditable data trail freed CSM strategic cost per resolution activation milestones, certification, proof one academy versus

time release readiness

before review

'y Oy

many learner needs

Sort by influence, interest, and decision authority — not by how friendly they are
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The Skeptic's Seat:
Occupying Each Chair Before You Present

9 Method: occupy each stakeholder's chair, ask what they'd say no to, then answer it

Product
leader

Sales
leader

CRO or

B Support
CSleader @ W |

leader

= i 6. {© | ofll

\
CFO: cost and ROI — ! CRO or CS leader: Support leader: Product leader: | Sales leader:
lead with support retention, expansion — ticket volume — adoption — tie reframe — trained
deflection and show training show the deflection completions to feature customers are a
capacity savings protects renewal formula with their activation, not smaller flight risk,
revenue own ticket cost course completion not a budget rival

Discipline: if you can't defend a slide against its toughest skeptic, cut it




From Learning Activity to
Business Outcome: The Five- Rung
Evidence Ladder

Connect what people learn
to the value your business
achieves.

Business outcome

renewal, churn reduction, expansion, \ /
NRR influence. Gets budget; easiest to x
overclaim.

Customer health
health score, ticket trends, time to value.

Product behaviour
activation milestones, feature adoption, o
completed workflows.

Learning performance

assessment scores, certification pass D l I
rates, scenario performance.

Where current
reporting often sits
: \-)

Learning activity
enrollments, completions, attendance.
A starting point, never a destination.

Match the rung to the goal: faster onboarding means activation timing, not completion rate.



Building the Evidence Pipeline:
LMS, CRM, and Product Analytics

@ Map every learner record to a
S . 4 CRM account ID — the core

p . . I ‘ architecture problem

el

LMS CRM Product analytics @ LMS: enroliments, completions,
enrollments, tier, ARR, activation events, scores, certifications
comp_lg_ti_ons, renewal date, feature usage,

poRres, CSMiowner, workflow completion @ CRM: tier, ARR, renewal date,
certifications churn outcome

CSM owner, churn outcome

<

) @ Product analytics: activation

)r l s[ events, feature usage,

workflow completion

Account ID

Start scrappy: scheduled exports

mapping table :
and one clean mapping table

Give training activity a column
in the view CS already checks

Combined view
for evidence @ Monthly cadence; every dashboard

answers engaging, behaviour,
business impact
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Proving the Education Effect

Without Overclaiming

Cohort analysis is the workhorse:
educated vs non-educated accounts,
measured at day 30, 60, 90

Control for account size, segment,
usage, region, and CSM attention —
or an analyst will

Bias controls: matched cohorts
(start here), propensity scoring,
early-vs-late-trained timing

Lift to money: outcome improvement x
unit value x isolation factor — then
compare to program cost

Say 'assumption’ and 'is associated with'
before anyone in the room makes you
say it

Name the three attackable inputs:
the baseline, the assumption, and
the source

Educated vs Non-Educated Accounts

@ Educated
accounts
@ Non-educated
accounts
Day 30 Day 60 Day 90
Lift to Money
: , Compare
Outcome Unit Isolation
: to program
improvement value factor

cost

One number. Defended.
With a clear assumption and source.




Choosing Two or Three Levers
You Can Actually Defend

Value Lever What to Know
Support deflection: strongest
gug;potr.t lever — proof lives in the
Sreciion service desk

CSM capacity: frame as freed

CSM : strategic time, never fewer
capacity Beopla
Faster time-to-value: only if
A B Faster y

. a onboarding-stage product
| ol ‘__ .~ time-to-value o stsg geh

Retention and NRR: highest
magnitude, slowest to prove —
present last

Retention
and NRR

How Defensible?

STRONGEST

Include?

v

FOCUS
EVIDENCE
CREDIBILITY
IMPACT

B

Cite with source
and date:

7.4% retention,
38.3% adoption,
15.5% support cost

( 6/ ) Pick two or three levers, attach formulas, leave the rest out




AUdience-speCific Messaging Same program value.

Different conversations.

and value Narratives Greater impact.

©
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Executive Sales and CS: Product and Customer-facing: Translate design

framing: one page, education protects engineering: bring clarity, visible rationale into

one number, the renewal their own adoption progress, business language:

decision-focused revenue they own data back to them credentials and tickets dropped
badges

rd
m & | Channels carry the message: steering, QBRs, wikis, webinars, leave-behinds




Practical Assets: One-Page Brief, Roadmap, and Dashboard

One-page brief: problem One-Page Brief
quantified, MVP solution, ROI,
resources, measurement plan e Roadmap
quantiﬁed

Roadmap: map content to - “
onboarding, adoption, expansion, solution .
mastery; pair each with a target metric e Aspeion Expans.on Mastery
Dashboard rule: every panel shows - e e Jﬂ r 3 o
clear action, not just a number g et

) . : Measurement
Storytelling: headline, evidence, plan
implication — simple charts,
labelled axes Dashboard
Build in sequence: onboarding, rseaiine Svidenge Implication

knowledge base, learning paths, |I -
certification, instrumentation || @ =

Leave-behinds for asynchronous
readers, with appendix for
detail-seeking analysts

il .
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Handling Pushback and
Difficult Conversations

Turn objections into progress with a clear, structured approach.

_.)

: Reframe budget
Listen Acknowledge Explore Respond with and timing

without agreeing proof Propose a narrow pilot
tied to an already-
recognised problem.

. o ? sa

Objections are Repeatable sequence: Diagnostic questions: Separate learning Agree who owns

signals: “no budget” listen, acknowledge what feels riskiest, quality concerns from the next step,

usually means without agreeing, what would you need resource constraints; the response date,

“| can't see the return” explore, then respond to see, budget or log repeated objections and who loops in
with proof adoption? as proof assets approvers

LISTEN EXPLORE FEIND SOLUTIONS DIFFICULT CONVERSATIONS » BETTER OUTCOMES



Scenario Practice: Budget Request, Bad News, Sceptical Sales
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Scenario 1— budget Scenario 2 — bad Scenario 3 — product Scenario 4 — sceptical

for certification adoption news roadmap alignment sales

problem, pilot, two levers, state the miss, name bring their adoption education protects

specific ask, cadence the correction, commit data, fix one workflow renewal revenue, not a
to a date rival budget line

Pitfalls

activity metrics as the argument,
hidden assumptions, no sponsor, no date

Debrief every role-play

headline, verifiable evidence, specific ask,
agreed next step

—
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Reporting Cadence, Governance, Fvidence

and Keeping the Story Credible

! Weekly il
completion
pulses

Monthly

operational
dashboards

Better Decisions

Quarterly

executive
summaries

Match cadence to audience:
quarterly executive summaries,
monthly operational dashboards,
weekly completion pulses

One version of truth:

alias identifiers, shared mapping
table, finance/CS/education

pull same numbers

Govern evidence like content:
owner and last-reviewed date
on every metric definition

& >

Retire dashboards
that no longer drive a decision

Privacy and consent
when joining learning records
to account-level data

One accountable owner
plus cross-functional ties
to product, support, CS

FROM EVIDENCE TO IMPACT =



Your 30-Day Communication Action Plan

° Name your top three stakeholders
00 ;
ahr and the one metric each owns

this quarter

Problem
Draft one tailored message each: Impact
= problem—-impact-ask, assumptions Ask

and sources visible

ﬁx Pick one metric to fix reporting
2 4 . ll credibility — time-to-value or
e churn rate
—t Book one stakeholder check-in;
e bring the one-page brief; ask for

a named sponsor

/ Set a verifiable goal, like one cohort
@ comparison presented by day 30

ﬁ,:? Close the loop: did your message
‘\{W C) change a decision, an action, Clearer conversations.

or a budget line? Stronger decisions.
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