Customer Education Roles,
Responsibilities, and Handoffs

/ Purpose:
@ one shared map of who owns what across the
education lifecycle

Cost of ambiguity:
duplicated content, inconsistent messaging,
late education involvement

Commercial value:

EIDI:I faster time-to-value, less rework, stronger
retention and expansion

Core vocabulary:
m enablement vs education, onboarding, adoption,
handoff, intake brief, RACI, SLA

Scope:
{é} roles, boundaries, handoffs, governance,
measurement — not full instructional design

Takeaways by audience:

M governance models, intake standards, escalation
paths, alignment points, business case




Background: How the Education Function Has Changed

Customer Enablement Customer Education Reactive Support

The broad motion to help customers A structured subset of enablement A reactive, ticket-by-ticket
succeed. that builds knowledge proactively. approach to solve issues.
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Education is now revenue-adjacent, not a support side project

Enablement is the broad motion; education is its structured subset

Education is proactive and programmatic, unlike reactive ticket-by-ticket support
Left as everyone's job, education becomes no one's job

Maturity signals: named owner, budget, roadmap, measurable outcomes

“Education’, 'enablement’, and 'digital CS" are used interchangeably—a handoff risk



Operating Models and Where Education Sits

Education can report from different places. Here are five common operating models.
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Five reporting homes: CS, Professional Services, Marketing, Product, or independent Center of Excellence

Centralized maximizes standards but risks bottlenecks; federated scales faster but drifts
Most organizations blend two or three models, especially as they scale globally
Selection criteria: size and stage, product complexity, segment mix, geography, CS maturity

Center of Excellence needs executive buy-in and structured service agreements to work

Org chart decides which goals education inherits, so discuss reporting line too




Core Functions Inside a Customer Education Team

Program leadership

strategy, KPIs, roadmap, budget, headcount,
impact reporting

Curriculum and program management
goals, objectives, sequencing, feedback-driven
updates

Instructional designers

SME expertise into lessons, scripts, assessments,
learner journeys

Content and delivery

e-learning developers, technical writers,
facilitators, trainers

Platform and data

LMS configuration, integrations, access,
tracking, learning analytics

COD ‘ Small teams merge these functions; coverage matters more than job titles



Core Roles and Responsibility Boundaries i e ccosystem

© 6060060006

Education Instructional Support and Product Ops and
leader designer technical SMEs marketer sponsor
owns strategy, owns objectives, surfaces learning supply product owns positioning provide systems,
budget, stakeholder sequencing, needs, drives depth and accuracy;  and launch timing; data, funding, and
alignment, and assessments; adoption, owns their time must education owns executive air cover
program outcomes measured on the customer be protected the 'how to use it'
v, effectiveness, relationship P Zh
? not activity ? ////
Blur point Blur point | Blur point
one-off CSM undocumented | marketing-written
training support docs | how-tos

CLEAR ROLES. FEWER GREY AREAS. Aligned peop{e.
GREATER IMPACT. Stronger learning.




Adjacent Functions That Overlap With Education

Customer success

Support
000 account-by-account @ p.p ) .
o adoption; education top ticket categories
scales content; share be'co'me'the education
metrics priority list
Product marketing m o Professional services
CQ owns awareness and Q% and partner enablement
demand; education Education deep expertise, may

owns how-to-use need own tracks

o Digital CS, community,
@ Product and engineering ?a% sales enablement, L&D

define boundaries




The Customer Lifecycle and Its Handoff Points

Marketing Sales CS Education Support Product
to education to CS to education to support back to education to education
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c<§ Map six primary handoffs: sales to CS, CS to education, education to
support, support back to education, product to education, marketing to education.

Sales-to-CS transfers context: why they bought, success criteria, stakeholders,
risks, and every deal commitment.

= Education handoffs lose detail too: needs arrive with segment, severity,
and evidence intact.

58’) Customers experience one continuous relationship, so a dropped handoff
breaks the whole experience.

@ Every handoff needs one named owner, one backup, and an explicit
escalation trigger.



Designing Handoffs: Triggers, Artifacts, and Feedback Loops

Clear handoffs create continuity, set teams up for success, and improve over time.

Anatomy of a Handoff
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Trigger Inputs

&

Standard artifacts

Standard artifacts:
intake brief, stakeholder
map, success criteria,
review checklist.

owner

What receivers need

What receivers need:
success criteria in
customer's words,

champion, commitments,

timeline.

@—)

Outputs Named Timing

Standard Artifact
Intake brief
O Completeness
0 = is the entry gate;
accept or return
Feedback O against a checklist.
loop 0

=

Insights and learning

Ticket spikes, CSM call
time, and community
questions return as
scored themes.

Segment by deal size

Segment: light templates
for small accounts,
deeper review for
enterprise deals.

BETTER HANDOFFS. BRIGHTER OUTCOMES.



Common Handoff Failure Modes and Lightweight SLAs

Where Handoffs Break Lightweight SLA Mechanics

Three structural causes

1 0 e g : .
f@» misaligned incentives, no consistent
process, no visibility = — —= 7]

Recurring fixes Response Decision Coverage Escalation
ambiguous ownership, late education, clock clock and pause triggers
dropped context, no loop-closing conditions

3 Log gap types SLA mechanics

= scope, technical, stakeholder, timeline —

each with owner and severity

Measure the Right Way Keep It Lightweight
Measure median and B |
2 II 90th percentile, not average — = E MDD ;‘N Et ?kcomp ete
requesters feel the tail. request looks like.

Q

CLEAR HANDOFFS Ownership STRONGER OUTCOMES



Role Clarity in Practice: Five Cross-Functional Scenarios
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Major launch Custom training Recurring support ~ Campaign reuse Regional training
request confusion
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MARKETING ~ EDUCATION SALES EDUCATION SUPPORT PRODUCT MARKETING ~ EDUCATION CENTRAL REGIONAL
Major launch: marketing Custom training Recurring support Campaign reuse: Regional training:
positions, education request: score by confusion: score as education approves central standards,
owns learning path, frequency, segment education theme, accuracy; metrics stay local delivery,
product owns breadth, ARR exposure, route product defects on adoption, not localization, and

feature truth effort to product impressions enrolment




Governance: RACI, Intake, and Decision Rights

Clear roles. Consistent processes. Better decisions. Greater impact.

RACI at the ACtiVity Level Match the right people to the right work. Core Governance Artifacts Set the foundation for scale.

Responsible = Accountable Consulted Informed

Activity R) (&) (©) ) =10 o
i - =mm
Plan program . . > i S
Charters Intake forms Content
Develop content & ® calendars
Review and approve . .
Launch and deliver ) & M —
Measure and iterate . . Review boards Service agreements
= & &R
RAt_:ZI_/RASCI at Intake discipline Decision rights Meeting rhythm
activity level incomplete requests are new tracks, custom QBRs, education council,
responsible, accountable, returned quickly and requests, content reuse, dashboards visible to
consulted, informed consistently priority arbitration revenue leadership

@ ‘ Purpose: system improvement and faster cycle time, not blame.



Metrics and Shared Accountability Across Teams

A connected view from learning to business impact

nll

Tier metrics: activity,
performance, product
behaviour, health,
business outcome

Business
outcome

Customer
health

Product
behaviour

Performance

Learning
activity

O
oo

Compare trained

versus untrained cohorts,
controlling for size,
segment, CSM attention

Shared Metrics Across Teams

all

Avoid vanity metrics;
report in the language
of revenue and cost

&

Use handoff-quality
scores and document
completeness as
leading indicators

PEOPLE /

PROCESSES [

@ Time-to-first-value

@ Onboarding
completion

@ Ticket deflection

—®— Median

-+« = 90th-percentile

©

Accountability without
blame: find where
the system leaks

BETTER OUTCOMES




Tooling, Content Operations, and Al Support

Content and Learning Tools

M
@ Knowledge base

_\

“

R In-product guidance —

/ Authoring

0Oo Project
o> management

CONNECTED TOOLS.
CLEARER LEARNING.
GREATER IMPACT.

-
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~ O  Leamner-to-

( Y account mapping

Health scores

Ticket categories

3

Intake brief a D

v Education

Vv —_— backlog
 —

060600000

Systems carrying role clarity:
LMS, knowledge base, in-product
guidance, CRM

Content ops: inventory, version
control, review cycles, retirement
of outdated material

Content decays fast—every
release breaks something

Key integrations: learner-to-
account mapping, health scores,
ticket categories

Automation: status labels, intake
gates, lifecycle enrolment,
recert reminders

Al wins: first drafts, video,
translation, analysis—but never
fixes fragmentation

Accuracy and learner impact
still need a named human owner



E‘ilding Role Clarity Into
Onboarding and Team Development .,

Onboard new education staff with " | v y
role expectations, handoff protocols, Role Charter Oﬁ::rnta e
and intake standards

Create public, version-controlled What This Role Owns
role charters that state what each

role does not own

[ ]

@
Cross-train CS, support, and product
marketing on boundaries and
escalation paths

O

@

What This Role Does Not Own

Use CSMs as content advisors,
not authors, to reduce one-off
training

Handoff Protocols I N
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Tie performance to handoff quality:

completeness scores, time-to-kickoff Review/Cadence

Sustain alignment through
communities of practice and
planned change responses




Action Planning: From Clarity to Handoff Improvement

& ) S—y

Self-Assessment Plan One Pilot and Iterate Document
Priority Handoff and Expand

8 Name your biggest role ambiguity
and biggest handoff failure Avoid too many artifacts,
_ r) . rigid rules, and
@ Pick one high-impact handoff: trigger, A doclinentationirot
inputs, outputs, owner, timing, loop

@ Implement exactly one governance
artifact first

30-60-90 plan: learn and instrument,
pilot and iterate, refine and expand

Pilot four to six weeks, then scale

Speak leadership's language: time-to-value,
rework, cost-to-serve, retention

O ®
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Scan the code or click anywhere to watch this course live, with voice Q&A
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