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Customer Education
in a Scaled CX World

Lessons learned from building
educational ecosystems




Journey to success
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Me at the CEdAMA
conference

(ca. 10 years ago)

(no I do not know what this
hairstyle was supposed to be))
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We were still in a world where
maturity = a healthy Educational Services P&L



The path looked pretty linear

Step 1:

Basic curriculum
Buy LMS

Hire LMS admin

Step 2:

Expand curriculum
Service offerings
High-stakes exams
Financial model

Step 3:

Advanced certs
Modular SOWs
Packaged offerings
Public class sched.
Marketing

Cost recovery

Step 4:

PROFIT

-able education
services program

Example maturity
model for
demonstration
purposes.

Any similarities to
real maturity
models, living or
dead, is purely
coincidental.



I had questions:

Would our admins go to
training centers or get
high-stakes certified?

How would this
work for
lower-dollar
customers?

Does a profitable
edu services org fit
our business
strategy”?



That dream 1s still possible,

given complexity, demand, and
sponsorship.

But it’'s not the only path.



If your education program is
meant to scale the path to
customers’ success, that implies
a range of programs.



Education can be an ecosystem

Live

Academy Training

“Broad”
Education/
In-App Scaled CX

Guides Advisory
Boards

Al

Chatbots Certifi-

cation

Partner
Program




Education can be an ecosystem

e Branded
e Connected Ul
e Unified Goals and Ops



This isn’t rinse and repeat.

Each ecosystem is different,
based on your customer profile,
business goals, and skills
needed to achieve them.
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What'’s in an Ecosystem?




Optimizely

The company when I joined:
Product-led A/B testing for
marketers

The company when I left:
Enterprise experimentation
for web and product teams




The Hook for Customer Education

Over time, | heard...
e “We have alarge unmanaged SMB segment who don't know how to use the product”
e “We have expert Technical Account Managers and Optimization Consultants delivering
trainings but that doesn't scale”
e “Self-serve customers are churning because they never get to value with the product”
e “We needto be the organization that democratizes people's ability to do web
experimentation”



2 @ornverse [
Welcome to the Optiverse

A place to learn, explore, and connect around experience optimization.

areanir

E.cosystem: The Optiverse



Anatomy of the ecosystem

e o

| ow-stakes Certs



My Optimizely timeline (4 years)

Help Center

Fake Academy Real Academy

Community

In-App (Digital Adoption)

. Webinar trial g CSM-led training i Academy Live

L ow-Stakes Certs

! Already existed, but not part of ecosystem i Dev Docs
9



Impact

From early on, we tracked support ticket deflection.
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What prO bably Worked() ‘ : April 2014: we released Optiverse, our self-serve,

scalable education program

Empathy. | would sit with the support team and work
the queue during backlog spikes.

Discoverability. We measured it as an operational Tickets per Customer
metric and designed federated search around it. i W R St
Community. Investment in a Community Manager to
ensure p2p support coverage.

Marketing. Co-sponsoring with Customer Marketing
drew attention & unlocked design resources.

- - -
May 2015 Sep 2015 Jan 2016 May 2016




Impact

Each time the company developed a definition of
adoption, we correlated Optiverse activity to it.

What probably worked?

Language of the business. This is how senior leaders
viewed customer health.

Content relevance. \We had the content to support
the idea that we contributed to these metrics.

Correlation vs causation. We didn't claim that we
caused adoption, but that we enabled it.
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Impact

When we had specific programs that could be
tied to measurable impact, we did that. Web Experimentation Onboarding in Pendo (pages &

Y — events) experiment results:

Collaboration with Product. \We had their
sponsorship to take this work on.

271%  Page

Measurable hypothesis. \We were close enough INCRease  Creation

to the intervention and the result.

317% Event

Product analytics. Less debatable than web INCREASE  Creation
analytics.




What didn’t work?

Eventually, exec sponsors changed!

Grew the ecosystem to larger than we could support

Always added, didn't deprecate

Failed to argue for key additional headcount - not perceived as critical
Possibly fell into a ROl trap - correlating after the fact



Checkr

API-driven background
check product focused on
on-demand apps, moving
into staffing & enterprise

Simple Ul for smaller
companies and candidates




The Hook for Customer Education

Over time, | heard...
e “Our customers have alegal and compliance obligation for their background check
processes”
e “Our CSMs are spending too much time answering basic questions from customers”
e “Even ourlarger customers have many recruiters and evaluators who need to know
how to use the product”
e “We can differentiate ourselves through our mission of enabling fair-chance hiring”



Checkr ‘ Learning Center

Hi. How can we help you?

foees |
What would you like to learn today?

Choose a path to start learning. Paths guide you through each role in the background check process.

Help~ Contact adam+demo@checkr.com~

Help Center Contact Us: clients@checkr.com

Learning Center
API Docs

9,526 results

E.cosystem?



Anatomy of the ecosystem



My Checkr timeline (1 year)

Compliance Blog
Cheokr Chectc I videos
. Devdocs |

_____________________________________________________________________________________________________________________________

Fair Chance Cert

FTE: 1 2 4 5



Impact

| started in pure build mode. The Learning Center only
measured activity and account penetration.

Once we started working on help docs, we achieved a
12% decrease in contact rate (on a 10% goal).

What probably worked?

Bias for action. | didn't start with elaborate curricula; |
started making videos.

Vision. | shared the ecosystem vision early and pushed
for key Ul/reporting elements that would get us there.

Consulting around the business. | didn't actively try to

take things over; people came to me to solve problems.

Headcount & program growth came from that.

Help Center Case Deflect

on




What didn’t work?

e Notenough time to see the programs through



Slack

When I joined: Product-led
collaboration platform building a
GTM motion for large global
enterprises.

When I left: Multiplayer,
“wall-to-wall” with high end user
adoption. Acquired by Salesforce.




My Slack timeline (3 years)

_____________________________________________________________________________________________________________________________

Slack Certified (high-stakes certs)

Slack Skills (low-stakes badges)

Partner Academy

FTE:5 n 28



The Hook for Customer Education

Over time, | heard...

e “Enterprise customers need more change management and enablement to roll out
Slack across the company”

e “Specific business units need to use Slack in specific ways, and we need to show them
the art of the possible - then enable it”

e “We needanetwork of qualified admins and developers who are loyal to Slack and
bring it with them from company to company”

e “We needanetwork of partners who can deliver Slack services and set up apps”



st slack certified

Join a Slack
epe Communit
Slack Certified Chapter Y

Grow your Slack skills and prove your knowledge to the world. Getinvolved in a local chapter, where you can

meet up, join events, and exchange tips and
tricks with people in your city. Chapters are

open toall

Slack Skills i Slack Certified
Take courses to earn badges For Slack admins at Consultant

and become a specialist in organizations of all

Slack the full functionality of Slack

Slack Community chapters are meetup-style groups run by dedicated volunteers who want to
spread their passion for Slack to their local community. Join us to connect, share and create
Prove you have the skills to the future of work with other beginners, experts, developers, designers and more.
implement Slack and set clients

and verify your proficiency as a up for long-term success.

Slack Certified Admin.

Thiive Inspire Give Connect

Level up your skills, grow your  Indulge your curiosity, find Share your expertise with the  Find allies to innovate,
career, and work with othersto  new ways to solve problems, community to foster new ways  network and grow with. Make

invent the future of work. and hamess your creativity of thinking, working and friends and have fun!

while empowe-:

dothesam .,
slack  Featuresv solutionsv  Enterprise  Resourcesv Pricing Q  signin REQUEST A DEMO ‘ GET STARTED
Slack Certified . .
©2 min read 0 in @

Dhvslaper Tutorials & videos meo e

Take your skills to the next level
and help build the future of Learning Slack made simple: tutorials, videos and tips to get up to speed and get work done.
Siack Champions are change agents and
work as a Slack Certified
advocates who take action to ampify the
Developer.

- Become a Slack Champion!

Become a Slack Champion!

Slack Champions are change agents and advocates who
take action to amplify the success of Slack within their
organization.

<uccessofSlackwitin thel rganizatin,
) ) o — Jointhe Stack Champion Network
Getting started Using Slack Your profile Connect tools Administration Tutorials & videos
Champlon Taiing Conter
Upcaming Events
Pastvents
Do you speak Reacji? Prefer Clips over
i typing? Does a completed workflow or
Q Tutorials YPing; pleted workflow
the clean slate of a new Canvas give you
Find and start conversations Focus on what matters to you goosebumps? If you're passionate about
elevating performance through Slack's
communication and productivity features,
Find information that you need Finish projects faster then the Slack Champion Network is for

you!

Collaborate effectively in channels Run a productive meeting

Keep work organised with channels Work with external partners in Slack
Not sure where to get started? You're in
the right place!

Ecosystem? Kind of?




Anatomy of the ecosystem

Slack Certified Slac.k
Champions

Partner
Enablement

High-Stakes Certs

Fived Fee & SOWs Partner Academy /

Learning Camp

Slack Skills

Annual Programs

Help Center

Slack
Community

Product-Led




Impact

Building services was slow and steady, and largely
investment-based. Two years in, Slack Certified achieved
modest revenue but grew reach via enterprise customers
and partner networks, after passing Salesforce’s evaluation
standards post-acquisition.

What probably worked?
Cross-functional collaboration. | considered User Ed,
Scale CS, Dev Relations, etc. key partners - and we often

relied on them for curriculum.

Distinguishing high-stakes and skill badges. This gave us
a way to distinguish requests.

Piloting. We embraced the “sketchy baby” before scaling.

Triangulating reach, revenue, impact. Forcing a choice.

Customers Agree!

“Slack’s administration course gave me the know-how and
confidence to begin running Slack at an enterprise level.”

C Smith
sf'fy,, ks Engineer, Ring ' @. | would absolutely recommend the course, because

there’s no better place to learn from than the experts
themselves.”

“While | had been using Slack for years, the Slack Certified

Admin program helped me hone my skills and confirm

Slack best practices. With this new confidence, I've been
. able to onboard and teach other Slack admins!”




What didn’t work?

Quite a bit of “shipping the org chart” vs true ecosystem

Starting with high-stakes meant heavy builds and lower reach (including partners)
Spending so much time on revenue recognition and revops

We aligned curriculum but didn't truly scale CSM-led training

It took a mental toll!



Personio

Get back to the work you love
with the Intelllgent HR Platform

Leading HR software in
Europe focused on SMB.
Many low-ACV accounts
who have low HR
knowledge but a need for
compliance.




The Hook for Customer Education

Over time, | heard...

“We're making a proactive investment in scaling support”

“We already have a help center and community and want to unite them and grow”
“Our implementation managers spend too much time on repetitive tasks”

“We need to support more efficiently - driving Contact Rate and Handling Time”
“We need to make activation more predictable and customer-friendly”



Forsonis Products v Solutions v Plans  AboutPersonio

Your to the
future of HR

begins here

Find allthe resources to get the most from Personi, in one place.

Academy Help Center

O 0

Voyager Academy Help Center

tyourlearning jo scover new fe Allthe knowledge about Personio from Implementation to

© ConactourSdesTeam @ EN

© swron & o £ Y

Book your demo.

Personio

Voyager

Community

@)

Voyager Community
Ask fellow Personio users your questions, sh
help ot w

advanced usage. Exclore Ip Center to
you need.

Visit Help Conter >

;." eaing ) (

) C Jointhediscussiontoday

&
o

Professional Services Premium Support

Explore our targeted services to help you unlock more value from  Get the rght support and partnership to reach your goals.

Personio

L
L
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Personio product updates
Here you wilfind all the new feature updates in Personio, Explore
the monthly webinar for all Personio users!

Academy v Product Updates Personio. System Status

Welcome to our Community!

Help Center

o

2453 Topics 5338 Foplies 3,971 Mermbors

o
pe—r Tt

Collct pots by

4 Join the Journey & Support a Good Cause

For every comment. wel dorate 851

Amagical Chr
through the Community

=

Ligns, Taditons, and Memcrias:What iakes Chisimas Magial o You?

oyager Hepcenter v Communty v Acsdemy v ProductUpdates Personio System Status

Start your
learning

Growyour

AL

& Personio Admin

4 Join Our Holiday EIf on Their Journey Through the
Community & Comment for a Good Cause

Commundy, Evry year.we inthe oyager Community ik of e fstve season witha specil
e, we sreexce 1 noduce you o our newest member, whoissearchng o

Christms Wisistfor HF: Whats cn Your List?

Personio

Academy

Explore training by role

People Professional

Ecosystem: Personio Voyager

Personio

o Voyager

er

Community




Anatomy of the ecosystem

| oigicx
Ops
Online




My Personio timeline (3 years, so far)
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Customer Advisory Board

“‘Channels” & Comms

Internal Enablement

Al Chat Support



The strategy is
consistent

We started with a focus on operational
efficiency and contact rate. That's
become even more important in today’s
economy!

But we also know the “frontiers” we
should move for, and that informs which
initiatives we prioritize.

Our strategy

(updated for 2025+)

Because we help customers at
scale, we build operational
efficiency via lower contact
rates & handling times.

With the right content and
programs at the right time, we
increase activation, adoption,
retention and ultimately NRR.

If we build this right, we'll
differentiate Personio in the
market by being the #1
educational brand in HR.

]

Power the Personio Economy (longterm)
Drive career success for HR/Payroll
professionals and a competitive moat for
Personio, creating brand advocates.

Grow the brand (ongoing, increase focus)

Through the Voyager ecosystem, drive higher
engagement with our product, yielding activation
rates, customer satisfaction and ultimately retention.

Build the base (ongoing)

Drive operational efficiency via customer self-service
and contact rate deflection, and reducing manual
efforts around activation/adoption.




Impact

Qur first goal has always been Contact Rate and
driving efficiency through scale. With Digital CX,
we're also driving activation and adoption for
smaller customers.

What probably works?

Voyager brand vision. \We have a vision
anchored on an educational brand.

Cross-functional collaboration. Constantly
aligning with Product, Marketing, and CSM to
drive common goals.

Taking a number. Commitment to Contact Rate
holds us accountable to protect the bottom line.

Team identity. We show up together and move
toward the vision, even if not everyone agrees.

ers | Blue = Contact Rate

Total Self Serve Volume vs Contact Rate:

- O ; 8 consumption of our self-serve resources is a strong
L]

predictor of lower the Contact Rate

Total Self Serve Volume vs

0 89 consumption of our self-serve resources is a strong
L]

predictor of higher Adoption Health Score
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The future



The ecosystem structure isn’t
the important part.



This could all look different

Training

Community

Source of truth will still be important, but creation and
distribution more automated. Design for Al distribution.

Content dev will become more accessible, but stronger
divide between “microlearning” and “training services.”

People and connections will still be important, but how
long will online forums remain?

May just become “CX” - not an adaptation of high-touch
CSM practices



Paying attention to your
business is the important part.



Pay attention to what your business
needs.

Position your unique solutions and
get in the mix.

Take a number that ties to revenue.

Build a track record and make the
case for a right-sized team.



And keep questioning.

Things will keep evolving.



THANK YOU



