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Journey to success



Background

01 This is

FULL CIRCLE 
MOMENT

a bit of a



Me at the CEdMA 
conference

(ca. 10 years ago)

((no I do not know what this 
hairstyle was supposed to be))



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:

How would this 
work for 

lower-dollar 
customers?

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

Does a profitable 
edu services org fit 

our business 
strategy?



That dream is 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

“Broad” 
Education / 
Scaled CX

Docs

Academy Live 
Training

Comm-
unity

Advisory 
Boards

In-App 
Guides

Certifi-
cation

Partner 
Program

AI 
Chatbots



Education can be an ecosystem

Scaled CX

● Branded
● Connected UI
● 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.



What’s in an Ecosystem?
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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, I heard…
● “We have a large unmanaged SMB segment who don’t know how to use the product”
● “We have expert Technical Account Managers and Optimization Consultants delivering 

trainings but that doesn’t scale”
● “Self-serve customers are churning because they never get to value with the product”
● “We need to be the organization that democratizes people’s ability to do web 

experimentation”



Ecosystem: The Optiverse



Anatomy of the ecosystem

Docs Academy Community

Help Center

Dev Docs

Online Courses

Academy Live

Low-stakes Certs

In-App



My Optimizely timeline (4 years)
Help Center

Fake Academy

Academy Live

Real Academy

Community

Low-Stakes Certs

Custom Svcs

Dev DocsAlready existed, but not part of ecosystem

Delivered ad hoc by Solution Architects

CSM-led trainingWebinar trial

In-App (Digital Adoption)

FTE: 2 4 7 9



Impact
From early on, we tracked support ticket deflection.

What probably worked?

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

Discoverability. We measured it as an operational 
metric and designed federated search around it.

Community. Investment in a Community Manager to 
ensure p2p support coverage.

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



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.



Impact
When we had specific programs that could be 
tied to measurable impact, we did that.

What probably worked?

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

Measurable hypothesis. We were close enough 
to the intervention and the result.

Product analytics. Less debatable than web 
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 ROI trap - correlating after the fact



Checkr

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

Simple UI for smaller 
companies and candidates 



The Hook for Customer Education

Over time, I heard…
● “Our customers have a legal and compliance obligation for their background check 

processes”
● “Our CSMs are spending too much time answering basic questions from customers”
● “Even our larger customers have many recruiters and evaluators who need to know 

how to use the product”
● “We can differentiate ourselves through our mission of enabling fair-chance hiring”



Ecosystem?



Anatomy of the ecosystem

Client Docs AcademyApplicant Docs Dev Docs



My Checkr timeline (1 year)

Compliance Blog

“Checkr Check-In” videos

Dev docs Dev docs

Learning Center

Client Help Center Client Help Center

Applicant Help Center (collaborating)

Fair Chance Cert

FTE: 1 2 4                 5



Impact
I 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. I didn’t start with elaborate curricula; I 
started making videos.

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

Consulting around the business. I didn’t actively try to 
take things over; people came to me to solve problems. 
Headcount & program growth came from that.



What didn’t work?
● Not enough 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)

Learning Services

Slack Skills (low-stakes badges)

Help Center, User Education, Developer Relations, Scaled CS, Champions, Community

FTE: 5 11                 28

Partner Academy



The Hook for Customer Education

Over time, I heard…
● “Enterprise customers need more change management and enablement to roll out 

Slack across the company”
● “Specific business units need to use Slack in specific ways, and we need to show them 

the art of the possible - then enable it”
● “We need a network of qualified admins and developers who are loyal to Slack and 

bring it with them from company to company”
● “We need a network of partners who can deliver Slack services and set up apps”



Ecosystem? Kind of?



Anatomy of the ecosystem

Slack Certified

User Ed

Partner 
Enablement

Help Center

High-Stakes Certs

Slack Skills

Partner Academy /  
Learning Camp

Slack 
Champions

Slack 
Community
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Services

Fixed Fee & SOWs

Annual Programs



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. I 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.



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

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, I 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”



Ecosystem: Personio Voyager



Anatomy of the ecosystem

Docs & Content 
Ops Academy Community Digital CX

Online 
Community

Customer Events

Advisory Board

In-App

Email

Help Center

“What’s New”

Video



My Personio timeline (3 years, so far)

Help Center

Academy

Community

Customer Events

CAB (Cust. Marketing)

“Channels” & Comms

&Connect

Customer Advisory Board

Digital CX

Internal Enablement Revenue Enablement

AI 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.



Impact
Our 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.



The future
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The ecosystem structure isn’t 
the important part.



This could all look different

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

Docs

Training

Community

Digital CX



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


