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For Marketing Leadership Professionals

EXECUTIVE SUMMARY
In two out of three US firms, senior executives do not regularly interact with target consumers, and 
do not incorporate their needs in decision taking. Their firms do not closely monitor interactions 
with, and do not have a companywide image of, those target consumers. Firms that miss out on any of 
these criteria need a Voice of The Customer Program, which is a systematic approach to incorporating 
customers’ needs in the design of customer experiences.

BOOST THE BRAND WITH A VOICE OF THE CUSTOMER PROGRAM

A Voice Of The Customer program involves the following elements:

· Relationship tracking. How does customer perception of the firm shift?

· Interaction monitoring. What is the client perception of each touchpoint?

· Continuous listening. Spot trends in consumer needs and attitudes. 

· Project infusion. Inject customer requirements in all individual efforts.

· Periodic immersion. Have extensive customer contact in real-life situations to deepen the customer 
need perspective.

R E C O M M E N D A T I O N S

START A VOICE OF THE CUSTOMER PROJECT

The overall customer experience is the responsibility of most CMOs and brand managers. They should 
take the initiative and assign a senior project manager to develop a Voice Of The Customer Program as 
a companywide continuous practice. 

I encourage you to read the full report below.

Jaap Favier, Vice President & Research Director, Marketing Leadership Research

January 10, 2008

Marketing Leaders: Own The Voice Of The Customer 
Building Your Voice Of The Customer Program
an introduction by Jaap Favier
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TRENDS

EXECUTIVE SUMMARY
Many companies say that they don’t have a good connection with customers. That’s why firms should 
consider developing a systematic approach for incorporating the needs of customers into the design 
of customer experiences; what Forrester calls a voice of the customer (VoC) program. Successful VoC 
programs will incorporate listening, interpreting, responding, and monitoring. As customer experience 
professionals roll out VoC programs, they should be prepared to overcome internal organizational 
obstacles.

TARGET AUDIENCE

Customer experience professional, marketing leadership professional

THE MAKING OF A GOOD VoC PROGRAM 

When we asked companies about their customer experience efforts, few reported that their firm’s 
employees shared a common view of customers or that senior execs regularly interacted with customers 
(see Figure 1).1 Firms that are serious about improving customer experience have a lot to gain from 
implementing a VoC program, which we define as:

A systematic approach for incorporating the needs of customers into the design of customer experiences

This definition contains three key elements:

· A systematic approach. Most companies take an informal approach to gathering customer feedback. 
A VoC program should augment — not replace — those ad hoc approaches with a more structured 
way to gather and use customer insights.

· Customer needs. Companies often have access to a great deal of customer data — but customer 
insights don’t automatically surface from data. A good VoC program uncovers the current and 
emerging needs of key customers — and helps identify areas where those needs are not being met.

· Experience design. Gathering customer insights is only an interim step to improving customer 
experience. Why? Because VoC programs deliver the most value when companies actually make 
changes to better serve the customer needs uncovered by the research.
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Figure 1 Few Companies Have A Good Connection With Customers

VoC Programs Need To Listen, Interpret, React, and Monitor 

In earlier research, we identified five components of a VoC program: relationship tracking, 
interaction monitoring, continuous listening, project infusion, and periodic immersion (see 
Figure 2).2 To make sure that VoC programs live up to their potential, firms should incorporate the 
following elements into each of the five components (see Figure 3):

· Listen. All components of a VoC program need clear mechanisms for capturing everything 
from customers’ perspective on specific interactions to their satisfaction with the company. 

· Interpret. Customer feedback needs to be examined by asking questions like “Is the issue we’ve 
uncovered isolated or systemic?” And “Where in our organization can we best deal with this 
situation?”

· React. For each component of a VoC program, firms need explicit processes for making changes 
throughout the organization — based on what is learned from customer insights.

· Monitor. As with any well-run corporate program, each component of a VoC program needs 
automatic feedback loops that track work plans and results.

Source: Forrester Research, Inc.41506
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“Senior executives regularly
interact with target customers.”

“Decision-making processes
systematically incorporate the

needs of target customers.”

“The quality of interactions with
target customers is closely

monitored.”

“Employees across the company
share a consistent and vivid
image of target customers.”

“How well do the following statements describe your company?”

Perfectly describes my company Somewhat describes my company

Base: 74 US companies

Source: Forrester’s Q4 2006 Customer Experience Peer Research Panel
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Figure 2 Goals For VoC Program Components

Source: Forrester Research, Inc.41506
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Examine shifts in the perceptions that customers have of your company.

Gain feedback on how customers perceive the quality level of individual
contact points.

Spot trends in customer needs and attitudes based on their unstructured
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Gain deeper perspective of customer needs through extensive contact in
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Figure 3 Constructing A VoC Program

Source: Forrester Research, Inc.41506
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R E C O M M E N D A T I O N S

WATCH OUT FOR SOME COMMON OBSTACLES

When rolling out a VoC program, firms will likely run into organizational obstacles. Here are a few 
objections that customer experience professionals might hear that represent potential problems.

· “We don’t need a formal process.” Some people may think that their organization already 
has a connection with customers — making a VoC program unnecessary. Rather than getting 
into a discussion about how much that person and his group really know about customers, 
customer experience professionals should point out the importance of sharing customer 
insights widely across the company — and that every part of the organization doesn’t have 
consistent levels of customer insight. 

· “We’ve got plenty of customer input already.” It’s likely that many groups already use 
customer feedback mechanisms, so they may view a VoC program as a threat to those efforts. 
It’s important that a centralized VoC program is viewed as augmenting, not replacing, the 
many customer feedback mechanisms that already exist throughout the organization even 
though it may make sense to consolidate some existing activities over time. 

· “That customer problem isn’t being caused by my group.” When firms start listening 
to customers, they’re likely to hear about problems. Many of the issues uncovered will 
cut across organizational boundaries. To avoid finger-pointing, customer experience 
professionals should work with the executive team to foster an environment where customer 
problems are viewed as opportunities for improvement — not as the foundation for punitive 
action.

ENDNOTES
1 We asked customer experience executives about their efforts. While nearly all of them think that customer 

experience is an important part of their firm’s competitiveness, most of them do not follow a disciplined 
approach to customer experience management. Only about one-half of the respondents have an 
enterprisewide customer experience effort and about one-quarter have an executive in charge of customer 
experience across channels. The most prevalent problems are the lack of a clear strategy and limited budgets. 
See the February 6, 2007, Trends “Obstacles To Customer Experience Success.”

2 Our research uncovered five levels of VoC activities: relationship marketing, interaction monitoring, 
continuous listening, project infusion, and periodic immersion. Companies should create formalized 
programs that address these different types of insight. See the December 10, 2006, Trends “Voice Of The 
Customer: Five Levels Of Insight.”
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