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Five Steps

    A recently published Forrester Research report1 highlights how customer experience is 

one of the most vital areas for online businesses. In fact, 91 percent of executives surveyed said 

that customer experience is either critical or very important to their companies in 2008.

This is great news as it demonstrates a movement by companies into the next generation of web 

site optimization. But this same report also reveals that most companies lack a disciplined 

approach to improving customer experience.  

Building an Online
Customer Experience

Competency:

Learn the Five Steps > 



At Tealeaf, we want to help you succeed in your 
online customer experience efforts 

With this goal in mind, we’d like to share five steps you can take to 
establish an online customer experience competency within your 
organization:

1. Monitor customer experience KPIs.

2. Proactively examine and respond to known technical issues.

3. Listen to your customers.

4. Prioritize customer experience issues based on business impact.

5. Observe and review actual customer behavior.

These five steps are not rocket science, just proven best practices — 
validated at more than 300 active Tealeaf deployments — that can be 
easily implemented within your own company. It is our desire that reading 
this guide will empower you to align your customer experience view to that 
of your customers. So let’s get started…

Why focus on customer experience now?

It’s very difficult, if not impossible, to build and maintain a dynamic web 
site that works flawlessly every moment of every day for every customer. 
Between implementing new content, changing technology, managing 
internal stakeholders, and designing for customers who have different 
objectives, learning styles, and backgrounds, you could never produce a 
100 percent error-free site. After all, to err is human.

And it’s no big surprise that online customers experience problems from 
time to time. We’ve all encountered them, whether it is difficulty logging 
into an account, adding an item to a shopping cart, navigating through 
a site, or getting a confusing error message. Yet, with the proliferation of 
message boards, blogs, and social networking sites, one poor customer 
experience can take on a life of its own, potentially damaging your brand 
and bottom line. 

“Tealeaf’s customer 

experience data 

has been a common 

language at ARC. From 

customer service and 

the development team, 

to product management 

and the executive staff, 

Tealeaf provides the 

common thread in how 

we talk about servicing 

our customers better.”

–  Michael Tarajos, Customer 

Experience Management Lead, 

Airlines Reporting Corporation

The impact is greater than you think

A 2007 Harris Interactive® poll2 on customer behavior reveals a high level 
of consumer intolerance for ecommerce failures and the “double threat” 
that these failures present to online businesses. This survey illustrates 
an alarming rate of web site issues — with nine out of 10 consumers 
experiencing difficulties online. To make matters worse, the same survey 
reports that 42 percent of consumers abandon their transactions when 
they experience online road blocks or simply switch to a competitor. In 
addition, the same survey uncovers a second threat to your business. 
Customer service centers are ill equipped to respond effectively to the 
needs of online customers. This poor level of service triggers a second 
wave of customer abandonment. Of consumers polled, 49 percent of 
those who contacted customer service after experiencing an online issue 
did not have the issue resolved, and a whopping 52 percent stopped 
doing business with the company as a result. Between web site glitches 
and bad customer service, an estimated $50 billion in potential consumer 
transactions are at risk throughout the remainder of this decade, in just  
the retail and travel industries alone.

While many companies believe they are delivering adequate online 
experiences, their customers are in pain. Why do most organizations 
miss the mark? According to Forrester Research3, only 12 percent 
of respondents in a recent survey take a disciplined enterprise-wide 
approach to improving online customer experience. In other words, only 
few ebusinesses are truly changing company culture by mobilizing the 
entire company around what matters most to the customer. Instead, the 
common scenario is that each department works in its own separate silo  
to solve online customer issues. IT folks look at online problems one way. 
The marketing department approaches these issues from a completely 
different viewpoint. And the contact center is left to interface with 
customers without sufficient information about the web site or common 
online customer issues.

2 “Survey of Online Customer Behavior;” Harris Interactive, August 2007

3 “Customer Experience Spending Intensifies in 2008;” Forrester Research, Inc., February 26, 20081 “Customer Experience Spending Intensifies in 2008;” Forrester Research, Inc., February 26, 2008

 Nine out of 10 consumers 

experience difficulties 

online. To make matters 

worse, 42 percent of 

consumers abandon 

their transactions when 

they experience online 

road blocks or simply 

switch to a competitor.

Harris Interactive2



The Solution:  
Customer Experience 
Management
Improving online customer experience requires organizations to have 
one view of the online customer and to utilize a common language when 
discussing customer experience. An effective Customer Experience 
Management (CEM) solution captures and records what each customer 
is doing and seeing in real time on every page and across all site visits. In 
doing so, a CEM solution gathers quantitative experience information about 
true customer behavior — information that is foundational to effective web 
site optimization efforts. 

Often organizations use a CEM solution tactically to answer the “why” 
questions about their web sites: Why did so many customers abandon the 
credit card application on the second step rather than the first step? Why 
are customers searching for products multiple times and still not adding 
items to shopping carts? A more strategic approach is to convert this 
powerful customer experience data into a common language and use it to 
build a customer experience competency across your enterprise.

  
 Monitor customer experience KPIs

First things first: how user friendly is your site?

Often companies focus their customer experience efforts on trying to 
deliver faster online response times and better page performance. Yet 
ironically, in each of the three years the Harris Interactive survey has been 
conducted, less than three percent of customers reported abandoning 
a site due to slow page response time. Instead, site usability continually 
ranks among the top priorities for online customers, including:

• The ability to compare different products/services

• Straightforward navigation

• Ease of completing the transaction

• Confirmation upon completion of the transaction

This finding is further supported by Forrester4, who reports that 84 percent 
of online retailers said their top priority for improving online experiences this 
year is to focus on improving site usability.

With a CEM solution, it’s easy to establish and track customer experience 
key performance indicators (KPIs). In general, KPIs serve as a daily baseline 
and method for setting improvement goals. They’re also your daily passing 
or failing grade with customers. So to help you optimize site usability, all 
you need to do is determine what customers want from your site.

If your customers want to login easily, you’ll need to create a KPI to monitor 
and score how many customers attempt to login more than once. Or, if 
they want to easily complete a transaction (e.g. transfer money from an 
account, request a quote, purchase an item, reserve a flight, etc.) set a KPI 
to track the number of customers who abandon a business process after 
running into a specific issue such as abandonment with application errors 
or abandonment with re-entering credit cards. Now that your KPIs are set, 
you can proactively monitor your customer experience score each day. 

 

“With Tealeaf, we now 

have the ability to give 

our web applications 

a grade based on a 

comparison of the 

number of customer 

completions and pre-

defined business goals.”

–  Marj Hutchings, Director of Internet 

Operations, Esurance
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1
STEP

Every online business is 
unique. Create and monitor 
customer experience KPIs 
that are meaningful to your 
organization.

TIP #1



  Proactively examine and respond  
to known technical issues

What common online roadblocks are your customers 
experiencing today?

Once you’ve established meaningful KPIs, always keep a watchful eye on 
the known technical issues to better understand why customers succeed 
or fail. 

For example, you can correlate slowdowns in response time to task 
completion or conversion rates. An increase in the time it takes to get 
search results from two to three seconds may have no impact on a 
shopper’s purchase decision, but the same increase in response time 
for displaying the product details page could have a huge impact on 
conversion rates.

Here are common technical issues that you should look for:

• Known error pages such as the global error page.

•  Known application or system messages containing such words as 
“sorry,” “apologize,” and “invalid.”  

•  Known slow performance like when a page requires more than 10 
seconds to be delivered to your customer.

Using a CEM solution, you can track all of these types of technical issues 
that may impact customer experience. You can define thresholds for 
each issue and be alerted via email or to system management consoles 
when the thresholds are exceeded. You can even base these thresholds 
on previous site activity so that you are alerted when the percentage 
of customers getting an error exceeds 10 percent of the maximum 
percentage in the past month.

Real-time knowledge of technical obstacles allows 
you to intervene immediately, before a greater 
number of customers are impacted by a poor 
experience. By allowing you to replay affected 
customer visits, a robust CEM solution will help 
you quickly discover and resolve the underlying 
issue. A CEM solution also enables you to better 
understand the real business impact of the problem 
and prioritize potential fixes accordingly.

“We have made the giant 

leap from wondering 

what obstacles are 

causing our dealer 

customers pain when 

they use our web site 

to being able to quickly 

answer why they are 

happening and then 

address the cause.”

–  Tonja Green, Ecommerce Manager, 

Trek Bicycle Corporation
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Listen to your customers

Do you understand the real story behind their complaints? 

Online customer complaints are expressed across many different avenues 
— through contact centers, site feedback forms, voice-of-the-customer 
surveys, blogs, and online public forums. When customers complain about 
their experiences online, do you go beyond the words to understand and 
validate what really happened? Or, do you take complaints at face value? 
Or, worse, do you disregard the complaints?

Consider the following scenario: a customer survey shows that on average 
your customers think very poorly of your shipping policies. On the surface, 
your policies appear the same as your competitors. Could the low score 
be attributed to an incorrect shipping calculation? Or, are customers just 
confused by the information they received during the checkout process? 

With a CEM solution, you can dig beyond the feedback to understand 
the context in which it was given. By replaying several shopping sessions 
from low-scoring respondents, you immediately learn that customers who 
selected UPS for bulky items were getting incorrect shipping rates. Now 
that’s the real story!

Here are some practical ways to listen actively to your customers:

•  Contact centers: Ensure your representatives escalate issues 
for investigation via trouble tickets, and periodically examine the 
tickets looking for common issues. Once you’ve identified a frequent 
compliant area, use a CEM solution to search for related customer 
sessions and replay the actual customer experience that triggered the 
complaint.

•  Feedback forms, surveys, blogs, and public forums: Look for 
trends in complaints and take advantage of names or email addresses 
given by customers to track down their session with a CEM solution. 
This will provide visibility into where the customer was on your site, 
what they did, and what customer experience obstacles they did or 
did not encounter. 

“With Tealeaf we have 

full visibility into the 

actual behavior of our 

millions of customers. 

Drawing insight 

from this honest view 

of our customers’ 

online experiences is 

exponentially better 

than the limited 

information which could 

be gleaned from other 

qualitative data sources 

such as surveys or focus 

groups.”

–  John Keast, Chief Operating Officer, 

VEGAS.com
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Don’t overlook the known, 
and obvious, technical 
issues. How many 
customers are waiting for 
you to be proactive?

TIP #2

You don’t need to invest 
thousands of dollars 
to capture customer 
feedback; all you need 
to do is stop and listen. 
And once you do, let the 
amazing discovery begin. 

TIP #3



  Prioritize customer experience issues 
based on business impact

What’s really at stake for your business?

When you discover a customer experience issue, you need to step back 
and immediately quantify its impact on conversion or revenue. After all, 
web problems are business problems. This crucial analysis is often the 
missing link that prevents ebusinesses from prioritizing their most business-
critical issues or even addressing some issues at all.

• For every issue, start answering these bottom-line questions:

• When did this issue start?

•  How many times has a specific customer encountered the same 
problem?

•  How many customers per day experience the problem, and which 
ones?

•  What is the difference in our conversion rates between customers 
who experience the issue and those who do not?

• How much business is lost every day because of this issue?

A business-focused CEM solution captures customer experience data in 
real-time and inspects it against a set of defined business rules. It delivers 
accurate insight into customer successes and failures by measuring 
frequency and trends across all transactions, while enabling you to answer 
the above questions. At the end of the day, this customer insight leads to 
a quantifiable business case that becomes a benchmark for setting your 
customer experience optimization priorities.

While web analytics, system performance reports, and call logs try to 
answer these questions, they are more adept at answering, “Which 
campaign performed best today?” and “Where do visitors drop out of the 
conversion process?” But to respond to more probing business questions 
about customer behavior, you need to incorporate a CEM solution that 
reports every interaction a customer has with you site — what did the 
customer actually see and do, and why? 

“Our traditional web 

analytic product 

provided lots of data, 

but nothing was 

actionable. Tealeaf, on 

the other hand, allows us 

to continually discover 

big wins. Now, we are 

constantly finding areas 

of our sites to tweak 

and improve. Tealeaf is 

delivering astounding 

business benefits.”

–  Michael Marston, Vice President 

of Ecommerce and Product 

Management, Art.com

4
STEP

  Observe and review actual customer 
behavior

What do you need to do (or not do) next?

It’s applicable for both human nature and web sites — you don’t know 
what you do until you know what you don’t do!  

One of the best business practices in call centers is ad hoc monitoring and 
reviewing of customer telephone calls. You know the drill, “This telephone 
call may be monitored and recorded for training and quality assurance 
purposes.” What happens next is representatives from key departments 
select random calls to analyze from start to finish. Together, they work as a 
team to glean common insights on how to improve customer service. 

Did you know this same business practice can also be applied to your 
web site using a CEM solution? It also complements usability testing by 
addressing its key drawbacks, specifically limited user populations and 
unnatural laboratory environments.

Here are recommendations to help you get started:

•  Reach across the organization to gather stakeholders from all key 
departments in a meeting. (Remember customers do not see you as 
marketing, IT, development, operations, design, or customer support; 
they view your organization as one company.)  

•  Choose one suspected site trouble spot (e.g., the registration 
process, the mortgage application process, etc.) to investigate. 

•  Randomly select 10 or so sessions that show customers who visited 
those pages, and watch these customers interact with your site.

•  Use this practical insight to evaluate whether a problem exists (or 
not), and determine where the problem should fit within your site 
optimization priorities. 

•  And most important, meet together frequently, not just once a year, for 
maximum results.

Without a doubt, ebusinesses that take the time to observe actual 
customer behavior are able to address suspected problems before they 
have major impact on the business. 

What buried customer behavior will you uncover next? 

5
STEP

Above all, prioritize those 
issues that will improve 
customer conversion and 
retention rates; don’t waste 
manpower chasing after 
inconsequential issues.

TIP #4

Grab 10 customer visits 
a week and see if there’s 
a common thread. Then, 
work together to create an 
optimization action plan. 

TIP #5

“Tealeaf bridges business 

and IT through the 

prism of our customers’ 

experiences - our utmost 

priority.”

– Wes Graham, Director of Internet   

 Distribution, US Airways



Summary

Building a successful online customer experience competency is an 
evolving, incremental process, not a one-time initiative. It will transform 
how you think about your online customers, and in return, bring rewarding 
results. Best of all, building a customer experience competency will unite 
employees with a common language. It will help break down department 
barriers and align everyone around a shared customer experience. It will 
change your business.

Tealeaf invites you to join other successful companies such as Airlines 
Reporting Corporation, Art.com, Esurance, Improvement Direct, Trek 
Bicycle Corporation, and VEGAS.com, and start building your own 
customer experience competency across the enterprise. 

Remember: Stop, look, and listen together…as much can be gained from 
truly understanding your customer experience.

“Tealeaf very positively 

impacts our company 

culture by opening lines 

of communication on 

customer experience 

and providing truly 

actionable information. 

Now, when we get 

together to discuss our 

customer experiences, 

we can actually see them 

and fully understand 

why they are or are not 

working. We’ve had a 

lot of ‘eureka’ moments 

since deploying Tealeaf 

that are all feeding back 

to the ultimate success of 

our business.”

 –  Christian Friedland, President, 

Improvement Direct
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About Tealeaf

Tealeaf is the leading provider of online customer experience management 
solutions and the unchallenged leader in customer behavior analysis. 
Tealeaf’s CEM solutions include both a customer behavior analysis suite 
and customer service optimization suite. For organizations that are making 
customer experience a top priority, these solutions provide unprecedented 
enterprise-wide visibility into every visitor’s unique online interactions for 
ongoing analysis and web site optimization. Online executive stakeholders 
from ebusiness and IT to customer service and compliance are leveraging 
Tealeaf to build a customer experience management competency across 
the organization. Founded in 1999, Tealeaf is headquartered in San 
Francisco, California, and is privately held. For more information, visit  
www.tealeaf.com.


