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Purpose-built technology is the foundation of today’s Customer Advocacy 
programs. A software application designed specifically for managing customer 
advocacy programs simplifies the search and sharing of customer perspectives 

(peer to peer or through content) that buyers expect 
and rely upon more than any other source. Without 
technology and the effective use of technology, the 
process is time consuming, frustrating, error-fraught, 
and unmeasurable. But technology in and of itself isn’t 
a panacea. Just as a finely tuned race car is just a car 
until it is in the hands of a great driver and supported 

by many others behind the scenes; a customer advocate management app is just a 
tool without the right leadership, endorsement, and engagement. That is why a well 
planned and executed user adoption program is essential to your success.

DEFINING SYSTEM ADOPTION GOALS

Let’s begin with an important question: How should your organization measure 
adoption? The purest outcome-based measurement is revenue influenced by 
advocate program assets (contacts or content). Any sales enablement app worth 
its mettle should be able to produce this number. If use of the software influences 
$100M in additional revenue per year, then even the most skeptical finance wonk 
would call the software a high return investment, regardless of user volumetrics 
(e.g., the number of logins, requests, etc.). However, let’s look at those volume-based 
metrics. In most applications, there are a variety of end-user actions (i.e., behaviors) 
that indicate adoption. Some should be weighted more heavily than others based 
on importance to the end goal. Start by creating that list and assigning relative value 
to the actions. Next, set some expectations that define low, moderate, and high 
adoption. Use the following strategies to reach, then exceed your adoption goals. 
However, don’t define your goals in a vacuum: involve your stakeholders. 

1. SEEK STAKEHOLDER INPUT 

A program advisory board composed of key stakeholder is immensely helpful 
starting with the earliest planning stages onward, and should be leveraged to sustain 
and expand adoption. Champions from Sales, along with stakeholders from other 
departments such as Marketing and Customer Success, will provide real-world 
input that will inform decisions on system configuration (such as search filters), 
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data needs, training, and in setting expectations around user adoption metrics. For 
instance, you might think that a typical salesperson needs 2-3 references at least 
five times per month. The board may tell you it is more like three times per month 

based on length of sales cycles and pipeline volume and 
never are more than two customers requested. Your 
goals need to reflect reality. With so many competing 
sales tools and responsibilities, it is important to get as 
many things as possible right from the very start. An 
advisory board enables you to gauge how the field will 
receive configuration changes, new features, or process 
changes. Members of the board are also ambassadors 

for the program and the technology, and should be identified as such to peers. 
They informally aggregate feedback and provide assistance when no one from the 
customer advocate program is around.

2. DEVELOP AWARENESS & TRAINING

If only all business software was as easy to use as Google: one field, press Enter. 
Software can do a lot to simplify and automate complex functions, but it stills take 
time and effort to learn and become fluent with it. Even though a salesperson using 
a purpose-built advocate app can search a set of pre-qualified customer advocates 

and find a closely matching customer, the old habit 
of sending emails to the whole Sales team—spray and 
pray—is calling to them. It is imperative for you to 
educate users on what’s in it for them, their colleagues, 
and the organization as a whole: save time, reduce 
hassle, and make it easier to get customer advocate 
perspectives to buyers is the message.

The need for training and context-sensitive help is even more important when 
the application isn’t used on a daily basis. We are big proponents of offering well-
promoted monthly recurring, just-in-time live training sessions. This type of training 
helps to address Sales team churn, and the nature of humans to seek training only 
when they have a need, not proactively. The customer advocate application should 
also be part of the new-hire training for all applicable users. While making recorded 
training available in corporate learning systems is a great backup, our experience is 
that, unless viewing is mandatory, these videos are seldom watched. Retention of 
information, even when videos are watched, is debatable. Live training is best.

3. CONSOLIDATE SOURCES 

A sure fire way to undermine user adoption of any technology is to maintain 
duplicate data in different applications thereby confusing users looking for the 
source. This practice not only diffuses focus for users but makes maintenance of 
information more difficult. Once you have established an application/database as the 
official record, stamp out all other sources of like information. If a game of whack-a-
mole ensues, executive intervention is a must.
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Let’s be honest; software is only as good as its user. A Ferrari in the hands of a typical 
driver is just a car—pedestrian. What makes a good user? The individual understands 
the value of the software, is trained on how and when to use it, and is willing to 
abandon old practices in favor of new, better practices. 
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4. FORMALIZE DATA QUALITY & OWNERSHIP

The information in that single data source must be reliable. Nothing will extinguish 
adoption like inaccurate, incomplete and out-of-date data. You can have an intuitive 
tool with a pretty UI, but if the data is unreliable users will do whatever they can to 

get what they need. Who is best positioned to ensure 
data quality? The people closest to any account (e.g., 
account managers, customer success managers, and 
account executives) should provide the necessary data, 
and have a responsibility for periodically reviewing 
account/contact data for accuracy. Many companies have 
not yet come to the conclusion that customer advocate 
information is a shared responsibility between various 

relationship owners, but it is a mistake not to. Poor data quality is a showstopper. 
The same goes for customer content. If content isn’t properly tagged, then it can’t 
be found or used. The writing, editing, graphic design, etc., investment is completely 
lost. Automating the initial data entry and maintenance of advocate information is 
the only way to ensure it gets done with regularity and not forgotten or relegated to 
the back burner.

5. SECURE EXECUTIVE SUPPORT

Anytime technology is implemented with the purpose of automating manual, 
inefficient processes there are some speed bumps. Customer Advocacy Programs 
are often born from the realization that the hodgepodge of separate and siloed 
processes are preventing the company from achieving its goals. Change isn’t easy 
for humans. Given a choice most revert to the “old way” at the first opportunity. So a 
choice cannot be offered, and that usually requires the support of users’ respective 
management teams. They must communicate clearly and conspicuously “this is the 
new way and the old way is no longer an option.”

6. MAKE IT FUN!

We all like to have fun. Game elements (i.e., carrots) reduce dependence on the 
stick, and that is less work and hassle for everyone. Salespeople, in particular, like 

competition and recognition. It’s just how they are 
wired. When it comes to getting a Sales team to change, 
the debate is not about whether or not to incentivize 
salespeople for “doing their jobs,” but how. Using 
incentives to reward and reinforce desired behaviors can 
be a game changer. Maintain a highly visible game leader 
board on users’ dashboards. Reward points can be issued 

for helping with a request, updating customer reference information, nominating a 
customer, or any number of other advocate-related activities. Additionally, the more 
actively referenceable a salesperson’s account, the more reward points the account 
owner should receive. Your advisory board can help you determine what specific 
rewards will move the needle in your culture.

7. FORGE FUNCTIONAL INTEGRATION

Neither customer advocate programs nor software should be on an island by itself. 
CRM is the obvious intersection point. However, what other systems feed into or 
could benefit from customer advocate system data? Any sales enablement tool that 
includes playbooks should have easy access to the customer advocate search page: 
content for early stages, reference accounts for latter stages. Marketing automation 
tools manage campaigns that offer customer content or access to customer contacts 
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(e.g., Webinars, events). The connection between campaigns and customer advocate 
assets is part of the revenue influenced metric. Customer success software, such as 
Service Cloud and Gainsight that monitor customer health, can leverage customer 
advocate activity data and drive customer advocate status (e.g., unhappy account = 
inactive reference account). The tighter the integration to the big picture, the better 
user adoption will be for any tools in the ecosystem.

CONCLUSION

Three seemly distinct facts are propelling organizations to employ customer 
advocacy applications. The first is that peer references are the single most significant 

influence on an enterprise purchase. The second is that 
sales people are spending up to 40% of their time on 
administrative non-selling activities. The third is that 
just over half of B2B sale representatives are making 
quota. Anything that can streamline the administrivia 
and ensure the consistent use of compelling customer 
references and content has the potential to dramatically 
impact overall sales productivity and, more importantly, 
revenue. Yet, successful deployment and adoption of 
customer advocacy solutions demand a thoughtful 
collaboration of multiple departments and strong 

executive support. It isn’t enough to have a great race car; you need a pit crew and a 
racing team sponsor for drivers to gain maximum advantage. 

The successful deployment and 
adoption of customer advocacy 
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