
Purpose of the 
Maturity Model 
Current and aspiring Customer 

Reference Program (CRP) 

managers have so many things 

to consider when building 

or redesigning a customer 

reference program. It’s easy to be 

overwhelmed by all the “moving 

parts” if there isn’t a framework 

to deconstruct the program into 

manageable parts, or elements. 

That’s what the maturity model 

does. The objective of this tool 

is to provide a framework for 

building your reference program 

plan and executing the activities 

that elevate your program. 

The Big Picture 

To develop and implement a high-

impact, strategic CRP you have to 

assess your current environment 

before identifying the changes 

and improvements necessary to 

make it an indispensable strategic 

company asset. Here’s how you’ll 

use this tool:

 1) Establish a baseline for before 

and after analysis

2) Create and prioritize both short 

and long-term goals

3) Revisit goals monthly or 

quarterly to ensure you’re 

making progress in the areas 

you prioritized.

Using It     
No CRP is perfect, but we believe 

all have the potential to thrive 

by leveraging the best practices 

embedded in this tool. There is an 

evolutionary continuum for every 

element of a CRP. For each major 

component of a CRP program we’ve 

defined the function and the traits 

that describe the four maturity levels 

of that element. After you’ve had a 

chance to consider each program 

element, select the checkbox for 

the level that most closely describes 

your company’s current evolutionary 

stage. Transpose your ratings to the 

last page for a complete overview of 

your current CRP environment.

Maturity Model
Customer Reference Program
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 Check the box for level that best describes your program.

PROGRAM VISION

You need a clear vision 
of what your CRP can 
achieve. It’s equally 
important that you can 
articulate and share that 
vision with influential 
stakeholders so they 
too can “catch the 
vision.”  

PROGRAM METRICS

Metrics fall into two 
buckets, the type that 
measure program 
execution at a tactical 
level, and the type that 
demonstrate business 
impact or outcomes. 
Both are important, 
but the latter ensures 
executive support.

• CRP scope is limited 
to Sales support or PR 
support for one geography

• A handful of highly tactical 
objectives (i.e., “Produce X 
number of videos per year”)

• Program goals are short-
term (quarterly at best)

• The CRP is viewed as a 
discrete/isolated support 
function

• Limited set of engaged 
stakeholders

• No reporting that can be 
used to assess tactical or 
strategic performance

• No plan to build a set of 
performance reports

• CRP scope delivers 
support for all Sales, PR, 
AR, IR, and RFP activities

• Limited ability to articulate 
the “glimmer” of a vision 
to those who can make the 
concept a reality

• Mostly short-term goals with 
some mid-range goals

• Some outreach to peer 
organizations (e.g. PR, AR)

• Measurement of tactical 
factors only (e.g. quotas 
for content production, 
customers added to CRP, 
etc.)

• Some gap analysis 
conducted based on current 
needs

• Tracking CRP impact on 
revenue hampered by lack 
of access to necessary data

• CRP elevated to strategic 
role such as customer 
advocacy, champion of culture 
of referencability, etc.

• CRP revenue impact metric 
embedded in enterprise

• Multiple executive sponsors

• CRP part of strategic planning, 
annual growth objectives

• CRP members eligible for 
meaningful benefits requiring 
exec commitment

• CRP viewed, company-wide, 
as source of truth for customer 
reference information

• Measurement of impact on 
revenue, win rates, sales 
productivity is well-defined

• Regular gap analysis performed 
relative to changing needs of 
Sales, PR, Digital, etc

• Trending reports used to better 
adapt to supply/demand gaps

• Metrics available with minimal 
effort, whenever needed

• Institutionalized: execs expect 
it, all stakeholders read with 
interest

• CRP scope may include 
advisory boards, customer 
events and communities, and 
all geographies

• CRP revenue impact generally 
acknowledged, but not tracked 
or reported

• Management engagement/
buy-in limited to one level up

• CRP vision understood and 
championed by parts of Sales 
leadership

• A balance of short-term and 
mid-range goals with some 
annual goals

• Direct relationships with 
customer contacts

• Most peer groups have been 
engaged, some coordination

• Basic tactical performance 
snapshot reporting

• Gap analysis done routinely, 
includes current and 
forecasted needs

• Limited set of business impact 
metrics (revenue influenced, 
win rate, etc.) established

• Reporting possible but 
requires significant effort

  Maturity Model

Level I: Undeveloped Level II: Emerging Level III: Focused Level IV: Advanced
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 Check the box for level that best describes your program.

CONTENT STRATEGY

There’s only one thing 
worse than having 
no content, and 
that’s having poorly 
organized, out-of-
date, and unsearchable 
content. As the library 
grows, a thoughtful 
strategy is required to 
gain maximum benefit 
from these assets.

HORIZONTAL 
INTEGRATION

A highly evolved 
CRP has a web of 
connections to 
related functions 
such as PR, analyst 
relationship, support, 
and consulting. The 
company embraces 
a holistic, proactive, 
and coordinated effort 
to leverage customer 
interactions for 
maximum benefit and 
insure against overuse.

• Small portion of sales 
stages are addressed 
(e.g., customer videos, 
reviews or press releases 
only)

• Only written content: case 
studies, testimonials, quotes

• Content is not at all, or 
partially centralized, but 
uncategorized

• Minimal tagging to enable 
useful reference search

• No official coordination 
of efforts across related 
functions (PR, Customer 
Success, Demand Gen, etc.)

• Relationships with related 
functions are guarded or 
even antagonistic

• No visibility of reference 
activities occurring across 
different teams

• Content isn’t yet 
categorized in terms of 
sales stages or segment 
coverage

• A few mediums/media items 
in addition to standard 
written content

• Review of content only 
when someone points out 
it’s out-of-date

• Content in central repository 
with some organization, 
search is limited

• Meta tagging is incomplete 
and inconsistent

• Informal, sporadic 
coordination between 
individuals but not functions

• Reference-related functions 
protective of “their” 
references, but occasionally 
share

• Information about other 
reference activities usually 
learned by accident

• All sales stages addressed by 
content library

• Customer content routinely 
leveraged in marketing 
communications

• All key tiers of customers 
addressed

• Process for classifying content 
well-defined

• Resource(s) tasked with regular 
content reviews

• CRP is aligned with strategic 
growth objectives (e.g., product 
launches)

• All appropriate mediums and 
media represented in library 
(videos, reviews, etc.)

• All content is thoroughly tagged 
for search prior to release

• Content is easily accessible and 
searchable

• Regular coordination/ 
meetings with related 
functions

• Joint opportunities are 
proactively sought by peers

• Customers approached once 
to engage in multiple reference 
deliverables

• No protectionism, trust 
institutionalized

• All reference activities are 
visible to all reference-
consuming functions

• Many sales stages  
addressed by content library

• Only top opportunity/use case 
segments are covered

• Moderate mix of mediums and 
media in library

• Sporadic audits of content 
inventory

• One-touch customer contact 
practice followed much of the 
time

• Content is generally accessible, 
but not easily searched

• An individual is responsible for 
meta tagging content

• Combination of formal 
and informal coordination 
across/between all related 
departments

• Mostly opportunistic in 
coordinating reference 
activities, but occasionally 
proactive

• Emerging trust and synergy 
between related functions

  Maturity Model

Level I: Undeveloped Level II: Emerging Level III: Focused Level IV: Advanced
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 Check the box for level that best describes your program.

FIELD RELATIONSHIP

Without a strong 
relationship with Sales 
management and the 
sales force in general, 
why bother? The savvy 
CRP manager takes 
every opportunity for 
face time, employs 
incentives, and has 
great listening skills 
to improve the CRP 
“product” for Sales.

MANAGING UPWARD

Support from the right 
executives can make or 
break a CRP. To be truly 
effective, recruitment 
of executive support 
doesn’t stop at a level 
or two up or sideways. 
It’s ongoing and 
includes the CEO and 
other CXOs.

• Few strong relationships 
with Sales managers/
people

• Provide solely reactive 
support

• One-way street: “Sales asks 
us for stuff but we aren’t 
allowed to contact them.”

• Sales doesn’t yet trust the 
CRP with “their customers”

• Value proposition to Sales 
isn’t clear

• Immediate manager 
supports CRP

• CRP has no active executive 
support

• Limited or zero dedicated 
budget

• A small portion of 
the Sales team has a 
relationship with the CRP

• This subset of Sales “gets 
it” regarding what’s in it for 
them

• Some salespeople go to a 
CRP resource for references

• CRP has a few 
Sales managers and 
representatives who provide 
feedback on how the 
program can help them, and 
what will be needed next

• Immediate manager, and 
one level up, champion 
CRP

• Senior management is aware 
of the program

• CRP is a budget line item, 
albeit limited

• Strong direct relationships 
with most of Sales 
management

• Strong direct relationships 
with significant portion of 
salespeople

• Sales trusts the CRP with 
customers, sees it adding value 
to customer relationships

• CRP solicits formalized, 
frequent, recurring input from 
Sales to refine services

• CRP has formal or informal 
Sales advisory board

• CRP team is invited to many 
Sales events and is constantly 
building its network

• Multi-level management 
support, including C-level

• CRP director has influence and is 
included in strategic planning

• Executive team actively and 
vocally supports and promotes the 
program

• Constantly seeking new senior 
executives to become CRP 
references

• Program has a “must have” 
designation within company

• Significant budget under direct 
control of CRP director

• CRP team gets time in front 
of a number of Sales teams 
at least once/year, and can put 
a face on the program

• The majority of the Sales team 
sees the value of the CRP

• There is a core group of 
salespeople we speak to 
regularly for input

• CRP team participates in as 
many Sales events as they can 
insert themselves into, and is 
actively attempting to build its 
network

• Dedicated CRP director 
reports to VP

• Executive team tacitly supports 
CRP

• Separate line item, sizable 
budget, but not under direct 
control of CRP director

• If needed, additional funding 
for CRP provided by Sales, 
Sales Operations, Customer 
Success, etc.

  Maturity Model

Level I: Undeveloped Level II: Emerging Level III: Focused Level IV: Advanced
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 Check the box for level that best describes your program.

CUSTOMER 
REFERENCE 
RELATIONSHIPS

Accomplished CRPs 
have direct relationships 
with customers, full 
visibility into customer 
use, and a clear 
value proposition 
that puts them in the 
best position to help 
Sales and any other 
consumers of the 
program’s services.

INFORMATION 
SYSTEMS

Encompassing all 
processes and assets 
of a CRP in a single 
software solution is 
ideal. The progression 
to the “ideal state” 
includes increasing 
user access, avoiding 
collecting extraneous 
information, self-
service elements to 
boost productivity, and 
integrating with key 
customer systems to 
prevent data islands.

• No direct relationships 
with customers

• No ongoing dialog with 
customers

• It’s a free for all! Everyone 
takes care of their own 
reference needs on the 
“black market”

• Salespeople practice 
reference hoarding

• Customers perceive no value 
from CRP, no benefits have 
been communicated

• Using spreadsheets, or 
information is only in 
heads

• Maintain some contact lists, 
top accounts only

• Stakeholders may or may 
not have access to limited 
reference data

• No techncial resource 
support

• Direct relationships with 
marquee customers only

• CRP has ongoing dialog only 
with marquee customers

• Limited customers engaged 
and only in primary 
reference activities (e.g. 
calls, case studies)

• CRP has minimal awareness 
of most reference activities

• Customers perceive minimal 
value from CRP (thank you 
notes, branded gifts, etc.)

• Using standalone, 
home-grown database 
or spreadsheet to store 
reference data

• Maintaining contact 
information, customer 
reference profiles, and some 
record of activities

• Occasional technical 
resource support

• CRM has direct relationships 
with most program members

• Regular, recurring dialog with 
customers

• CRP formally maintains and 
works to expand customer 
activity commitments (guest 
blogs, reviews, videos, etc.)

• A majority of reference requests 
are visible to the program

• Value perceived by customers 
builds loyalty (greater access to 
execs, advisor boards, etc.)

• Purpose-built reference 
management system (RMS) 
for all stakeholders

• RMS integrated with other 
systems (CRM, CMS, etc.), 
partner access, UI Integration

• Strong technical support 
(internal or external)

• Includes components of level III 
automation of core processes 
(nominations, requests, 
recruiting, data maintenance, 
rewards)”

• Multiple direct relationships 
with marquee customers, 
and one “tier” below

• Customer commitments to 
primary reference activities 
only (e.g. calls, case studies)

• A portion of requests (e.g., 
Sales) are visible to the 
program, but other requests 
are not (e.g. PR does their own 
thing)

• CRP opportunistically works 
to expand customer activity 
commitments (e.g. not just 
calls)

• Customers perceive value in 
CRP program, have a sense of 
“membership”

• Leveraging CRM system for 
basic reference information 
management 

• Includes customer reference 
use, content, limited reporting

• Some data integration to 
related systems

• Occasional technical resource 
support

  Maturity Model

Level I: Undeveloped Level II: Emerging Level III: Focused Level IV: Advanced
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 Check the box for level that best describes your program.

PROGRAM 
PROMOTION

If a CRP has great 
references to share 
but no one accesses 
them, they don’t do any 
good. CRPs must tap all 
possible channels, gain 
executive involvement, 
and get creative in 
spreading the word 
for initial launch and 
ongoing awareness.

OUTSIDE EXPERTISE

CRPs benefit from 
gathering expertise 
and best practices 
from outside the 
company. Cross-
pollination has led to 
some of the best ideas, 
but if opportunities to 
exchange knowledge 
with peers, partners, 
and other experts 
aren’t taken, a CRP’s 
growth is limited and 
can become quirky in 
its practices.

• Adhoc, limited radius of 
word-of-mouth program 
promotion

• Limited, reactive networking 
with Sales and other 
stakeholders

• Limited bandwidth and 
budget to promote

• Insular, limited knowledge 
of how other companies 
handle CRPs

• CRP has no knowledge of 
or connections with external 
resources

    

• Promotion through 
major company events, 
newsletters, Sales meetings, 
etc., several times per year

• Some proactive evangelizing

• Have program collateral, 
channel (e.g., Slack, 
Chatter); maybe even a web 
page

• Some exposure to other 
CRPs via press releases 
and other peripheral media 
stories

• Some knowledge of CRP-
related resources

• Infrequent participation in 
CRP-related online forums, 
blogs, webinars, etc.

• CRP folded into every 
communications channel 
(newsletters, Slack/Chatter, 
Sales events, companywide 
events, web pages, PR, and even 
some unusual gorilla marketing)

• Releasing formal, branded,  
ongoing CRP updates people 
care to read

• Promotion impact on user 
adoption is tangible

• C-Level awareness

• Peer groups regularly promote 
CRP

• CRP brand is well-established

• Highly networked with peers, 
community aggregators

• Make full use of partners with 
something to offer

• Continuous search for best 
practices, inside and outside the 
field

• Formalized promotion 
calendar

• Recurring promotion through 
newsletters, Sales meetings, 
Slack/Chatter channels, etc.,  
at least quarterly

• Some face-to-face or virtual 
Sales office promotion

• Web pages for the program, 
internal & external

• CRP is promoting/amplifying 
reference success stories from 
stakeholder (i.e., references for 
the CRP)

• Emerging brand for program

• CRP team members 
regularly attend CRP-
related, B2B events

• Frequently read CRP-related 
blogs, newsletters, participate 
in discussions (e.g., LinkedIn), 
etc.

• A small peer network 
established; knowledge 
sharing, but infrequently

• Adopt best practices when 
discovered

  Maturity Model

Level I: Undeveloped Level II: Emerging Level III: Focused Level IV: Advanced



Copyright © 2022 Point of Reference      |     7 of 8

 Check the box for level that best describes your program.

STAFF COMPOSITION, 
ORGANIZATION & 
PERSPECTIVE

No CRP ever seems 
to have enough 
bandwidth, but the way 
the team is staffed, and 
duties assigned, even 
if it’s a “team of one” 
show, makes all the 
difference. We see four 
distinct domains in a 
complete CRP: strategy, 
recruitment, fulfillment 
and content. A CRP may 
also have responsibility 
for advisory boards, 
customer communities, 
and customer events. 
Each area requires a 
different skill set and 
personality profile, 
but all require prior 
experience working 
with customers and 
sales teams. 

• A non-dedicated resource 
reactively handles all 
aspects of known reference 
activity

• Resource(s) have little or no 
CRP experience, or working 
relationship with sales

• Objectives for each 
domain/ responsibility of 
the CRP aren’t defined or 
thoughtfully executed

• May have one or more team 
members with mismatched 
personality types

• At least one dedicated, 
tactical resource has 
primary responsibility for 
the CRP

• Resource(s) have limited 
experience working with the 
sales

• Objectives for each domain/ 
responsibility of the CRP 
are recognized, but not 
thoughtfully executed

• May have one or more team 
members with misaligned 
responsibilities/CRPabilities

• CRP has strong, enlightened 
day-to-day leadership at 
director level or above

• CRP leader has adequate time 
for strategic activities

• CRP is staffed by one or more 
dedicated resources

• Each CRP domain/responsibility 
has adequate resource 
allocation

• Skill sets, personalities and work 
experience are aligned to CRP 
roles

• CRP resources are localized, 
focused on regional needs and 
differences

• At least one experienced, 
dedicated, strategic resource 
has primary responsibility for 
the CRP

• Resource(s) are experienced 
and comfortable working with 
sales

• Objectives for each domain/ 
responsibility of the CRP 
are defined and execution is 
coming together

• Skill sets, personalities and 
work experience are mostly 
aligned to CRP roles

  Maturity Model

Level I: Undeveloped Level II: Emerging Level III: Focused Level IV: Advanced

 Check the box for level that best describes your program.
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  How’s your program doing?

Level I: Undeveloped Level II: Emerging Level III: Focused Level IV: Advanced

Point of Reference
8050 E. 24th Avenue, Denver, CO 80238
www.point-of-reference.com

Inside U.S. 800.708.4857
Outside U.S. +1 415.839.9983
sales@point-of-reference.com

After you’ve had a chance to consider each program element, mark the level that reflects your CRP’s evolutionary stage from the previous pages.  
You can then use this to set goals, personal and professional, and re-assess your progress quarterly, semi-annually...whenever.
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