The Customer Experience Ownership Matrix:

Where Most Marketing Teams Fall Short

Alan Gonsenhauser

Q DEMAND REVENUE

Connect with Alan: LinkedIn


https://www.linkedin.com/in/alangonsenhauser/
https://www.demandrevenue.com/

Why This Guide Exists

Marketing professionals regularly track clicks, engagement rates, and
campaign performance, but few connect these metrics to the financial
outcomes that drive real business value that affects the bottom line. This
guide provides a framework for transforming your approach from
activity metrics-focused to revenue-focused through strategic customer
experience ownership.

I've seen too many marketing professionals view customer experience
as someone else's responsibility. Fragmented ownership of the
customer journey directly impacts acquisition costs, win rates, and
retention metrics that are often underestimated by many marketers and
companies as a whole. The marketing leaders who advance the fastest
in their careers are those who have taken ownership of customer
experience as a long-term revenue driver, rather than merely focusing
on a satisfaction score.

If you're reading this, you've likely struggled with customer journey
gaps. If you're like most marketing professionals, you focus on the
channels and touchpoints under your direct control, not the entire
experience that drives financial outcomes. You should consciously
expand your ownership of the customer experience with long-term
revenue metrics in mind. This guide will show you how.



1. ldentifying
Customer Experience
Ownership Gaps

Most marketers think of customer experience in terms of brand
interactions. Strategic marketing professionals see it as a direct driver of
financial outcomes that requires deliberate management, including
tracking and nurturing.

Here are the critical gaps that impact your business results:

Pre-purchase journey
fragmentation

When marketing creates awareness but sales owns conversion, most
companies experience a disjointed transition that increases customer
acquisition costs (CAC). While others focus on campaign metrics,
revenue-focused marketers track how touchpoint inconsistencies
directly impact win rates and cost per acquisition.

Marketing-to-customer success
handoff failures

New customer onboarding often falls between departmental
responsibilities, creating a critical gap that affects gross revenue
retention (GRR). While traditional marketers stop measuring after
conversion, strategic marketers track how the handoff experience
influences first-year retention rates.



Siloed data prevents retention
insights

When customer interaction data lives in separate systems across
different departments, expansion opportunities go unidentified, directly
impacting net revenue retention (NRR). Most marketers focus solely on
the customer acquisition metrics, while revenue-oriented marketers
build systems to identify at-risk accounts and customer expansion
opportunities.

Touchpoints managed by metrics,
not revenue impact

Marketing teams typically optimize touchpoints based on engagement
metrics rather than financial outcomes. Strategic marketers restructure
their approach to measure how each interaction affects conversion
costs, win rates, and retention values.

Post-purchase experience neglect

Most marketing resources focus on customer acquisition, rather than
customer retention, despite retention having a more significant financial
impact on the company's bottom line. Revenue-conscious marketing
professionals invest proportionally in experiences that drive expansion
revenue and reduce churn, measuring direct impact on NRR.



Why ICP Alignment Is the
Foundation of Revenue Outcomes

Too many teams treat the Ideal Customer Profile (ICP) as a one-time
exercise. But your ICP isn't a slide, it's a strategic filter that directly
shapes your CAC, GRR, and NRR.

When your GTM motion aligns tightly to your ICP:

e Acquisition gets easier and cheaper, because you're attracting
buyers who resonate with your value prop.

e Retention improves, because you're delivering real outcomes to the
right customers.

e Expansion accelerates, because you've built the right fit from day
one.

Companies that treat their ICP as a living system, not a static persona,
see better onboarding experiences, stronger loyalty, and more
customer-driven growth. It's not just a strategy shift, it's a math
advantage.

Marketers who consistently deliver financial results view customer
experience as a revenue engine, not just a satisfaction initiative. Their
ability to connect experience improvements to business outcomes
determines their strategic value.



2. Customer Experience
Ownership Framework

Your approach to customer experience ownership directly impacts
financial performance metrics. How you structure this responsibility
often determines whether you're seen as a cost center or revenue
driver. Here's how to transform your approach:

First phase: Mapping the journey
with financial impact points

Most marketers create journey maps focused on touchpoints and
emotions. This is incomplete. Instead:

Create a comprehensive journey map that quantifies revenue impact at
each stage

|dentify where CAC increases and/or win/loss ratios decrease due to
experience inconsistencies

Calculate the retention impact of specific experience breakdowns,
where possible

Document the frustration of current handoff friction points

Connect specific experience moments to GRR performance issues with
lost customer post mortems




Not all experience breakdowns are execution problems, some are fit
problems. If onboarding feels clunky, adoption is low, or support volume
spikes early, the issue may not be your process.

It may be that you're acquiring the wrong customers. Poor ICP alignment
creates friction that no amount of post-sale optimization can fully
resolve. Before you fix the journey, validate that you're building it for the
right people.

This revenue-focused mapping approach changes the conversation
from subjective experience quality to concrete business impact.

Not all experience breakdowns
are execution problems.
Misaligned ICP creates friction
that no process fix can erase.




Second phase: Connecting
touchpoints to acquisition costs
and win rates

Once you understand the financial impact points, move decisively to:

Establish baseline CAC metrics for each acquisition channel

Measure how customer experience consistency affects the goal
conversion rates and all of the associated CAC

Calculate the win rate impact of specific touchpoint improvements

Document correlation between experience metrics and the sales cycle
length

Create attribution models connecting experience across B2B touch
points to revenue outcomes where possible

This phase demonstrates your understanding of how experience directly
impacts financial performance, key to securing executive attention.




Third phase: Building retention
and expansion revenue into
measurement

With acquisition insights established, strengthen your approach by:

Implementing first-year retention tracking tied to onboarding experience
metrics

Creating early warning systems for retention risk based on experience
data

Establishing clear GRR and NRR impacts of customer experience
investments

Building customer lifetime value models that incorporate experience
quality

This phase showcases your ability to drive sustainable revenue growth,
not just acquisition.




Fourth phase: Creating cross-
functional accountability for
revenue metrics

As you establish the revenue connection, focus on:

Developing shared ownership metrics across marketing, sales, and
customer success

Creating executive dashboards that connect experience to financial
outcomes

Establishing precise ROl models across experienced investments

Implementing regular revenue impact reviews focused on experience
performance

Building incentive alignment around standard customer-based financial
metrics such as LTV GRR and NRR

This phase demonstrates your leadership beyond marketing metrics into
business growth drivers that executives prioritize.

When approaching customer experience, most marketing leaders stay
too focused on traditional marketing metrics for too long. The best
marketing professionals quickly connect experience improvements to
financial outcomes in direct, measured ways. This demonstrates their
understanding of business priorities, which accelerates their career
trajectory.



3. Career Advancement
Through Customer
Experience Leadership

Customer experience ownership creates unique opportunities to
accelerate your career path. Here's how to leverage them:

Position yourself through financial
fluency

Develop and document:

Your understanding of unit economics in customer acquisition
Clear knowledge of how experience affects GRR and NRR metrics

Ability to translate experience improvements into CAC reduction and
win/loss ratio improvements

Proven connection between your initiatives and improved win rates

Concrete examples of retention increases tied to experience
enhancements

Understanding analyzing and fixing the controllable causes of customer
churn

This financial orientation becomes powerful material for promotion
discussions and executive visibility.



Build cross-functional relationships
focused on revenue metrics

Customer experience creates natural collaboration opportunities:

e Partner with finance to establish experience investment ROI
frameworks

o Collaborate with sales on reducing friction that lengthens sales
cycles

e Work with customer success on handoff improvements that increase
retention

e Connect with product teams on experience enhancements that drive
expansion revenue

These relationships establish you as a business leader, not just a
marketing specialist.

Demonstrate impact through improved
financial outcomes

Use the customer experience connection to showcase:

e CAC reduction through improved conversion experiences

e Shortened sales cycles through consistent cross-departmental
experiences

e Increased GRR through better onboarding and early-stage
experiences

e Enhanced NRR through strategic post-purchase experience
investments

e Improved customer lifetime value through comprehensive experience
management

This business outcome approach distinguishes strategic marketers from
tactical ones.



Establish yourself as the cross-
functional revenue champion

Frame your customer experience leadership in terms of:

e Revenue protection through improved retention experiences

» Cost efficiency through optimized acquisition experiences

e Expansion revenue through post-purchase experience excellence

« Lifetime value enhancement through consistent journey management

This revenue-first mentality separates future executives from
departmental specialists.

Customer experience leadership reveals who truly understands the
connection between experiences and financial outcomes. Make sure
you're recognized for this understanding by consistently connecting
experience metrics to revenue results that matter to the business.



4. The Customer
Experience
Leadership Checklist

Before expanding your customer
experience ownership, complete
this preparation checklist:

v Do | have a granular understanding of our customer economics?

Track the full acquisition expense breakdown by touchpoint and identify
specifically where poor experiences inflate your acquisition spending.

v/ Can | explain our current GRR and NRR performance and drivers?

Understand not just the numbers but which specific experience factors
drive retention and expansion.

v/ Have | mapped the complete customer journey with revenue impact
points?
Document where handoffs, transitions, and touchpoints directly affect
financial metrics.

v Do | have baseline metrics connecting experience quality to win
rates?

Establish clear correlations between experience improvements and
sales conversion rates.

v/ Have | built relationships with revenue stakeholders across
departments?

Develop partnerships with leaders from sales, finance, product, and
customer success around shared revenue outcomes.



v/ Can | demonstrate previous connections between
experience improvements and financial results?

Provide specific examples of how better experiences
led to measurable financial improvements.

v/ Have | developed a unified measurement
framework for measuring the impact of experience?

Establish consistent metrics that track both
experience quality and financial outcomes.

v/ Is my team structured around customer journey
phases rather than marketing channels?

Organize resources to optimize the entire journey,
rather than focusing on isolated touchpoints.

v Do | have executive support for cross-functional
experience ownership?

Secure leadership buy-in for expanded responsibility
across traditional boundaries.

v/ Have | implemented systems to track experience
metrics alongside revenue metrics?

Develop dashboards that connect experience
performance directly to business outcomes.



From Experience to Expansion: A
Self-Check for Customer-Led
Growth

You've just explored how marketing can own a larger share of the
customer journey to drive revenue. Now, take it one step further.

Customer-led growth isn't a buzzword; it happens when you align your
customer experience strategy with your Ideal Customer Profile (ICP)
and build systems that foster long-term loyalty, expansion, and
advocacy.

Use the worksheet on the next page to ensure your experience
investments aren't just improving satisfaction, but fueling sustainable
growth.
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Customer-Led Growth Alighment Check

Ask yourself and your team:

Yes [ No
Needs Work

Question

Have we clearly defined and documented our Ideal
Customer Profile (ICP)?

Is our ICP used as a strategic filter across
marketing, sales, and product decisions?

Are we consistently attracting customers who stay,
grow, and refer?

Do we measure Net Revenue Retention (NRR) as a
core KPI for growth?

Have we identified which post-sale experiences
directly drive expansion revenue?

Do our onboarding and support experiences
accelerate time-to-value for best-fit customers?

Is our customer success team focused on
advocacy, not just retention?

When this alignment clicks, your entire GTM motion compounds:

» Retention drives expansion
o Expansion fuels referrals
o Referrals shorten sales cycles

That's customer-led growth and how you future-proof your revenue
engine.



Taking Action Now

Don't wait for perfect conditions; start expanding your customer
experience ownership today:

Begin by mapping your current customer journey with specific CAC, win
rate, and retention impact points. Identify the three most significant
experience gaps affecting these metrics and develop specific plans to
address them.

The difference between marketing leaders who advance and those who
plateau isn't creative campaigns—it's their ability to connect customer
experiences directly to revenue metrics like CAC, win rates, GRR, and
NRR.

Budget discussions go differently when you can demonstrate that
experience investments directly improve financial outcomes that
executives care about.

Promotion conversations take on a different tone when you've
established yourself as the leader who connects experiences to revenue
results.

These frameworks need to be tailored to your company's unique
situation. While each organization's customer journey differs, the
fundamental link between experience quality and revenue performance
holds true across industries.



Want personalized
guidance on
implementing your
customer experience
owhnership strateqy?

—Book your 15 minute strategy call
with Alan

This guide offers principles that should be adapted to your specific
organizational context. Every company has unique financial dynamics,
but the approach to positioning marketing investments remains
consistent.
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