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Even with a decade to establish the role, a Chief Experience Officer –or the  
many similar titles for the senior most leader responsible for experience,  
can easily find that their role is incompletely defined, under-socialized and 
perhaps misunderstood, or sometimes outright lonely.

Chief Experience Officers are responsible for driving customer or employee 
experience (and occasionally both) and have one of the most exciting and 
challenging roles in today's business world. With the excitement comes complexity: 
Leaders are navigating evolving forces shaping the factors of human experience, 
such as the rise of generative AI, a quickly growing younger workforce and customer 
base, and design practices for accessibility and inclusion with only lightly sketched 
roadmaps, all in the context of a broad degradation of trust in institutions.

In the first comprehensive quantitative study of the role of the senior 
experience officer, we set out to understand who these leaders are, their priorities 
and challenges, and how their roles are evolving. Although most companies 
report having a Chief Experience Officer or its equivalent—increasing from 65%  
of companies in 2017 to over 90% of companies three years later (Gartner,  
Feb 2020)—the role is new enough that the responsibilities, decision rights, and 
metrics of success are still emerging. In fact, in our study, we found that 50%  
of respondents were the first in their organization to serve in their Experience 
Leader role, underscoring how new the role is.
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Quantitative Study Reveals Top Five 
Challenges Experience Leaders Face  



The challenges can be summed up as

Collaborating 
with other 
leaders on 
experience 
priorities

Identifying 
actionable  
and well-timed 
experience 
metrics  

Recruiting 
“Experienced” 
Experience 
talent

Investing 
in AI, while 
addressing 
trust concerns

Making the 
investment 
case for 
experience
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We surveyed 250 US-based leaders with a representation across geographic 
locations and industries. We supplemented the quantitative insights with individual 
interviews of current leaders. Responses reveal that although the importance of 
customer experience and employee experience is growing, many leaders wrestle 
with limited influence and support when deploying experience initiatives across 
their organizations. Here is what we learned are the five biggest challenges, and 
potential solutions to aid experience leaders in delivering on their mandates.



CHALLENGE 1 | Collaborating with other leaders 
on experience priorities

Experience Leaders are routinely handed the highly desired responsibility 
for an entire customer or employee experience without being granted an  
equal level of control across the dimensions of those experiences. In our study, 
87% of Experience Leaders agree that they are satisfied with the level of  
support and buy-in from their organization’s leadership (the C-suite). However, 
the #1 challenge for Experience Leaders was collaborating with other functions  
to drive strategic experience initiatives. It’s clear that while there is high satisfaction 
in support, challenges in collaboration persist as organizations are still figuring 
out how an experience function interacts with other functions. Moreover, other 
functions may be unsure how to collaborate with and involve this relatively 
nascent role in their existing decision-making processes.

Despite having responsibility for the entire customer or employee experience, 
only 40% of Experience Leaders told us that they have direct control of all dimensions 
of experience. So, while many Experience Leaders’ responsibilities don’t come with 
decision-making rights, collaborating across functions and leading with influence 
are paramount responsibilities for the CXO. This leadership is necessary to drive 
experience initiatives forward.
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This challenge can be viewed as an opportunity. Successful endorsement 
and decision-making from other leaders can lead to more visibility for experience 
initiatives and more integrated experiences for customers and the workforce. 
Collecting and reflecting a variety of perspectives adds notes of collaboration (and 
diplomacy) to the roles of Chief Experience Officers.

Building trust with key partners by seeking their input early on, while making 
the case for applying experience-based practices, is essential. Partners extend 
well beyond leadership peers to include front line employees and field support 
teams. After cross-functional collaboration, activating field support from people 
“on the ground” who are delivering experiences is the next biggest task identified 
by respondents in our survey.

Other leaders may be reluctant to assign more tasks to their team members, 
and the team members themselves may be less enthusiastic about following 
experience goals if they feel as though they already have heavy workloads.

As such, delivering compelling customer and employee experiences is an 
enterprise-wide task. Leaders see the need to build a sense of ownership among 
peers, but this is no small feat as cultural resistance is a large challenge for any 
corporate function. The shift to a customer-centric organization is a long-term, 
organization-wide effort.

To lead the transformation of experience, senior executives from other 
functional areas who have expressed their verbal support need to turn their 
support into actions that set up success. Although a Chief Experience Officer may 
have the agency to build their function from ground up, they need the buy-in  
and collaboration of internal stakeholders to execute their goals.

Here’s how one respondent described the challenge:

“The CEO and the board created the role and then gave me a blank canvas to paint 
on and said, ‘build out what we should be doing as an organization.’ I had to do 

some googling that night on what a Chief Customer Experience officer does. I had 
great support from the board, great support from the CEO, but none of us knew 

what was going to be the right thing to do in our firm.”



Involvement and incentives can be great approaches.
First, creating an Experience Council comprised of functional leaders can 

help them to become champions for experience and incorporate helpful new 
practices into their functions. When leaders have a dedicated forum for engaging 
other functional leaders, they can share the case for experience and further 
solidify a unified approach based on data and insights. If a group is not currently 
in place, it will be important to gauge the likelihood of cultural acceptance or 
rejection and establish top-down support for it (CEO / EVP) as needed. 

In its early days, an Experience Council may need to gather each month, 
pushing the cadence out to quarterly or less frequently as the commitment to 
great experiences becomes more familiar and widespread. The group can be 
informal too, coming together when the times call for it, like a form of “Experience 
Avengers.” Experience leaders can take the initiative to show successful cross-
industry examples of experience councils and suggest to senior leaders that one 
be created.

Second, Experience Leaders can consider ways to tie experience metrics to 
compensation as incentives.  Incentives can lead to higher customer satisfaction 
via better products and services, increasing loyalty, and greater employee 
engagement. Incentives are among the most effective ways to grow the role  
of experience.

There are risks to consider, including too much focus on quick wins rather 
than long term investments, gaming the metrics without genuinely improving 
experience, neglect of other important metrics, and inflexibility that does not 
account for industry-specific challenges or evolving market conditions.

Potential Solutions



CHALLENGE 2 | Identifying actionable and 
well-timed experience metrics

Like the protagonist in the old joke who loses his house key on a dark street 
at night but only looks for it half a block down under the gleaming streetlamp, it’s 
tempting to look for something  where it is easy to see, to look at the data already 
in hand instead of finding the data or the measurement tools that are needed.  
It is not easy to see the possibility of metrics for experience which are not yet in 
the light. 

How can we measure something as subjective as experience? And how 
should leaders think about approaching improvements for their customers and 
workers? 

Leaders are naturally inclined to start with elements they already know how to 
measure, like satisfaction, retention, and engagement. In our survey, satisfaction 
was most likely to be tracked as a metric, with 66% tracking customer satisfaction 
and 71% tracking employee satisfaction. Moreover, just over half tracked retention 
rate or engagement rate.

These most tracked metrics are a good start, but they won’t go far enough. 
As the experience role evolves to broaden influence across the organization, 
leaders must employ more robust frameworks to be clear about what to measure, to 
know how to act because of those measures, and to foster clear communication 
and alignment with other functions.

This means landing on the right set of experience measures and being clear 
about the most important one(s). The Net Promoter Score, first introduced in 
2003, has been widely used for more than a decade now, and its advent certainly 
helped broaden internal awareness of experience measures. In our survey, though, 
it surprisingly is not in the top cited measures. This may be because a customer’s 
broad, overall experience is more nuanced and granular than the single question 
technique of NPS can describe, or perhaps this technique does not offer enough 
actionable guidance on how to improve an NPS score.



Orchestration is often ranked as the most important priority (more than 50% 
of our respondents cited it) because experiences are delivered more smoothly 
when functions in an organization are truly aligned in service to customers. Some 
leaders think of orchestration primarily as the coordination of digital experiences 
across platforms and apps. While this is important, it is also incomplete.

NPS scores and digital orchestration alone tell us too little about peoples’ very 
analog lives. For starters, both measures look mostly backwards. But other good 
questions can complement what these measures may be telling us. How are 
companies gathering and assimilating insights about customers and employee 
experiences? Is the company using the principles of human centered design  
well? How are other firms in the sector measuring their experiences? How well  
are current or emerging measures honored or extended by the company’s 
ecosystem partners helping to serve the same customer?

The broadly used measures of customer satisfaction and retention, and 
employee satisfaction and engagement, are helpful but they don’t provide 
more insight into actions to take, behaviors to change, or investments to make. 
For customer experience, the basic measures lack the nuances of a complete 
experience, leading to superficial feedback (often of a binary nature), and a focus 
on single dimensions with insufficient context.

Customer retention rate has a lack of granularity or reasoning, and delayed 
feedback on various experiences accumulated. For employee experience, the  
job satisfaction metric will oversimplify complex issues in the workplace. Employee 
engagement may be based on a single factor, might lack context, and may not 
address unique needs.

One Experience Leader described the puzzle this way:

“So a lot of it's hard to measure…. And I think oftentimes it's hard to predict with  
certainty… is it the experience alone that's driving the business outcome? Because 

there are so many other inputs that go into that that are intangibles. And so  
that's why I think that multifaceted approach is really important, where you can  

understand, okay, what's a correlation between this and that?”

Respondents ranking 
orchestration as the highest 
priority (out of 250 persons)

133



The various dimensions of experience measurement have plenty of boxes 
to tick but introducing all of them at one time risks saturation, probable 
underperformance, and some degree of chaos. Use a subset, with a thoughtful 
selection of choices that are right for the organization. 

Measure experience at the right frequency. Determining the right sensing 
frequency for your organization can increase the quality of information  
gathered without feeling burdensome to those who are gathering it. Calibrating  
this frequency may require evolving how feedback is gathered through  
active listening. For example, using AI-powered active listening tools, such as 
Natter, enables quick synthesis of large-scale feedback and sentiment,  
for example when you might want to gather feedback from a captive audience  
in an employee townhall. Experience Leaders can use AI to rapidly evolve  
their active listening approach and increase both the quality and quantity of  
the insights they gather.

Measure experience to gather data that is actionable. Knowing that experience 
metrics needed far more attention, we started in 2020 to build the Deloitte 
TrustID™ framework. Its goal is to help leaders measure trust, predict trust, and 
act in ways that proactively build trust for their organizations and for society  
as a whole. We’ve built an understanding of the science behind trust, backed by 
rigorous quantitative and qualitative research. We found that for a company’s 
customers, Humanity and Reliability are the top line categories. For its workforce, 
Transparency and Capability matter most. TrustID™ (see figure below) measures 
how much employees and customers feel everyone is treated fairly, how much 
organizations openly share information in straightforward and plain language, 
level of quality in the organization’s offers, and how much the organization 
delivers on its promises. With TrustID™, companies can start to supplement Net 
Promoter values with far more granularity. Once these new measures are in 
place, look for ways to connect them to compensation and incentives.

Potential Solutions



TrustID™



CHALLENGE 3 |Recruiting “Experienced” 
Experience talent

Since this is a new field, there are not yet enough people with practice 
leading across the various dimensions of experience. Great talent is out there, 
though it’s not always easy to find. Candidates may lack some of the critical  
skills needed by experience leaders, including insight gathering, human centered 
design, experience measurement, and experience with strategic technology 
orchestration. Often talent will come from other disciplines and be apprenticed 
into the experience role.

One survey respondent described the need for multiple perspectives:

 “… You can't be the advocate for design for all if you don't understand how 
all might see things differently. So I had to really be deliberate in some 

targeted hiring on my team to bring in more representation."

A lack of readily available talent makes the leader's role that much harder 
without a robust team behind them to help drive initiatives. In all cases, a 
commitment to core and extended attributes will be valuable. The core elements 
are shared across all teams working in Experience, while the extended are 
electives that individuals feel best suit their professional growth ambitions. This 
arrangement provides a feel of personal ownership and career customization 
at the individual level. At the function level, when serving different kinds of 
customers, the experience team’s full portfolio of skills must reflect the unique 
needs and context of those customers.



While the number of graduates from design and technology programs has 
been growing for years, there are still too few to go around, especially for those 
interested primarily in customer or workforce experience. Experience Leaders will 
need to build programs to upskill their workforce and establish the practices  
and vocabulary of the common capabilities best for their organization.

The growing body of research and insights on “skills-based organizations” 
may be helpful here. Deloitte research suggests that about three of four business 
leaders expect experience talent shortages over the next several years and

more than two thirds expect these shortages to require their organization 
to get creative about sourcing for skills (Deloitte: Building tomorrow’s skills- 
based organization).

Another solution is an Internal Experience Rotation Program, in which team 
members from other functional areas switch roles for a set amount of time, 
allowing for more exposure to the experience office. Internal rotations offer a 
practical approach to foster a culture of increased collaboration, increase  
skill development, identify overlapping functions, and create champions for the 
experience office. Core experience team members can also benefit from  
rotations into other functional areas or into the businesses themselves, where 
they can see first-hand what opportunities and barriers will be on the horizon.

Potential Solutions

 “I believe that there needs to be sponsorship or championing of employee 
experience at the enterprise level because so much of the employee  

experience should be cross-functional in nature…So we’ve created some 
opportunities for internal rotation or tours of duty. Folks who are on  

the outside can come and do a project or tour with the employee  
experience team or vice versa.”



CHALLENGE 4 | How to create experiences  
using AI with concerns about humanity  
and trust 

Before it is even possible to master the current edges in experience leadership, 
the “Next Frontier” is already here. Underway for decades, the quantum leaps 
and distributed availability of AI tools mean it has become critical for leaders to 
find effective ways to create and deploy these powerful elements.

Of all technologies, 81% of leaders believe that some form of AI (Generative 
AI, Machine Learning, Responsible AI, and others) will have the greatest influence 
on customer and employee experience in the coming years, ranking over other 
still-evolving technologies like robotics, blockchain, and digital avatars. However, 
only 26% of leaders selected the integration of these powerful new technologies 
as a top priority, leaving us to wonder why there is a high anticipated impact  
but a low prioritization by leaders. 

One hypothesis is that while AI inspires curiosity and excitement, it also 
raises concerns about privacy, misinformation, bias, and intellectual property 
infringement, among other challenges.

On the challenges of this balance, we heard:

 “…I think that’s what we’re facing today is [that] everybody’s so fearful of 
the weaponization and all of the harm [AI] could do, which is factual, but [AI 
has the potential for good] …[AI] can […] enable us to scale and personalize 

at the same time.”

A majority of leaders said privacy, security, transparency of results, or loss 
of human connection are top concerns they have related to AI. We know from 
our research that trust in a brand drops by 144% for customers when they know 
the brand is using AI, and workers see their employer as 188% less human when  
AI tools are offered. This brings in a bigger challenge as Experience Leaders try  
to navigate a safe, secure, and trustworthy path forward.



Another hypothesis for lack of prioritization by Experience Leaders is that 
Generative AI may be seen as the IT function’s prerogative, and therefore not 
in the wheelhouse of Experience Leaders to shape new technology integration. 
However, we know that when IT leaders implement technology in siloes, the 
Experience Leader may still be faced with managing the consequences to the 
Experience, especially when customer and employee perception of humanity  
and trust are so severely impacted by AI. 
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Gen AI increases the urgency to advance the cause of customers and 
employees through human centered design. The goals and methods of design 
help companies express their advocacy for great experiences. Companies  
need to discover and learn – rather than define – how AI fits into the lives of  
customers and employees. Generative research, including sharing of and 
immersion into research insights, and regular prototyping and testing help 
generate an overarching, genuine empathy for customers and employees.

How can companies overcome negative customer sentiment towards AI  
and explore the possibilities it offers to improve experiences? While a lack  
of trust may currently exist, there are possible benefits in using AI to resolve 
customer problems. Here again the discipline of human-centered design  
can help us work from the customer back into the enterprise and build  
systems around aspects which customers value. The Trust ID framework is  
a dependable background for using AI to create elevated human experiences.  
Build trust with customers and employees by developing a baseline for  
trust levels along with ethical safeguards in their AI strategy.

Many respondents amplified the role of user-centered design:

Potential Solutions

 “We need to have a real human taking a look and making sure that we're not 
leaving people behind because the AI is trained on a set of data that is biased 

and therefore thinks that this person is not qualified or this person is a risk for 
some reason, when in reality they're not. They're just not what the AI considers 

a norm or the baseline.” 



CHALLENGE 5 | Making the investment case 
for experience  

Chief Experience Officers are asked to place a significant emphasis on 
measuring and tracking the right metrics to understand the impact of experience 
towards the goals of experience teams and of the enterprise. But many of these 
measures are new, with no histories and no heuristics for actions, or they are  
traditional and need a bit of updating for modern times. Even the best measures 
and tracking methods are unlikely to fulfill their promises until they are correlated 
with business outcomes.

It is much easier to make the case for investing in experience when the 
impact of experience is more demonstrable and more closely tied to business 
outcomes. We believe this can be accomplished by combining experience 
measures with financial and operational measures to show a comprehensive 
picture to leaders across the enterprise.

We heard this succinct summary of the challenge:

 “But leaders keep asking, you need to show the connection. What is the 
correlation between these programs and outcomes?” 

Experience outcomes certainly help companies master operational 
connections, but this is not enough to plainly show value to the rest of the 
enterprise. Experience Leaders need to show impact.

Consider the example of “counting” customers. Experiential metrics can 
show which groups of customers are satisfied or not. But operational metrics  
help the company see customer drop-offs. Financial metrics help companies  
see the effects of customer churning. The three classes of metrics are the trifecta: 
they make the case for the value of experience across the enterprise. They  
can even help to establish measures which can be shared across business units 
with different Experience Leaders, adding a supportive dimension to efforts  
on collaboration.

The need for a good balance was described this way:  

" You can't over index too much on the business outcomes [or else] you lose 
sight of the employee need.…You can't over index on the employee needs 

[or else] you lose sight of the business outcome. How do you show that the 
two are not mutually exclusive, that they contribute to one another? [By 
showing] some of the tangibles in a space that can be very intangible.…"



Effective experience management brings the hopeful promise of a concrete  
ROI, which is a universal language across organizations. We see the big picture of 
making the business case for experience to include three core components: 
defining the experience and data vision, measuring and analyzing the experience,  
and driving experience investment. Defining the vision requires deep understanding 
of the experience aspiration and key moments that matter where data is needed 
to understand the connection to business objectives. Measuring and analyzing 
the experience involves unifying data across siloes, defining data governance to 
ensure accuracy and repeatability of analysis, extracting insights, and immediately 
addressing feedback where relevant. Finally, driving experience investments 
brings together the insights and vision to show the value for investment and 
ultimately gain endorsement and alignment across the enterprise. 

Potential Solutions



We discussed experience metrics in challenge #2, and to connect those to the  
case for investment, Experience Leaders will need to help define the informatics 
of and refinements to operational, behavioral, and financial data. This comprehensive 
collection of information will help gain executive alignment and surface high-impact 
experience initiatives, building a strong foundation for investment.

If this foundation can be achieved, Experience Leaders will be well positioned 
to present the case for ongoing partnerships and collaboration with other functions 
and departments to make Experience a priority across the enterprise. Many colleagues 
and peers will advocate great experiences as a matter of principle, but that group 
grows quickly when supported by rigorous processes and measurement tools 
connected to business incentives.



Conclusion

With empathy, we recognize the role of the CXO is a nascent one. The journey 
to lead with experience, confidence, and resilience will span years, not months. 
We conducted this research with 250 leaders to gain insight into the shared 
challenges and to identify potential solutions along the journey. In the coming 
years, we plan to continue this research to track the evolution of the role. 

Ultimately, we believe the growth of the role of the CXO means we’re headed 
in the right direction: a world where elevating the human experience, for both 
customers and employees, is a shared enterprise-wide vision.  

If you’d like to be included in our next annual survey to Chief Experience 
Leaders or want to learn more, reach out and say hello!

https://lp.response.deloitte.com/Contactus
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