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Summary

Amber Collins, Scott Sherson, and Alex Tavera discuss post-launch loyalty strategies, emphasizing
team alignment, ongoing research, and global program customization.

Questions Answered

o What are the key components of a successful loyalty program implementation?

e How can businesses ensure a smooth transition from implementation to ongoing management
of loyalty programs?

e What role does a cross-functional team play in the success of loyalty programs?

HIGHLIGHTS

On Loyalty Program Design: "I've been on both the design and fun side and then the actual, okay, we
got it. We got to get this thing implemented and get the work done and measure success and show
those results." — Alex Tavera [00:34 - 1:04]

On Cross-Functional Teams: "You need those captains to still be in the game even after the project
has been launched and the customer is now seeing the program." — Alex Tavera [1:58 - 4:11]

On Hypercare Scenarios: "Hypercare is crucial because they see the value. They see the value of
working together and being that strong, cross functional team." — Alex Tavera [4:41 - 5:46]

On Regional Program Success: "You really want to structure your pilot right, and you want to ensure
that you have metrics of success." — Alex Tavera [6:19 - 8:13]

On Global Program Alignment: "Structure alignment is crucial not only to get stakeholders to agree
and support the initiative, but that all the working team that's going to have to deliver this knows what
they're supposed to deliver." — Alex Tavera [12:15 - 13:26]

On Localization in Loyalty Programs: "Keeping that foundational framework so everyone kind of gets it,
but then adding that flavor more through your creative and copy and assets, that's where | think I've
seen the most success." — Alex Tavera [14:04 - 15:19]
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Welcome back to CX Anonymous, the series where we provide
tactical and practical advice on successfully executing customer
experience and loyalty. We don't care who you work for, just how it
got done. We're going to continue our discussion of the stakeholder
game. I'm your host, Amber Collins, product marketing manager,
here with Scott Shurson, product solutions director. And our guest
today is the loyalty strategist, Alex Tavara. Thanks for joining, Alex.
Please tell us a little bit about yourself.

Yeah, thanks for having me. Well, I've been in the loyalty game for a
while now. | worked on building and designing loyalty programs for a
number of years, probably across 25 different clients in multiple
different industries, and then for the last five years have been running
my own programs with a couple different companies. So I've been on
both the design and fun side and then the actual, okay, we got it. We
got to get this thing implemented and get the work done and measure
success and show those results. So it's been a good ride.

Yeah, | love that. | mean, we all know that there are so many
opportunities in this space, but there's also a lot of challenges that
come with executing it. Of course, this season's topic, managing
stakeholders mainly, has been focused on getting that project up and
running. But today I'm really excited to bring you on, Alex, so that we
can examine what's next and explore the ongoing requirements of
those stakeholders after we've got a project such as loyalty that is so
large and so visual implemented. So, you know, being that we are on
the vendor side, we fully support the implementation, and then you
have a handoff to our customer success team, which is there to
support this sort of ongoing team for the rest of your life with us at
Annex Cloud. So in your experience, Alex, once you're over that hump
and once you get that handoff to customer success, what happens
next?

So | think what's really important just to ensure that you do have a
seamless handoff is during the actual project and strategy design
phase, moving into implementation and integration. You have a cross
functional team that's created, so you have the marketers that will be
associated business owners, it finance, et cetera. Don't lose that.
You need that CFT. You need those captains to still be in the game
even after the project has been launched and the customer is now
seeing the program. So | make sure to have weekly meetings as you're
moving through implementation, but making sure to go to either
biweekly or monthly after that and bringing all of those people back to
the table to ensure that everything is moving smoothly. So are there
any hiccups orissues with how the consumer is perceiving the
program? Are enrollments down? Are we seeing any of the trajection
that we wanted to see in terms of the financials? And so | think
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making sure you set that up is crucial. And then your customer
success manager is also a huge partner. | mean, | have mine ready to
go on text, we call each other on cellif we need to, and then
obviously having standing meetings. But | think that's crucial in terms
of building a strong relationship with them so they can help
troubleshoot things really quickly. If there was something that you
wanted to try or do and didn't maybe know how to do it, but | would
say that that's really core. So those team members, those captains
being in the game with you ongoing as a part of the responsibility of
their role since you've now launched loyalty. And the second piece I'd
say is don't forget about ongoing research. So whenever designing a
program, | always want to make sure to do a lot of both quantitative
and qualitative analysis to ensure the design of the program is going
to engage the consumer. But don't lose that either. As soon as you
actually launch, of course, you'll see data comingin, you'll see what
campaigns or actions they are interested in and engaging with. But
don't forget to keep talking to them and asking them how it's going, do
they like it? And rewarding them for that as well because they're
sharing some really rich data with you. | would say those are two big
focuses that I've always had once the launch is over, just making sure
| don't lose all those great team members that wanted to help me out
and then make sure | do not lose touch with my customer.

So two things | wanted to bring up about that is you're bringing
everybody along as you're doing that. Do you see? Talk to me about
the value of like, a hyper care scenario. Like everybody's like, you
know, hands on, eyes on, you know, at a super involved level, do you
find it easier to sell the idea of staying on a project and not jumping
off because of a hyper care scenario? Or talk to me about that
transition 100%.

| think that in an implementation, especially one with a third party
vendor that is willing to be there from start to finish for the
implementation configuration and integration, they're teaching
everybody as well, because there's a lot of people in other business
units that might not really understand loyalty from a business angle
or why this is important or why it's important to continue having the
conversation. So | think hypercare is crucial because they see the
value. They see the value of working together and being that strong,
cross functional team. And also what's nice is that if you launch
pretty successfully and seamlessly because of that, they get a lot of
kudos from leadership. This was a really exciting project. It went
super easy. You did great. You have another opportunity to keep them
in the fold, because if, and it should, loyalty performs well and
changes the desired behavior of the consumer, increases
incremental revenue, et cetera. That's more kudos and more wins to
share as ateam. So it's not just the program manager. This was a
team effort across the company, and you get loyalty to be even more
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of a company culture fit. It becomes the core of the strategy because
there's so many people working on it and wanting to see success.

Thank you. So on the second point about the research, a lot of
programs have a tendency to do all walk, run, either as a strategy
design orin a more regionalized market rollout, either technical or
just simply regional based. First of all, do you see a lot of success in
doing this crawl, walk, run? And my second part of that is, would that
skew some of the research because you're getting a more limited
focus on data because of that?

Potentially, | would say thatin a program that I've done that was just
us based, we wanted to make sure that when we did a pilot scenario,
we needed to get a good mix of stores. So we had the online channel,
but our stores and our store volumes are really important. So, yes,
our top performing stores are probably going to do very well with
loyalty, but are we actually moving the needle on some of our bottom
performing stores? So | think that was one aspect of you really want
to structure your pilot right, and you want to ensure that you have
metrics of success. So is this the right audience and a good mix of
your consumer segments? And then secondly, do you have a strong
forecast of metrics of success for the pilot that then translate into
your overall forecast? Oh, yeah. If the pilot hits this, this and this, we
know that the expansion plan should achieve the p and l forecast that
we put together with finance. To their point, though, there are
regional differences. So if you're doing a global program and you want
to startin one region, you want to make sure that the design of the
program considers all different segments you may have. So if Japan
performs differently or has a different type of dynamic or consumer
sentiment than the US or the UK or Dubai, et cetera. You want to
consider that so that the design will work holistically. But this market,
we might see more traction in these aspects of it or these
components just because it's this market. However, when we launch
in the next country, these are some of the components that their
survey results had said. So this is maybe how we might change a
couple of the aspects of the program to make it more engaging for
that consumer. And then again, you're looking at results. Are we
seeing the desired behavior change? And then when you talk, talk
with the consumer in follow up surveys, do they like it? Are they
engaged? Do they want to see anything different? And then making
sure that your platform has the capabilities for you to be nimble so
that you can change or pivot not too far away from your overarching
design, but maybe some certain campaigns or aspects that you can
then take advantage of.

So Alix, speaking of those regional and global risks, right? Because
even if just doing business to business, not even trying to understand
those nuances with the customer, there are risks to the culture side
of things and really diving into those and cultural faux pas. So aside
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from sort of regionalizing or localizing brands that are global, what
other risks to the ongoing success of loyalty programs do brands
face? Particularly, how does something like SaaS management
platform that is constantly innovating that program as well? How
does the innovation plus the consumer, the consumer wants? Where
are those holes? Where are those red flags? Where are those risks
that a program manager should try to mitigate from the start and have
ongoing monitoring of?

So it's all about level setting expectations. So letting them know,
here's the two to three year roadmap that we see for loyalty. We're
going to start with a base, earn and burn. We're going to start with two
tiers. We might grow to three depending on what the metrics tell us
and how our consumers engaging with the program. And here are
some other actions and ideas that we also want to launch in the
future. So making sure that that roadmap is really clear, leadership is
completely level set on. Okay, this is what we get for phase one, two,
three. We get it all tied to financials. That's really critical. And then
the other parttoo is that ensuring that you continue to have time with
leadership to show how the progress occurs, because loyalty
sometimes doesn't. You don't see that beautiful big incremental
revenue picture maybe until a few sales cycles, right? Because you're
trying to change their behavior and get them to maybe take another
trip orincrease their basket size. You know, depending on what
industry you're in, if you're in coffee, you're going to see that fast
because people come in daily for coffee at times. If you're a furniture
store, it might take you a while because you need to have some time
to develop that engagement with them based on how often they
purchase that commodity or that product line or that service or that
equipment from a b, two b company. Right. And so | think that's really
important. And the other piece to that, again with that importance of
the CFT level, setting that expectation with your internal it. If you need
anything from, you know, some new web pages that might have to be
developed to engage this, or requiring any type of lift on their end,
that really helps. Kind of just keep everything on the same page and
level set across the board. That helps you avoid the red flags or
issues that I've seen. And the problem is, is that if that does flag and
you weren't prepared for it or it wasn't level set, that's when loyalty
starts to get back burnered. And then all of a sudden this new idea
might start taking traction and might take away from your | support.
So that's one thing | would highly recommend. Always level set
expectations and plan for three years out real quick.

Real quick. For the people listening at home, can we define CFT?

Oh, cross functional team. Yes, sorry, I'm really into TLA's three letter
acronyms, so my bad on that.
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We just gotta make sure that we get that in there. But please go
ahead, Scott.

Sorry. What | was thinking is to help with that global alighment with
that overall structure. I think it is also alighed to how the business
operates in these different regions. Somebody like travel and
hospitality, | have an expectation that | travel wherever | go. You
already know who | am. But somewhere an organization that might
have a different organization, they have to resell the idea to other
regions. So it's not that it necessarily gets back burnered, it's just the
other region, you know, hasn't bought into loyalty yet because they
operate and a little bit differently than another region. | think we've
seen a lot of organizations that say, once x region drops, the others
will fall. Others are like, we have to resell it every single time. Tell me
a little bit more about where is that easier to do. Is it easier to resell to
another organization because you have done your ongoing research,
you have some of that data, oris it harder to do, like the more global
expansion because of some of those regional differences? Although a
singular program.

Alotof itis tied. You're exactly right, is how the business runs and the
mechanics of the business, but also the structure. So making sure
that at the highest level, whoever might be overseeing either all the
brand managers across the globe or whoever's overseeing all of
marketing retention and loyalty across the globe, those people have
to be the ones that are very clearly bought, bought in and then similar
to level setting expectations and forecasting out of the things that will
change in the program to engage them, also forecasting out who
needs to be involved across the and when do they need to get
involved. So should we get everybody on the same page and aligned
before kickoff? Even though, yes, you're in Australia, you're not going
to go until year two, but you're a part of the conversation, you
understand what the point of this is and you understand how you'll be
impacted and need to shape your team in order to supportit. So |
think structure alignment is crucial not only to get stakeholders to
agree and support the initiative, but that all the working team that's
going to have to deliver this knows what they're supposed to deliver,
knows how best to deliver, and has a voice in that conversation. |
would say that's really critical if you're going to do a very large global
program is, is that full alignment of that top owner and then all their
direct reports?

You can comment on this next part if you'd like. I've also seen where
when you are doing global and each region has a bit of a nuance
where they, there's a tendency for each of the other regions to want
local knowledge or representation. Like you don't understand
Australia unless you have people in Australia. You don't understand
people in Germany unless you have people in Germany. So I've seen
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thatit's very difficult to resell into organizations like that where itis
more of a nationalistic view of how the members act and behave.

Yeah, | would say in those instances where we've come across that
and where I've seen success from clients is that they will take the
approach of this is your baseline framework, this is the structure of
the program. These are all the new bells and whistles and
components of a program that you can use to influence the
consumer, how you influence them with your creative, with your
copy, with your promo selections that can be regionalized. And that's
where | think they get the most support. Where. Oh, okay, | get that. |
tie to this so that the mechanics of the program work and function
across the board so we can measure success globally or regionally.
But for my specific region, | know that I'm going to be able to talk to
them the way they want to be talked to, show them the products,
services, whatever, in the right way that | know that they'll react or
transact. And so | think that's a critical part, is definitely considering
that localization aspect, but it doesn't necessarily mean you have to
completely change the program in every single region where thisis a
paid membership program and this is the points based and thisis a,
you know, keeping that foundational framework so everyone kind of
gets it, but then adding that flavor more through your creative and
copy and assets, that's where | think I've seen the most success and
the most engagement from those teams being like, oh, | can support
it, but | have, I'm able to speak to my consumer the way | know they
like.

| think that circles back to something you were saying earlier about
ongoing research and sales cycles because there is a tendency for
brands with longer sales cycles to focus solely on that. And but if you
take a loyalty program of the caliber that we're used to working with,
where there are more social engagements and non transactional
engagement, where you can start to see some like quick wins and
quick hits with that, there are some benefits to ongoing research
because there are unique things, but then that also circles back to
that regional team managing those different tools.

Yeah, and | really like what you said about interactions and being able
to see those quickly. So if you want more people or more penetration
of your app, so rewarding for app download, really giving some nice
point balances on there or some special benefits. If you download it
as part of the loyalty program and gating it in loyalty, you're going to
see the enrollments that are associated, you're going to see the
actions that are taken to download the app and the reward they're
getting so you can have really quick wins. And again, loyalty is all
about changing or creating, getting the consumer to take actions to
deliver a desired behavior from the business and also rewarding
them, making them feel good and part of that community. And so
that's absolutely a great one is can | get them to engage and interact
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with me, refer friends, et cetera, because those are other things that |
desire as a company. While | might have to wait to start seeing if the
transaction behavior is also changing and the financials are coming
through again because the sales cycle might be a little longer.

So | love that we've talked about how you're going to resellitin the
region and Alex giving them the framework and letting that localized
experience be taken over by the local team annex cloud certainly
enables marketers to do that and to help with that brand consistency.
Cause that's always a risk too, when you're talking about regions, is
delivering that brand consistency. But | also want to go backto in that
vein where you said loyalty as a company culture and how allowing
that sort of localization based off of that framework starts to include
people that it does become company culture. Talk to me a little bit
more about that. Loyalty as a company culture. How does that get
expressed in the internal? What kind of communication does that
equal external to customers? You know, how does that shape that
brand's mission, value and purpose when loyalty is a company
culture? Because | don't think anybody's ever put it that way on this
series at least. So | love to just hear a little bit more about that.

You know, really what you want to have is that in any meeting that
you're doing, especially if it is about the customer base, having
people in the room that are on marketing or not even on marketing, is
asking that question of, well, what should we do for loyalty? So we
are making these new feature enhancements for our app or we are
going to redesign this part of our web. What should we do for loyalty
though? What is their experience going to be once you have that
ingrained? Because people know from the metrics usually, is that our
loyalty members spend more, they come in more frequently and they
become advocates of us and they're engaging on social, et cetera.
Once that starts happening, that's when you know you've moved the
needle. And that's not only in the marketing team where your CMO is
always asking that question as well. But all of a sudden you start
hearing about it from finance, you start hearing about it from it and
ensuring that, that it starts becoming a constant topic. So as a
program manager, anytime you can, you should be, you should be
interjecting that, oh, that's a great idea. But what about loyalty? What
can we do for loyalty to enhance that even more or make it more
special for those members? But that's what I've seen as like, loyalty
becomes a part of the culture. And of course, you see this in airlines,
hotels, where, you know, a huge majority of your consumeris a
member and the currency is extremely valuable to them. But that's
what you want to start seeing or get that. That's the, that's the ideal
state as a program manager. Hearing your CEO say things like, well,
what are we doing for loyalty.

| love that. And being a marketer, what are we doing for loyalty?
Because it's also part of this, not necessarily a pyramid, but sort of
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concentric circle where this is why this is called CX. Anonymous
because loyalty is the core and then CXis around it. And justin
general valuing that part of the business for what it can do and its
potential and setting those expectations on the results that it will get.
Many times it's all down to sales, sales, sales, sales, sales. But we all
know that there are so many metrics that come before a sale that
signal that you will get that metric. So we have to care about that full
spectrum of behavior. And that's what | love about loyalty, because
not only does it get them to identify themselves and opt in so that we
can track that behavior, but they are sending up flags and signals all
the time back to the marketer about what is working, what is
resonating, what they want to see. And then you take those metrics,
you take that information and you proliferate it across the
organization, product development, merchandising, e.com, mobile
app, in store, customer experience. And you just really start to see
how loyalty data can move the needle in so many different areas. It's
not always about member sales. It's really about getting that
feedback, motivating them to get those feedback, motivating them to
say, hey, | love this brand and | want it to continue to. And listening to
them, and listening to them. So when we talk about loyalty as the
company culture, hearing you say how that ideal state, | think that
then it transpires in the customer side of things. As people who are
constantly talking about your program, they're sending referrals,
they're talking about it on social media, they're doing reviews, they
care about getting those points, they want to get those points. They're
self identifying in every single channel that they possibly can. They're
telling you that they want to see your product this way or they want to
have an event this way or that they want to see loyalty accessible this
way. And so it's just like this symbiotic relationship. Everybody on the
internal is saying, what are we doing for loyalty? And all the
customers are saying, how is loyalty involved in my interaction with
this brand?

Right. And | mean, just anecdotally, you know, even with the
marketing team or the email team that | was working with when I'm
running my program, it was interesting because one of the individuals
that does deployments realized, hey, my open rates and click through
rates are kind of down and | don't know why. It's not as engaging. We
try to personalize content where we can, but what they decided to do
was, well, when we look at our automations, the best performing
emails are the ones where we talk about, hey, you have enough
points to redeem or did you take advantage of this, your birthday
offer? And so that person actually decided, what if | do a dynamic
banner in all of our promotional sense? So if you are loyalty and you
do have enough points, why don't | just call that out at the top? So
yes, we're doing a promo or we're talking about a new item launch,
but hey, by the way, you can redeem for $10, you want to do it. And all
of a sudden, boom, skyrocketed performance within the promotional
sense for them. So now they feel really good, their KPI's are taking off,
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but they took advantage of loyalty in order to do that. And the data
connections that a platform like annex cloud connecting within an
ESP, he was able to see that and then take advantage of it because
he was realizing it was working so well in his other automations. Why
not bring that feature into my promo sense too, so you can see where
then everyone's connected, they're super excited, and then loyalty
was the win for them.

Yeah. So | love that. And this has been a wonderful conversation
about what happens next. How do we go from implementation to
ongoing? How do we keep loyalty top of mind after we've just gone
through this massive either migration orimplementation of a strategy
that everybody was so excited to do and keep that excitement there.
And Alex, speaking of your friend with the emails, everybody loves a
what's in it for me? Situation. And so with that, let's wrap up. Let me,
let's get our takeaways here. And, you know, for me, I'll start. For me,
although this was about ongoing, there was something that we said
that | wanted to call out, which was that implementation is a learning
phase. And so implementation as a phase to really take full
advantage of, you know, training your cross functional team, your
CFT, and, you know, getting ready to take those training wheels off, if
you will, for that next phase. So implementation as a learning phase
was definitely one of my takeaways. There. Obviously, loyalty as a
company culture, you know, not just because | work for a company
that does loyalty management, but because as a marketer at heart
and person that cares about customer experience, you know, l've
seen a lot of brands have missed opportunities because, because
somebody probably was in a meeting and they didn't say, what are we
going to do for loyalty when we think about this full cycle campaign?
So loyalty has a company culture. | absolutely love that. And then
clear roadmap with financials. You know, it's a tool that everybody
talks about. | think that in practice it's kind of hard. But |. But one
thing that you said was forecasting when that CFT will be needed and
being involved because the stakeholder game is about a lot of things,
butit's also about consideration. And so considering that other
people have other priorities and giving them a clear communication
plan of when they should be expected to be involved is consideration.
And that will get you more allies, that will get you a reputation as
somebody who is very thoughtful in executing these projects and
hopefully allow you to take your program above and beyond. So with
that, | would love to hear Scott's takeaways.

Sure.

Well, to dovetail off of yours about my biggest takeaway was about
the global expansion of a brand where it's not only listening to
members, which we all agree is a big part of a customer experience
strategy, butitis also a part of the regional business strategy. And
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that | thought it was very interesting how you mentioned, because |
get asked questions like this all the time, how do | establish a crawl
walk run across the globe? And so Alex, your comment of establish at
least a base or at least a, you know, a common thing that we can
report up to on a global like this is how we're doing. But then it
demonstrating it as a enablement of your regional, you know, you
know, cares and worries within the program to say you will still have a
voice. We're standardizing X, Y and Z because we need to from a
corporate sense and because it makes sense for this reason. But
Germany will always be german, Australia will always be australian,
et cetera, et cetera. And just enabling them gets people to buy in and
stay on longer and then join up with the global expansion that much
quicker. Alex?

No, | like that a lot. | think the last thing | would leave, based on what
you both just said is as a loyalty program manager, you have a really
amazing opportunity to give kudos to people all across the
organization and that cross functional team. And maybe there's a win
win in there, right? Like you're going to give the kudos because they
deserve it. And that's great. That helps with their final year reviews
and looking good in front of their managers, but also that buys them
into seeing the success of loyalty and what you're building as a
company. And so | think, don't forget to do that. Right. Make sure to
give those little shout outs, make sure to call out when numbers look
really good. And sharing that with your teams. Right. You know,
creative. Hey, these assets did amazing. Our automations are doing
way better than we had forecasted or expected or it. Thanks so much
for unlocking this one API call because now we can reward our
consumer to do all this. And we just drove in an incremental million
dollars. Right? So making sure that you circle back on that with the
right team members gets a ton of buy in. But it also, again, creates
that loyalty culture where people want to be a part of it and want to
engage their consumer, but also help you grow the program.

Well, | love that. And | know that we normally sort of wrap it up after
that last, but thinking about the global, regional and culture, calling
those out, bringing those kudos, | think also it's a relationship, but |
think that it also empowers those local teams to come back and say,
hey, can we implement this? And it creates this back and forth where
they do feel empowered and enabled to localize their region, knowing
that that sort of director of the program or whoever sort of is running
that framework is going to be open and receptive to those feedbacks
and to those, you know, those initiatives that they want to get off the
ground. And then it makes a global company feel like one. Even
though there are still localized experiences, there are still localized
teams, feel more connected. And as a, as a work from home
employee at a global company, it is very important to make that
thinking visible, make those relationships visible and put yourself out
there and put them out there. So, Alex, thank you so much for this



conversation today and to wrap up our stakeholder game season. It's
been a wonderful season and we cannot wait to start season two.

Alex Tavera Thanks for having me.
[27:51 - 27:53]:

Scott Shurson Thank you very much.
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