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of brands think they  
deliver a superior customer  
experience, while only 8%  
of their customers agree.

80%

The days of the lone 1-800 customer support 
number are over. The modern consumer wants 
convenience, choice, and control over getting 
support — and they want it online. Even 10 years 
ago, 50 percent of consumers already preferred 
communicating with companies through digital 
channels1 like social media, email, and live chat 
among others.

The demand for digital customer engagement  
has only grown — and the 2020 pandemic 
revealed that companies that aren’t providing  
it will get left behind. In fact, 63 percent of global 
consumers agreed they will continue to use digital 
technologies more often in the new normal2 and 
they expect a great experience, every time.

Welcome to the new era  
of customer experience
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The CX tidal wave of 2020 

Too many companies were content with leisurely 
adapting to rapidly changing consumer behaviors… 
and then a global pandemic hit.

Instantly, industries were left scrambling to find 
new ways to connect with their customers. Banks 
shuttered branches, leaving underserved and less 
technologically adept customers without access 
to their accounts. Airlines were dealing with mass 
cancellations and constantly changing travel 
restrictions, leading to unprecedented interaction 
volume. Restaurants were forced to shut down 
their dining rooms and shifted to takeout services 
but needed to tell their customers. Car dealers 
had to figure out an entirely new model for test 
drives, arguably the most critical part of the buying 
process. Brick-and-mortar retailers transitioned 
their stores into online fulfillment centers. Every 
business across the globe was impacted in  
some way.

52%  
of companies plan to cut or defer 
investments because of COVID-19, 
but only 9% will make those cuts in 
digital transformation. (PwC)

And one thing became universally clear: 
companies that had already begun their digital 
transformation were at a significant advantage  
— and it’s those companies’ experience offerings 
that shaped customer expectations for those  
who now had to do it practically overnight.

Accenture calls this wide-scale transition 
the “experience renaissance”, because the 
fundamentals, like adding digital channels or 
online ordering, aren’t keeping up with the now 
permanent shifts in consumer behavior.
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CX requires digital transformation 

Customer experience is the new battleground. In 
a world of two-day shipping, delivery from any 
restaurant on-demand, and direct-to-consumer 
business models, companies don’t have a choice. 
They have to deliver a great customer experience 
that’s digital-first, or their bottom line will suffer. 

And most companies know this. A 2016 survey 
revealed that 59 percent of respondents fear they 
are too late to digital transformation to mitigate 
financial and competitive threats to their business3.

Plus, investing in digital transformation pays off. 
Companies that have made the investment are 
already seeing huge returns. For example, Deloitte 
found that companies with higher digital maturity 
reported 45 percent revenue growth, three times 
that of lower maturity companies4. The ROI 
delivered by digital transformation can 
be massive, but companies have to take the  
right approach to reap the rewards.
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For businesses to  
continue operating, digital 
transformation accelerated  
as much as 7 years in a  
matter of months6.

A 2018 IDG report revealed that 89 percent of 
organizations had plans to adopt a digital-
first business strategy5. Yet many were left 
scrambling when the COVID-19 pandemic hit in 
2020. For businesses to continue operating, digital 
transformation accelerated as much  
as seven years in a matter of months6.

But what does digital transformation actually 
mean? It starts and ends with the customer, 
according to Salesforce CEO Marc Benioff7. 
Digital transformation is centered around 
replacing manual and non-digital processes  
with new technologies designed to improve 
operations, efficiency, business performance,  
and ultimately, the customer experience. 

Digitally transforming CX began with connecting 
online through tools like live chat, social media, 
email, and other channels. However, the current 
wave goes well beyond channel availability, 
because consumers demand more than that. 

Defining digital  
transformation of CX
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To meet customer expectations, 
companies are now looking at  
how to deliver personalized  
experiences — on any channel  
and any device, at any time —  
while unifying customer data  
into one system. 
Here’s what digital transformation of the customer  
experience actually entails:



8 Conversational CX: A New Approach to Digital Transformation | Acquire

Personalized interactions 

Customers expect your company to know who they are and their recent purchase  
activity or account history, at the minimum. Personalization in CX can go much 
deeper than that — consider Amazon’s advanced product recommendation 
engine or companies that proactively reach out to customers to assist them. 
All of this requires a combination of capturing data and applying insights in a 
meaningful way.

 

Unified customer data

Customer data is a goldmine that can greatly impact everything from revenue 
to hiring. Yet much of it may be siloed across your CRM, payment platform, chat 
vendor, marketing automation software, and other tools. By connecting data all 
in one place where it can be analyzed for leadership and leveraged by frontline 
agents, companies can enhance the customer journey and directly impact their 
bottom line.

This all sounds great on paper, but any leader knows that change management is 
no easy feat. Digital transformation is a massive, cross-functional undertaking, and 
so it comes with obstacles and challenges. 

Seamless omnichannel experiences 

Many companies claim to provide omnichannel customer engagement, but the 
truth is, most ‘omnichannel’ is really multichannel — meaning that customers can 
communicate across a number of channels, but there’s no connection between 
them. True omnichannel experiences allow conversations to pick up where they 
left off as a customer moves from one channel to the next for the same issue. This 
also allows conversations to continue asynchronously, allowing agents to deliver 
a resolution without keeping the customer chained to their device. By eliminating 
the need to repeat information or start over with a new agent, companies greatly 
reduce friction and customer frustration.
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Companies move 
twice as fast on digital 
transformation when there 
is a shared understanding 
— among senior leaders, 
strategists and the 
organization as a whole — 
of the digital path ahead12. 

“

Digital transformation happening in under a year 
is an anomaly. Most organizations need time to 
plan, strategize, implement new systems, and train 
their teams — and with everyone in the company 
being involved, it’s incredibly easy for digital 
transformation to stall. Even worse, if done too fast, 
or too much is slated to happen at once, the entire 
project can fail.

Let’s take a closer look at some of the reasons why 
digital transformation (DX) is a long process: 

People  
 
McKinsey reports that the largest cause of DX 
failure is employee resistance8. It’s a fact: not 
everyone gets aboard the transformation train. 
There will be naysayers at every level of the 
organization and entire teams that dig in their 
heels. But the right approach, with top-down 
buy-in, can mitigate these issues and help your 
transformation move twice as fast9.
 
Another common people challenge is talent. A 
number of reports cite executives aren’t confident 
they have the right people in place to execute their 
digital transformation. Considering the technical, 
highly cross-functional nature of the project, it’s 
understandable that leaders are reserved. A 2020 
IDG report revealed that more than one third of 
CIOs anticipate hiring challenges specifically 
in cybersecurity and data science10, two key 
disciplines for successful DX.

Getting stuck: Roadblocks for 
real organizational change

Archaic architecture and data silos
 
Forrester reports that upwards of 93 percent of 
companies agree that innovative technologies 
are necessary to reach their DX goals11. Yet 
those technologies aren’t a silver bullet and it’s 
almost never as simple as rip-and-replace. The 
complexity that comes with migrating to new 
architecture makes it easy to write off adding new, 
better technology, even at the expense of costly 
upkeep and niche skills.
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With older architecture also comes data silos. 
And data silos mean there may be crucial 
information missing from the digital transformation 
conversations. If stakeholders don’t see a reason 
behind the project that resonates with their 
functional needs, it’s going to be difficult to get 
them to embrace it.

However, infrastructure and data challenges  
don’t mean companies should try to incrementally 
roll out digital transformation. Garter found that 
companies that take a step-by-step approach 
only achieve 16 percent of progress toward their 
goals in a one-year period.

There is often some level of misalignment  
between departments that gets in the way of 
a smooth digital transformation, too. Marketing 
or sales may want one thing, but the customer 
service team may need another to be effective. 
This is when it becomes critical to have a project 
leader who can ensure everyone gets what they 
need without making drastic changes to scope  
or timelines.

Despite all of these potential roadblocks, digital 
transformation remains a key, ongoing project  
for companies to remain competitive in the 
market. That’s why it’s mission-critical to look  
at what your transformation initiatives are 
centered around. 

Outdated thinking and misalignment
 
There’s recognition that the old way of doing things 
doesn’t work anymore… and then there is the 
reluctance to change anyway. Consider the legacy 
contact center model for instance. Companies 
invested in, and continue to default to, a large call 
center as their first line of customer support. Yet, 
consumer expectations have outgrown a phone-
first approach. 

In reaction to changes in consumer behavior, 
companies bolted on new digital channels. This 
led to the Frankenstein stacks that make digital 
transformation so hard. And yet many companies 
are continuing this approach instead of rethinking 
their systems.

Organizations using a step — 
by — step approach to digital 
transformation (having one 
foot in the existing business 
model while trying a new 
one) have reported only a 
16 percent progress toward 
business change objectives, 
despite having worked 
toward business model 
transformation for 12  
months 12. (Source: Gartner)
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Conversational customer experience rejects 
the baggage of legacy help desk, ticketing, and 
contact center solutions. Instead, it is a truly 
customer-first, digital approach that centers 
around interactions as parts of a larger, ongoing 
conversational thread. Eighty-four percent of 
customers say being treated like a person, not 
a number, is very important to winning their 
business12. Companies have been slow to adapt 
to changing consumer expectations, and this has 
perpetuated single-serving interactions instead  
of ongoing relationships.

Conversational CX provides a human connection 
with businesses. Rather than merely providing 
support when a customer reaches out, companies 
have to begin taking a proactive approach. 

And it doesn’t end there. Conversational threading 
is a key component of this new wave of CX. Say 
the same customer comes back six months later 
for an issue with their device. Context is king, and 
when the agent handling the current inquiry can 
see the entire interaction history, they can deliver 
superior service. Conversational CX sets up the 
architecture to provide the personalized, seamless 
experiences customers demand while also 
empowering agents to deliver responses fast.

Why conversational CX  
is the future of business

Two-thirds of customers 
expect companies to 
understand their unique 
needs and expectations13  
— instead of “What can I 
help you with today?” it’s 
“I see you recently ordered 
a new phone. Do you need 
help setting it up?”

“
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Self-service and automation are key 
parts of conversational CX
 
Gartner predicts that by 2022, 85 percent of 
customer service interactions will start with 
self-service14. It may seem contradictory to 
conversational CX, but self-service is something 
customers want and expect. 

Developing strong knowledge bases, FAQs, and 
intelligent chatbots can deflect up to 80 percent  
of customer inquiries, leaving your agents to focus 
on the most complex cases. Chatbots, which fit into 
automation, can also help identify a customer’s 
problem and provide context before the agent 
steps in, further improving the experience.
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What conversational  
CX looks like

A customer engages on  
their channel of choice, be  
it phone, chat, email, SMS,  

or social media.

If a company is leveraging an AI bot,  
the bot may begin to triage the customer’s 

inquiry and try to solve it without  
human intervention.

If a company is leveraging an AI bot,  
the bot may begin to triage the 

customer’s inquiry and try to solve it 
without human intervention.

If the bot can’t complete the 
conversation, or there isn’t a bot 

deployed, the conversation is then  
routed to an agent.

As the agent picks up the conversation, 
they’ll get complete context into bot 

responses and customer history. 

Then, if needed, the agent can seamlessly escalate the conversation to other modes like 
video or cobrowsing to collaborate with the customer in real-time. After a resolution is 
reached and the conversation is closed, all of the information is stored to that customer’s 
profile, allowing the process to repeat itself during the next engagement.

13 Conversational CX: A New Approach to Digital Transformation | Acquire
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When designing and rolling out a conversational 
customer experience, companies need to 
consider all aspects of the customer journey. 
Which channels do your customers prefer? 
How will conversations be routed? What will 
the service level agreements be? What does 
the agent experience look like? These are only 
a few questions you’ll need to answer before 
implementing conversational CX. 

You’ll also need to evaluate your current CX tech 
stack to ensure you have the right tools in place 
to execute a conversational model. Oftentimes, 
and especially if you’ve bolted on new channels to 
address immediate needs, there are opportunities 
for consolidation. A conversational customer 
experience platform, like Acquire, can put your 
business in a position to succeed today and 
innovate in the future.

Implementing a  
conversational CX model 
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A unified view of conversations 

To start, all of your customer communications need to pull into the same platform. 
That includes email, social media, messaging apps, SMS texting, live chat, and video 
calls. Some solutions will still separate these into channel-dedicated inboxes. The best 
solutions, however, will pull everything into one queue that leverages intelligent routing 
to get every conversation to the right place, without anything being left unread.

Seamless transitions between channels and modalities

Many customers who are reaching out have limited time to resolve their issue — 
who hasn’t used their lunch break to dispute a bill or make a return? Plus, modern 
customers are always on the go, so it only makes sense to accommodate that by 
providing a continuation of the conversation on another channel. Both customers 
and agents should be able to move between the channels that make sense for the 
conversation — if a customer who is live chatting has to leave their computer, a 
follow-up via email, text message, or a phone call should be offered.

Visual modalities should also be considered as part of any conversational CX 
program. Video calls are part of the new normal and provide a great opportunity to 
reduce costs while increasing engagement. The Dufresne Group, a home furnishings 
retailer, implemented video calls as part of their in-home repair program and reduced 
appointments by 50 percent with virtual assessments. 

Cobrowsing, a collaborative screen-sharing technology, can help customers with 
everything from completing forms to troubleshooting software issues. Both of these  
visual offerings should be easy to access from any other channel and provide easy 
escalation to resolve the customer’s inquiry.

The must-haves of a 
conversational CX platform 
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Automation and bots 
On both the front-end and back-end, automation helps create better customer 
experiences. Intelligent routing will help customers get to the right place fast. 
Greetings and workflows can be automated based on customer details like location, 
purchase history, and preferences. Automation can also help streamline agent 
workflows, leading to faster resolution times.

Chatbots go hand-in-hand with automation. Whether you train them to handle 
simple inquiries or use them to gather information before passing the conversation 
off to a live agent, bots are incredibly valuable to any CX strategy.

Self-service capabilities 

Whether you are building a knowledge base within your CX platform or integrating 
an existing help center, your customers should be able to quickly search for solutions 
on their own. Truly effective self-service goes beyond building a knowledge base 
and integrates those articles and answers into chatbots, chat widgets, and your 
agents’ works.

Analytics and reporting

Customer experience is ever-evolving. In fact, consumer expectations change at 
such a rapid pace that companies have to constantly iterate, optimize, and innovate 
to meet them. This is why analytics and reporting on the customer journey are critical 
to have in your CX platform.

With visibility into chatbot efficacy and deflections, conversation volume, and agent 
performance, it becomes much easier to make decisions that drive better outcomes  
and ultimately better experiences.
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Integrations with existing technology 
Conversational CX platforms can’t do it all. And realistically speaking, they shouldn’t. 
Instead, your CX platform needs to plug into your existing tech stack, while removing 
complexity. This means there should be strong integrations with your CRM, connections  
to your ecommerce and payment tools, and ways to share the data captured in the 
platform with the rest of the organization.

That’s why we built Acquire as a complete platform all the while keeping in mind that 
it should play nicely with other tech. It’s designed to be flexible and scalable so that, 
as your business grows, your customers get the same, or better, experience every time 
they contact you.
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The CX battleground will continue to rapidly  
evolve as new technologies, and subsequently,  
new channels, arrive in the market. While no 
one can predict the future for certain, consumer 
behavior will continue to shape how we do 
business. This is why digital transformation  
can prepare you for the next wave of  
customer expectations.

Companies working to address the gaps  
revealed by the rapid shifts in buying behavior 
may feel behind the curve, but that doesn’t  
mean they can’t compete. The best brands  
will use digital transformation as the driving  
force behind sweeping organizational changes 
that will ultimately benefit their customers and 
employees alike. That means as new expectations 
pop up, these companies will be prepared to 
adapt their business models to meet them.
 
It’s this ability and willingness to adapt that will 
let companies sail the next wave of customer 
experience, rather than drown in it. Getting there 
means creating a customer-obsessed culture 
from the CEO to the front lines and choosing the 
right technology partners.

Sailing the next  
wave of CX



19 Conversational CX: A New Approach to Digital Transformation | Acquire

1. McKinsey, “Higher satisfaction at lower costs:    
   Digitizing customer care” 
 
2. Deloitte Insights, “2021 Global Marketing Trends” 

3. “Progress, Are Businesses Really Digitally  
    Transforming or Living in Digital Denial?” 

4. Deloitte, “Uncovering the connection between  
    digital maturity and financial performance”

5. IDG, “Evolving to a Digital Business Model –  
    What Does It Mean?”

6. McKinsey, “How COVID-19 has pushed  
    companies over the technology tipping point— 
    and transformed business forever”

7. Salesforce, “What Is Digital Transformation?”

8. McKinsey, “The ‘how’ of transformation”

9. Gartner, “Speed Up Your Digital Business  
    Transformation, Gartner Executive Guidance  
    Q1 2019 Edition”

10. IDG, “2020 State of the CIO”

11. Forrester, “SAP Study Says Up to 93 Percent of  
    Companies Consider Intelligent Technology Key  
    to Digital Transformation “

12. Salesforce, “What Are Customer Expectations,      
     and How Have They Changed?”

13. Salesforce, “New Rules of Customer Engagement:  
     Key Findings from Global Research”

14. Gartner, “Delivering Relevant Content and  
     Knowledge to Customers Is Key to Great  
     Customer Service”

Sources

19 Conversational CX: A New Approach to Digital Transformation | Acquire

https://www.mckinsey.com/~/media/mckinsey/industries/technology%20media%20and%20telecommunications/telecommunications/our%20insights/lessons%20from%20digital%20telcos%20five%20initiatives%20to%20improve%20business%20performance/higher_satisfaction_at_lower_costs_digitizing_customer_care.pdf
https://www2.deloitte.com/content/dam/insights/us/articles/6963_global-marketing-trends/DI_2021-Global-Marketing-Trends_US.pdf
https://www.progress.com/docs/default-source/default-document-library/landing-pages/dach/ebook_digitaltransformation_final.pdf
https://www2.deloitte.com/us/en/insights/topics/digital-transformation/digital-transformation-survey.html
https://www.idg.com/evolving-to-a-digital-business-model-what-does-it-mean/#:~:text=According%20to%20our%20digital%20business,experience%20and%20improve%20employee%20productivity.
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/how-covid-19-has-pushed-companies-over-the-technology-tipping-point-and-transformed-business-forever
https://www.salesforce.com/products/platform/what-is-digital-transformation/?d=nav-prev
https://www.mckinsey.com/industries/retail/our-insights/the-how-of-transformation
https://www.gartner.com/en/executive-guidance/business-model-change
https://www.idg.com/tools-for-marketers/2020-state-of-the-cio/
https://news.sap.com/2019/03/forrester-survey-intelligent-technology-digital-transformation/
https://www.salesforce.com/research/customer-expectations/
https://www.salesforce.com/resources/articles/customer-engagement/
https://www.gartner.com/en/documents/3708917/delivering-relevant-content-and-knowledge-to-customers-i


20 Conversational CX: A New Approach to Digital Transformation | Acquire

Request a demo today 

Want to learn more about digital transformation? 
Take a look at our resource library.

If you’re interested in technology 
partners to help transform your 
customer experience on the digital 
front, reach out to to learn how the 
team can help at www.acquire.io

Lead the way in CX 
Acquire is empowering companies to rise to the next 
wave of customer experience. The Acquire Platform 
provides the easiest and fastest way for businesses  
to simplify conversations and tools, personalize 
interactions, and create efficient workflows that put 
people, not channels or tickets, at the heart of service.

https://acquire.io/demo-request/?utm_source=content&utm_medium=whitepaper&utm_campaign=demo&utm_content=conversational-CX
https://acquire.io/library/
https://acquire.io/library/

