
3 Steps to scaling  
customer research
And how your business will benefit
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Our latest CX Industry survey revealed something that we at 
UserTesting were thrilled to discover. CX was something that nearly 
40% of respondents felt was “owned” by everyone in the organization. 
The Age of the Customer is here—gone are the days when customer 
research is limited to just a few individuals or a department. 

Companies that do this successfully have 
organizational buy-in and a decentralized  
research mindset. Their designers, marketers 
and product managers are motivated and 
empowered to conduct their own research, 
despite having a dedicated research team  
of UX Researchers and Data Scientists— 
like UserTesting’s Product Insights team.

Today, CX belongs to everyone. That means that to compete in the evolving Experience Economy, 
companies need to empower everyone in their organization to better understand customers and 
scale their customer research efforts.

Making better, more confident product decisions requires companies to connect with their 
customers and get feedback from them on a regular cadence. They then need to be able to 
take that insight and evangelize it across the organization so that all employees have a shared 
understanding of their customers. 

https://www.usertesting.com/blog/2018-cx-industry-report/
https://www.usertesting.com/blog/inside-product-insights-team/
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Scaling CX research

Once your organization has committed to a  
customer-centered culture, you’re ready to 
start scaling customer research across your 
organization. How a company scales its customer 
research practice will depend somewhat on 
company size, industry, and budget. There are, 
however, a few key steps that are universal to all 
organizations and a great way to establish a solid 
base for a growing CX practice.

According to our CX Industry Report, over 90% of survey respondents want to 
empower employees across the organization to conduct their own research. 
While the desire may be there, one of the biggest challenges organizations 
face when scaling customer research is how to empower non-researchers to 
conduct their own research. 

Even the term ‘research’ can intimidate teams that aren’t intimately familiar 
with customer research. That means that most teams unfamiliar—or even 
resistant to—conducting their own research will need a little guidance and 
support to get them comfortable conducting their own studies. Teams can 
help empower non-researchers by:

Show and tell - frequently share results from customer research

1:1 Training - pair non-researchers with experienced researchers

Conduct small, frequent studies - testing often with customers in 
small batches

Share results - share results from studies across the organization

Empower non-researchers1
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One of the most powerful motivators for a customer-obsessed company is 
hearing directly from customers. Whether you’re sharing with a colleague, 
your team, or the entire company, it’s important to highlight what you’ve 
discovered by interacting with customers.

Here are a few ways that we at UserTesting share human insights to 
keep the momentum going and inspire the entire company to continue 
conducting their own research.

Host viewing parties - This is a fun activity that not only allows 
teams to share customer videos and results but gets everyone 
in the same room and sparks important discussion and shared 
understanding of the challenges at hand.

Create highlight reels - According to a Forbes Insights report,  
59% of executives prefer video to textual reports. Grabbing 
executive—and other teams’—attention and getting buy-in for 
customer research can be much easier when they can quickly and 
easily understand how customers are experiencing their brand.

Share key insights via Slack - Many organizations rely on Slack 
to stay connected across locations, departments, and roles. What 
better platform to use to quickly and easily share the latest ‘a-ha’ 
moments after conducting customer research? If you’re using the 
UserTesting platform, you can send out videos, clips, or highlight 
reels via Slack directly from the platform.

Make customer videos part of team meetings - Try kicking off 
every team meeting with a clip or highlight reel from a recent study 
and discussing how those insights will impact the team’s strategy.

Once a company has successfully empowered teams to conduct their own 
customer research, it’s on its way to becoming an organization with a mature 
CX ecosystem. 

An organization with a healthy CX ecosystem has implemented a shared, 
scalable practice across the entire customer experience with all business 
goals centered around the customer. Each team, department, and individual is 
a vital element to the overall health—and success—of the customer-centered 
ecosystem.

In the natural world, a healthy ecosystem is comprised of many varied 
organisms interacting with each other and their environment, each dependent 
upon the other for survival and success. The same principle applies when 
it comes to an organization’s CX ecosystem. Each of these elements on 
their own won’t be enough to sustain and drive great CX—they’re all tightly 
interrelated and need to work together to work successfully.

After over a decade of working with the world’s leading brands to build and 
scale their CX practices, the teams at UserTesting have discovered key traits 
that strong CX leaders share. Companies that put their customers at the 
center of everything they do tend to have a well-developed culture of creating 
great experiences and place a high value on understanding customers.

of executives prefer 
video to textual reports

59%

Evangelize customer feedback2 Develop a healthy CX ecosystem3

https://www.usertesting.com/blog/user-testing-viewing-parties/
https://www.usertesting.com/blog/usertesting-slack/
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Every team within an organization will leverage customer research in different ways. If your team  
is just getting started integrating customer research into your strategy it can be helpful to see how 
other teams rely on customer research to create better experiences for their customers.

Scaling customer research 
across different teams

Scaling is important at each level

EXECUTIVE

They understand the “Age of 
the Customer” has arrived so 
they make a customer-centered 
culture a top priority.

DOER

Gain fast feedback and insights  
to make informed decisions at  
the speed of business today.

PROJECT MANAGER

Been told to “do more with less”. 
Get insights to everyone without 
hiring more people. They must 
operationalize.



6

3 
St

ep
s 

to
 s

ca
lin

g 
cu

st
om

er
 re

se
ar

ch

Design Sprints are one of the fastest ways to help Design teams answer critical 
business questions using design thinking and customer validation. When teams 
incorporate on-demand customer research during sprints they can quickly 
gather valuable insights that inform design decisions while helping expose a 
team to design thinking and rally an entire organization around the customer.

Here’s an example of how you can scale customer research as part of  
your design process:

Setting the stage – In the weeks before you run the Sprint, be sure 
to run tests with target customers to learn more about their needs.

Design sprint week – Validate the prototype or concepts with target 
customers.

Turning ideas into reality – Take the idea from prototype to working  
code by gathering insights from customers as you iterate and build.

How Design teams can 
scale customer research
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How Research teams can 
scale customer research
Research teams are naturally positioned to embrace customer research but 
scaling it takes a few extra steps. Research teams can have a maximal impact 
by teaming up with other disciplines to help uncover the most interesting and 
impactful challenges to explore.

Because Research teams are experienced researchers, they’re in the unique 
position to conduct more in-depth customer research and then share their 
methodology for others within the organization to adopt. For example, 
Research teams can help other teams adopt customer research as part of 
their regular process by helping them:

Know which research method to use

Access existing data

Recruit participants

Get feedback

Analyze the results

Create templates for customer research studies
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Product Managers are dually tasked with delighting customers but also 
growing the business. Product decisions need buy-in from key stakeholders, 
and they need to be made faster than ever before.

Embedding regular customer research drives and informs product discovery 
and validation, helping teams make decisions quickly and confidently.

How Product teams can  
scale customer research

A small team working on a complex product, the Quip product team 
maintained focus and productivity by running continuous customer 
research using UserTesting. By implementing a feature, testing it 
with customers, reviewing the results, and then making a new round 
of changes, the team resolved debates over the best approach. 
This enabled even faster development—up to 12 iterations per 
week—and increased the team’s confidence that they were moving 
in the right direction. Quip was acquired by Salesforce in 2016.
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Marketers can leverage customer research to validate a huge array of 
marketing content—everything from commercials to images to email 
messages. It can also help you get inside the heads of customers on a wide 
variety of topics, even sensitive subjects like religion and politics. Everyone 
from the social media manager to the direct mail team should be listening to 
customers to understand what’s relevant to them. If you want a fast path to 
empathy with your customers, this is it. 

The key to successful customer research that fits within an agile marking 
approach is threefold:

Think small - Don’t try to understand everything there is to know  
all at once. Break it up, start with key objectives, iterate, then ask  
more questions.

Be timely - Make sure the research is conducted when there is still  
time to use it. That means conducting research early and often so 
any potential issues can be flagged and addressed well before a 
campaign is launched.

Empower everyone -  Everyone from the social media manager to 
the direct mail team should be listening to customers to understand 
what’s relevant to them.

How Marketing teams can 
scale customer research

https://www.usertesting.com/blog/defining-ux-research-objectives/
https://www.usertesting.com/blog/4-reasons-why-you-should-user-test-your-product/


6 Business  
benefits of scaling 
customer research
If your company hasn’t yet embraced customer research across 
the organization, it’s important to understand the benefits of 
incorporating customer insight into your business processes.
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4. Organizational buy-in

At every company, there will always be lots of opinions. Regular customer 
insights will help support and drive decisions. Additionally, if you can show that 
you tested your assumptions and believe that something you thought would 
work won’t, people are much more likely to listen. 

1. Discovery

To determine what to build next, supplement business strategy, usage 
analysis, and your instinct, with deep dive customer interviews. The  
customers (or prospects) you talk to might be because of the feedback 
they’ve provided or because they’re part of a market you’re interested in 
learning more about. These interviews will provide you with a prioritized list 
of the most important unmet needs, and even help inform you about the 
size of the market.

6. Build better products

Scaling customer research to everyone in the organization means fast 
customer insights and more of them. Those insights lead to launching more 
product improvements and informing what to build next. 

When an entire organization has access to customer insights, teams will have 
more confidence to move forward with ideas, not to mention saving time and 
money by not having to redo work that missed the mark. 

5. Teams are set up for success

While most organizations would likely love to staff their teams with enough 
researchers that they could perform all the activities described above, few 
can. That’s a good thing. Expanding customer research to other teams it keeps 
everyone closer to customers. Teams that have their pulse on customer wants 
and needs are in a much better position to deliver better experiences.

2. Design and build

When you have a clear understanding of the problem that you’re trying 
to solve, start by showing the target customer of your new product 
some concepts. These could be static images, landing pages, written 
descriptions, or marketing collateral. This helps you narrow down the 
feature set and value proposition. As you increase your understanding 
and fidelity of your solution, continue to test prototypes, both for usability, 
understandability, and value. When you’re close to launching a new product, 
test the live code with customers and run betas. 

3. Launch and evaluation

Once a product has launched, track usage and customer feedback. Always 
follow up with customers who provide feedback, but early on, you might 
spend more time in 1:1 follow-up interviews with customers to learn more. 
You may also consider conducting some usability testing of the live product 
with people who have and haven’t had a chance to use it. All of this leads 
to incremental improvements or feeds into the discovery phase of a new 
product that you might build. 
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Test any experience

Organize insights

Empower teams

Speed to insights

Exact customersShare
Scale

Customer 
Research

Today, more than ever, customers are driving how companies innovate and evolve. Gathering 
customer feedback a few times a year won’t be good enough. To meet the needs of today’s 
sophisticated customer, companies need to prioritize customer research as a necessary part  
of every team’s process and empower every employee to participate.

The Age of the Customer  
demands a scaled customer 
research strategy
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