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CULTURE AND THE CUSTOMER  
EXPERIENCE

Ken Monroe
Chairman & CEO

This obsession with the customer 
lies not only within the leaders of a 
company but within the very fiber of 
a company’s culture. It’s what made 
Amazon the behemoth online retailer 
it is today and what could make your 
association a powerful resource for any 
industry or profession. 

You’ll see in this issue of Solutions how 
to build a customer journey for your own 
association and how to clearly define 
Customer Experience. I want to address 
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Customer obsession is 
Amazon’s No. 1 leadership 
principle: 

“Leaders start with the customer 
and work backwards. They work 
vigorously to earn and keep 
customer trust. Although leaders 
pay attention to competitors, 
they obsess over customers.”
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First, let’s get the jargon and 
definitions out of the way.

PERSONA: A customer persona 
(also known as a buyer persona) 
is a semi-fictional archetype 
that represents the key traits of 
stakeholder segments. Personas are 
based on the data you’ve collected 
from user research and web analytics. 
Personas provide insight into what 
your customers are thinking and 
doing as they weigh potential 
options that address the “problem” 
they want to solve. 

CUSTOMER JOURNEY MAP:  
A customer journey map is a visual 
representation of the process a 
customer (member, prospect, 
attendee, content consumer, public, 
or press) goes through to achieve a 
goal with your association. With the 
help of a customer journey map, you 
can get a sense of your customers’ 
motivations -- their needs and pain 
points. 

Why should you know this? 

Customer personas and journey maps 
can provide tremendous value and 
insight to your association. They can 
help you:

• Develop a deeper understanding 
of stakeholder needs and how to 
solve for them 

• Guide future product and 
program development by guiding 
innovation that helps customers 
achieve their desired outcomes

• Prioritize which projects, 
campaigns, and initiatives to 
invest time and resources in

• Create alignment across the 
organization and rally other teams 
around a customer-centric vision

• Address areas of customer 
dissatisfaction and improve 
customer ratings

3 STEPS TO BUILDING AN  
ASSOCIATION’S CUSTOMER JOURNEY

Jeanne Sheehy
Chief Marketing Officer
jsheehy@bostrom.com 
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Step 1: Building Personas

Personas don’t have to be created 
for every type of possible customer 
you may have. One good way to 
prioritize them is by aligning them 
with your business objectives. If your 
membership, certification and annual 
meeting are the largest generators 
of revenue in your organization start 
there. Companies can spend months 
and thousands of dollars on persona 
creation but I believe a little time 
and a lot of empathy can go a long 
way. And choose a persona profile 
template that is simple and gets to 
the heart of your customer needs. 

TIP: Xtensio.com has my favorite 
Persona template. If you visit their 
site you’ll see a lot of template tools 
for marketers as well.  
 
Step 2: Touchpoint 
Identification

In any Customer Journey, 
touchpoints or interactions with your 
association need to be identified.  

For an association, the journey and 
touchpoints could look like Step 2 
(displayed below).

Step 3: The Final Touches

As with Personas, there are many 
ways to attack the actual mapping 
process. Conceptboard.com had a 
pretty good (and free) template for 
a standard journey that you may find 
useful. Each stage of the journey is 
mapped across the top with areas 
for goals, actions, touchpoints and 
channels, thoughts, experience, pain 
points, and room for improvements 
along the bottom. Using your 
Personas and Touchpoints data your 
map will tell the entire story from 
each Persona’s point of view. 

TIP: Drew Davis is a speaker I’ve 
heard several times and I strongly 
recommend you view his Customer 
Journey Mapping Parts 1 and 2 
videos on YouTube. They really walk 
through the empathy aspect of your 
journey and he comes at the stages in 
a very unique, entertaining way. 

There are companies that can help 
associations through this process, 
Bostrom being one of them, and 
we’d love to get your feedback 
on your process, pain points, and 
persona building any time!

HEAR MORE ABOUT  
YOUR ASSOCIATION’S 

CUSTOMER JOURNEY AT 
BOSTROM.COM/SOLUTIONS

reel solutions

STEP 1 STEP 3

STEP 2
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Today’s executives are bombarded 
with advice to focus on the “member 
experience”. They’re told to explore 
the “customer journey” to improve the 
“user experience” of their products 
and services. They’re advised to 
engage in “design thinking” to better 
understand the “jobs to be done” 
for their members. But what do all 
these buzzwords really mean? And 
given limited time and resources, how 
can associations provide the best 
experience to their members?

At Centralis, we’ve spent the last 
twenty years helping associations, 
cultural institutions, and corporations 
cut through the jargon to create 

BEYOND THE BUZZWORDS:  
HOW ASSOCIATIONS CAN BUILD A  
BETTER MEMBER EXPERIENCE

Kathi Kaiser, Centralis 
Co-Founder and Partner

products and services that offer their 
customers a great user experience 
(UX). The labels may vary but the 
goal is the same: UX is about 
learning what members need, and 
addressing those needs in a clear, 
easy-to-use manner that also 
addresses organizational goals.

Based on our experience, we offer 
these four principles for ensuring your 
members’ needs lie at the heart of 
your organization’s efforts:

1. Observe and listen to your 
members.

You can’t be member-centered if you 
don’t interact directly with members 

to uncover their goals, needs, and 
behaviors. The biggest mistake we’ve 
seen leaders make over the years is 
thinking they know enough already 
about what their members need. 
Association executives bring a depth 
of knowledge about their domain to 
their roles and rely on it every day to 
make key decisions. However, when 
it comes to user experience, that 
knowledge can actually get in the way. 

To provide a great experience, 
you have to see it through your 
member’s eyes. When associations 
rely solely on their existing 
professional knowledge, or perhaps 
their own prior experience in the 
member role, they produce offerings 
that reinforce their preconceptions, 
which hinders innovation. The best 
way to understand what members 
want and need is to ask them, and 
observe them, too.

Many associations we work with have 
robust market research operations, 
while others scramble to execute 
quasi-regular member surveys to gain 
insight on member needs. In either 
case, we recommend supplementing 
any large-scale research efforts with a 
small set of qualitative interactions 
with members throughout the year. 
Luckily, annual conferences and 
periodic meetings bring members 
together - you can leverage these 
opportunities to tune into the voice of 
the member directly:

• Encourage all staffers attending 
an event to schedule at least one 
coffee meeting with a member, 
just to chat about their experience

• Convene a round table for 
gathering reactions to a new 
product

• Schedule one-on-one usability 
test sessions to improve a website 
or app 

Whether you hire a user experience 
research firm or conduct this 
research with an in-house team, 
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you’ll gain invaluable feedback that 
can inform both short-term and 
long-term initiatives.

2. Create a map of the 
member’s journey with you.

As you’re talking with members, you 
can start building a map of their overall 
interactions with the association over 
time. Often referred to as “customer 
journeys’ or “journey maps”, these 
artifacts illustrate the range of 
touchpoints members have with your 
organization. The best journey maps 
include all your members’ common 
activities - things like registering for 
the annual conference, serving on 
a committee, or even receiving the 
latest news in an outbound email. For 
each activity, the map indicates the 
member’s motivations, information 
needs, goals, and feelings at each 
moment in time - where the current 
experience is meeting their needs, and 
where and how it is falling short. Those 
gaps are opportunities to improve the 
member experience.

Journey maps are a great tool for 
breaking down silos in highly 
bureaucratic organizations. The map 
can show how and when different 
departments influence an individual 
member’s experience, and how they 
might collaborate to improve it. Even 
the process of creating the map itself 
can bridge these divides - all you need 
is a group of folks who serve members 
(and have talked with and observed 
them - see #1), a whiteboard, and lots 
of Post-It Notes. Start with a list of key 
behaviors and then map out each one 
- all the micro steps the member does 
to accomplish that task. Catalog the 
resources the association provides at 
each step along the way, and identify 
missed opportunities. As with user 
research, you can do this internally, or 
bring in an expert facilitator to help.

3. Provide more with less.

Knowing what members want and 
need is one thing; providing it in a clear, 

easy-to-use way is another altogether. 
Many associations offer so much 
information that their members 
can’t navigate it. Members become 
overwhelmed by association websites 
that are poorly organized and littered 
with outdated materials.

To help members find what they 
need, especially on your websites, 
do more with less. Be ruthlessly 
succinct. Include expiration dates 
on all content, so items are removed 
when no longer relevant. Above all, 
avoid structuring your website 
like your org chart. Members don’t 
know which group created which 
materials, and to be blunt, they don’t 
care. Try research methods like card 
sorting and tree testing to help you 
categorize content the way members 
think about it. If they can easily find 
what they need, they’ll call the office 
less frequently!

4. Design for the win-win.

Meeting member needs does not 
mean ignoring business objectives. 
Goals like increasing course 
registration, achieving conference 
attendance targets, and collecting 
dues are critical as well. The good news 
is, members are often seeking to do 
these same things! The key is to find 
the win-win: designing an experience 
that helps members get what they’re 
after while also addressing the 
association’s objectives. 

UX designers can create experiences 
that balance member and business 
goals, but first, the business 
objectives need to be defined and 
prioritized. This is often the hardest 
part for executives, who value all 
aspects of their organization equally. 
To help set your focus, generate a list 
of goals, and then think about how you 
might spend $100 on them. Identify 
any dependencies among them, and 
spend on those areas first. Align what 
you’ve learned about member needs 
with your organizational objectives 
to produce an experience that is 

both compelling for members and 
successful for the association.

Associations that observe and listen 
to members, map the member 
journey, provide more with less, 
and design for the win-win are well 
on their way to ensuring members’ 
needs lie at the heart of their efforts. 
Keep in mind that building a better 
member experience is a habit, not 
a project. Whether you’re redefining 
your strategy, changing your market 
positioning, or proceeding with 
business as usual, incorporating the 
voice of the member is an ongoing, 
iterative process. It’s never done, and 
there’s always the opportunity to do 
it better, which members will always 
appreciate.

Kathi Kaiser is Co-Founder and 
Partner at Centralis, a Chicago-
based user experience research 
and design firm. She leads a top-
notch team in creating great user 
experiences for global clients, start-
ups, and associations & non-profits, 
including the National Association 
for REALTORS(R), the American 
Medical Association, AARP, and the 
Art Institute of Chicago.

HEAR WHAT ALL THE 
BUZZ IS ABOUT  WITH 
KATHI AND LIBBY AT 

BOSTROM.COM/SOLUTIONS

reel solutions
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for success

Since 1970 in compliance with a federal 
mandate, the National Association of 
Long-Term Care Administrator Boards 
(NAB) member state boards and agencies 
were given the responsibility of licensing 
nursing home administrators (NHA) in 
every US jurisdiction. Each state developed 
somewhat unique practice standards which 
created barriers to licensure portability. 
The one commonality was the licensure 
exam developed by NAB which is used 
in all jurisdictions. In the 1990s long term 
care services began to expand dramatically 
into residential care/assisted living (RCAL) 
communities, licensure followed in many 
states, and NAB responded with a national 
examination for RCAL administrators.  In 
the following decade, a variety of home 

and community-based services ((HCBS) 
adult day care, home care, home health, 
hospice and palliative care) expanded 
the scope of services and states began 
to assess the need for licensing the 
managers of these additional lines of 
service. Licensure at the state level 
followed this expansion in many states.

This industry expansion while offering a wide 
range of services to residents/customers 
further complicated licensure requirements, 
created unreasonable barriers to licensure 
and career paths, and portability to practice 
across state borders and lines of service. At 
the same time, the image of the profession 
was poor making it difficult to attract 
candidates into the profession.

Randy Lindner, CAE
President
rlindner@bostrom.com

Through a  
Data-Driven 
Practice Analysis

Creating A 
“New Vision For 
Leadership”  

Challenges and Opportunities:
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The Approach

In 2014 Bostrom client the National 
Association of Long Term Care 
Administrator Boards (NAB) under 
the leadership of Bostrom President/
NAB President and CEO Randy 
Lindner in partnership with NAB’s 
leadership, initiated a visioning and 
strategic planning process to explore 
a new vision for leadership that 
would end the practice of preparing 
leaders to work in a silo (i.e. a single 
line of service), develop a model to 
prepare them to work along multiple 
lines of service with a single 
qualification and remove 
regulatory barriers to practice. 

The NAB conducted a 
contemporary and aspirational 
professional practice analysis 
study across multiple lines 
of service (NHA, RCAL, and 
HCBS) to provide a basis for a 
forward-looking competency-
based credential, the Health 
Services Executive (HSE).

• To investigate similarities 
and differences and identify 

• Common or core 
domains, tasks and KSs*

• Specific or unique 
domains,  task and KSs*

*KSs = Knowledge and Skills

• Establish an aspirational 
voluntary board-based 
qualification standard for the 
Health Services Executive 
(HSE) through “Licensure by 
Equivalency”

• Facilitate express licensure  
approval and transfer based on 
a common state standard

•  Meet state licensure 
requirements for practice as 
an NHA, RCAL and HCBS 
administrator

• Promote consistency of  
the AIT and preceptor 
training experience across all 
jurisdictions

• Broaden academic programs 
to prepare graduates to meet 
the HSE qualification standards 
upon graduation

The study found that 82% of 
competencies are common across 
multiple lines of service.

What followed was a complete 
transformation of and development 
of a new suite of programs to 
accredit academic degree programs, 
assess continuing education and 
training programs and a modular 

examination program to meet 
licensure requirements. The NAB also 
established an HSE Qualification to 
pre-qualify leaders in the field to meet 
licensure requirements across state 
lines and lines of service with a single 
qualification.

To make the HSE qualification a 
success, the NAB launched an effort 
to work with member state boards 
to adopt through rules, regulation 
or statutory changes the HSE 
qualification as an alternate pathway 
for licensure. The NAB held a series 
of meetings to build support with 

industry and professional associations 
and President and CEO Lindner has 
made numerous presentations at 
national conferences and to state 
boards and agencies to support 
adoption.

This HSE standard was launched in 
July of 2017 and as of December 31, 
2019, 18 states have adopted the HSE 
Qualification with an additional 8 close 
to adoption. This is a tremendous early 
success considering the time it takes 
to work through each individual state 
board and legislature for adoption. The 

NAB’s goal is to have a 
majority of states adopt 
the standard by June of 
2020 and all states within 
5 years.

The NAB removed 
threats and barriers to 
adoption by positioning 
the credential as 
aspirational and 
voluntary, offering an 
option for professional 
development that 
rises above federal and 
state requirements, 
provides expanded 
career opportunities and 
portability of licensure 
to the profession, 
and a highly qualified 
professional to employers 
and regulators.

NAB’s “New Vision for Leadership” is 
now a reality.
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how culture is connected to that 
customer experience you build. In the 
association world, the use of customer 
can mean member, attendee, partner, 
prospect or even press. 

Step 1: Defining

The first step is identifying who those 
customers are, what their needs 
are, what problems they are trying 
to solve and what is the true value 
proposition the organization delivers. 
We create customer personas and 
perform journey mapping exercises 
with clients to dive deeper into that 
part of the process in a focused, 
empathetic approach. Knowing 
these critical data points allows 
you to build a culture that delivers 
on that value promise in ways that 
speak to your customers emotionally, 
professionally and with alignment to 
business goals. 

Step 2: Communicating

Once you define what your customer 
experience looks like, it needs to be 
communicated to the organization 
and incorporated into daily decisions 
and actions. This includes setting 
standards and expectations for staff, 
defining what skills and traits to 
look for in new hires, and designing 
employee training and development 
accordingly. At Bostrom, we spent 
time and resources in developing a 

Culture Road Map for our company 
to ensure everyone understood not 
only the customer experience but 
also the ideal employee experience 
and the values we hold true.

 Step 3: Action

Organization values need to be 
actionable and customer-oriented. 
Employees need to understand how 
to align their behavior and choices 
on a daily basis to the values of the 
company. When looking at your 
association’s values make sure they 
align with the customer experience 
you want to deliver and that team 
members can take action on them in 
a clear way.

Step 4: Hiring

It is up to every individual in an 
association to uphold the culture so 
hiring people that fit into that culture 
is critical. People may bring expertise 
and degrees in the door but if they do 
not live and breathe your culture they 
will derail the success, consistency 
and cohesiveness of the customer 
experience. Make sure your 
onboarding, training and professional 
development tactics align with 
culture as well after the hire.

Step 5: Accountability

Integrating performance metrics 
into every employee’s role that align 

CULTURE AND THE CUSTOMER EXPERIENCE 
CONTINUED FROM  PAGE 1

with customer experience goals will 
establish the importance of culture 
and provide the tools needed to 
demand accountability from all. 

Once you’ve aligned culture with 
customer experience based on 
personas and journey maps, make 
sure you have a feedback loop 
externally with customers and 
internally with staff members to 
continually assess needs and gaps on 
both sides. For associations, culture 
obsession that supports customer 
obsession will lead to growth, 
retention, and engagement as it has 
for Amazon. 
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INTERESTS
• Traveling
• Spending time with family
• Reading
• Knitting
• Baking
• Taking adventures around DC

 FAVORITE PLACES IN DC
• Mansion on O
• Lincoln Memorial
• Eastern Market
• DuPont Circle

Amanda has 15 years of experience in customer 
service and has a background in the restaurant  
and travel industries. She earned her bachelor’s 
degree in Business Management from Kent  
State University.

ROLE AT BOSTROM
Amanda works with the Greeting Card Association 
(GCA) and the International Biometric Society 
(IBS) with a focus on membership services and 
awards programs. She manages the awards 
program, the LOUIE Awards. Additionally, she 
develops digital communications on both web  
and email platforms.

AMANDA BIGNALL 
PROGRAM MANAGER

Get To Know More 
About Amanda At 

BOSTROM.COM/SOLUTIONS

Bostrom profile
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bostrom cares

Bostrom Program Name

2019 Icons

GIVE        SHARE        CARE

bostrom
cares

Bostrom Program Name

2019 Icons

GIVE        SHARE        CARE

AFTER WRAPPING UP AN EVENTFUL 
YEAR OF SUPPORTING ANIMALS IN NEED

 WITH YAPPY HOURS AND PURRFECT 
PET CONTESTS...
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...OUR EMPLOYEE-RUN BOSTROM CARES 
TEAM HAS IDENTIFIED HUNGER AND 

HOMELESSNESS AS THE FOCUS FOR 2020. 
We kicked (pun intended) the year off with a sock drive – collecting 
over 200 pairs of socks to be donated to local charities in Chicago 
and DC. The Bostrom Cares Team plans to do six drives this year, 

plus some team-building volunteer activities to support the hungry 
and homeless in Chicago and DC and around the country.

AFTER WRAPPING UP AN EVENTFUL 
YEAR OF SUPPORTING ANIMALS IN NEED

 WITH YAPPY HOURS AND PURRFECT 
PET CONTESTS...

bostrom cares
GIVE        SHARE        CARE

bostrom cares
GIVE        SHARE        CARE

bostrom cares
GIVE        SHARE        CARE

bostrom cares
GIVE        SHARE        CARE

bostrom cares
GIVE        SHARE        CARE

bostrom cares
GIVE        SHARE        CARE



35 East Wacker Drive
Suite 850
Chicago, Illinois 60601-2106

Engage with  us on social media

@BostromAMC@bostromamc Bostrom @BostromAMC

bostrom starts with a conversation.
we listen. we discuss. we partner.


