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Executive summary

Customer service is where companies prove whether their technology,
culture, and intentions actually work.

Every new Al capability, workflow, or policy meets its moment of truth in
a live interaction between an agent and a customer.

Technology can change overnight. People can'’t - unless they choose to.

Most service transformations stumble not because tools fail, but
because belief never takes hold. Traditional change management
assumes compliance equals progress. Yet compliance is mechanical;
belief is emotional.

Change enablement replaces control with conviction.
It creates the conditions for buy-in - the voluntary decision people make
to adopt, adapt, and advocate for new ways of working.

This guide introduces Zendesk's six Cs of change enablement - clarity,
capability, community, continuity, celebration, and customer - and
shows how leaders can apply them to build belief, accelerate Al
adoption, and strengthen customer trust.

Because when your people believe, your customers can feel it.

The service imperative

Customer service is now the frontline of business transformation.
In the last three years:
e Ticket volumes grew =30 %.

e 79 % of service orgs have introduced Al, but fewer than half rate
adoption as “strong.™

e Agent turnover in contact-center roles remains 25-40 % above
corporate averages.®

Leaders face a paradox: every innovation meant to help agents work
smarter also asks them to change faster.

And because every change is public - heard, typed, or felt by customers -

service becomes the most visible proof of whether transformation
works.

Customer service is where your
strategy meets the human
experience - in real time.

1.Desk365, Al in Customer Service Statistics 2025; 2 AllAboutAl, Al in Service Benchmark 2025; 3.10xSheets, Customer Service Metrics 2025

You cannot
manage people
into believing.
You can only
enable them to
choose.



From managing change to enabling belief

Traditional change management was built for predictable organizations. It focused on sequencing, checklists,
and training attendance. But customer service runs on emotion, pace, and trust. Control no longer scales.

Mindset

Method

Goal

Measure

Outcome
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Change Management

Move people through a plan

Top-down communication

Adoption

Compliance

Completion

Belief is the missing engine of transformation. When agents believe the new system helps them deliver better
service, adoption happens organically - and stays.

Change Enablement

Help people want to move

Co-creation + evidence

Buy-In

Confidence

Conviction
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The sixCs

of change enablement

The six Cs describe the cultural and operational conditions that turn
change from disruption into progress.

Each can be developed independently, but together they form a
repeatable cycle of belief.
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Clarity

The story people believe

Creates a single, credible narrative that connects
business goals to human outcomes

Capability

The confidence to deliver

Ensures people can actually do what the new world
demands - and feel good doing it

Community

Ownership through co-
creation

People value what they've helped build

Continuity

Change without chaos

Integrates change into the normal cadence of work
so people can learn while serving

Celebration

Momentum through
recognition

Translates data into emotion

Customer
The purpose behind it all

Reminds teams who they help and sustains
motivation even during technical transitions
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The six Cs of change enablement

Clarity: The story people believe

Service leaders rarely intend to confuse their
teams, yet in the rush to modernize, clarity is
often the first casualty.

Agents hear “Al will save time.” Managers hear “We'll cut
costs.” Customers hear “A robot will answer.”

Without one consistent story, skepticism fills the gaps.

Clarity means creating a single, credible narrative that
connects business goals to human outcomes.

Why clarity matters
People do not commit to tasks; they commit to meaning.

Behavioral research shows that uncertainty triggers the
brain’s threat response - the same pattern as physical pain.

Clarity calms that response by giving people a sense of
predictability and purpose.

People don't resist change -
they resist confusion.
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How to apply this with your team

e Begin every change meeting with why now and who
benefits.

e Ask each supervisor to restate the story in their own words;
compare for gaps.

e Create a short “agent card” summarizing the
why/what/how in 100 words.

e Use your next team huddle to co-create a “clarity
scoreboard” - list what still feels vague.

Team conversation starters

e “If a customer asked why we're changing this, what would
you say?”
e “What part of this feels unclear or contradictory?”

Industry lens

¢ Inretail, clarity connects technology to peak-season sanity:
“Al helps you handle twice the holiday volume without
losing the personal touch.”

¢ In financial services, clarity means simplifying how
advisors explain Al-driven insights so clients feel confident.

¢ In manufacturing, transparency means teams knowing
what Al is monitoring on the line and why.
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How to build clarity

Action

Description

Impact Metric

Purpose story

Outcome visualization

Language alignment

Craft one sentence linking organizational need to customer benefit.

Map before/after service journeys that show impact.

Ensure every leader repeats identical framing.

% of employees who can state the “why”

Understanding index

Message consistency score




The six Cs of change enablement

Capability: The confidence to deliver

In modern service organizations, change cycles
move faster than comfort zones.

New macros appear monthly, Al prompts daily. When
capability lags, belief collapses.

Capability turns understanding into execution. It ensures

people can actually do what the new world demands - and
feel good doing it.

Why capability matters

Confidence and competence are inseparable.
Neuroscience shows that perceived skill activates reward
circuits; perceived incompetence triggers withdrawal.

Training isn’t a one-time event - it's the ongoing act of
protecting people’s confidence.

Competence builds confidence.
Confidence creates belief.
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How to apply this with your team

e During pilot weeks, lower performance targets so agents
can focus on learning.

e Host “show-and-share” sessions where early adopters
demo real tickets.

e Replace generic training decks with two-minute screen-
recorded tips from peers.

e Audit one workflow per month:Is this harder than it used
to be? If yes, simplify.

Team conversation starters

e “What part of this new tool slows you down?”
e “When did Al make your job easier this week?”

Industry lens

e In fintech, capability builds trust when agents can explain
regulations confidently as Al recommends solutions.

¢ |n e-commerce, capability is speed that ensures Al
deflection does not erode tone or care.

¢ In healthtech, it means training clinicians to use Al triage
tools comfortably beside patients, not behind screens.

e In employee service (IT), it is giving help-desk agents
routine Al triage first, before tackling complex requests.
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How to build Capability

Action

Description

Impact Metric

Micro-learning in flow

Embedded Al Assist

Safe practice zones

Deliver short, contextual lessons inside the workspace.

Surface recommendations in the ticket view - not another tab.

Designate pilot queues for experimentation without penalties.

Time-to-competence

Agent adoption rate

Confidence index




The six Cs of change enablement

Community: Ownership through co-creation

Change introduced from above feels imposed; change Team conversation starters
co-created feels owned. Community transforms
transformation from a memo into a movement. e “Where do your ideas go after you share them?”

e “Who owns this change right now - us, or someone else?”

Why community matters
Industry lens

Behavioral science calls it the IKEA effect: people value what they've

helped build. ¢ In healthcare, community means nurses and agents co-designing

patient-support flows.

¢ Inretail, store associates pilot self-service scripts before corporate
rollout.

¢ Infinancial services, compliance teams join Al councils to align
rules with reality.

e In hospitality, frontline teams refine Al-generated guest messages
so tone and timing feel personal.

When frontline agents shape the systems they use, adoption becomes
prideful, not painful.

How to apply this with your team

e Nominate one “change champion” per shift - rotate monthly. e In gaming, community managers shape Al moderation models that
¢ End pilot meetings with: “What one tweak would make this 10 % balance safety with player trust.

better?”
e Post visible “You Said / We Did” boards showing which suggestions

became real.

¢ Invite an agent to present results at leadership reviews - signal
shared ownership.

Participation breeds ownership.
Ownership breeds belief.

FROM CHANGE MANAGEMENT TO CHANGE ENABLEMENT
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How to build Community

Action Description Impact metric

Change councils Cross-functional teams (CX, IT, Ops) prioritize improvements. Engagement rate

Agent champions Early adopters who coach peers and capture feedback. Peer training participation

Feedback rituals Weekly forums to surface friction and ideas. |dea-to-implementation ratio




The six Cs of change enablement

Continuity: Change without chaos

Transformation fatigue isn’'t caused by change itself - it's Team conversation starters

caused by disruption without rhythm. e “What's working better since the last update?”
e “What small change this week would make tomorrow easier?”

In customer service, agents can’t pause operations to adapt; tickets

keep coming, customers keep calling. Industry lens
¢ In hospitality, continuity looks like nightly debriefs that integrate
Continuity means integrating change into the normal cadence of work guest-feedback insights.
so people can learn while serving. e Inretail, it's the weekly sync between e-commerce and call center
teams to review order-status trends.
Why continuity matters ¢ In fintech, it means 15-minute micro-updates to knowledge bases

instead of quarterly documentation drops.
¢ In manufacturing, it is short, predictable Al sprints that build
confidence on the factory floor.

The human brain craves predictability. When change arrives in
controlled, repeated cycles, people relax enough to absorb it.

In contrast, large-scale “big bang” transformations overwhelm
attention, spike stress, and fuel skepticism.

How to apply this with your team
e Replace one annual overhaul with continuous mini-releases.
e Hold “change Fridays” where teams test one new feature for 60

minutes. Continuity is how you evolve
e Build 10-minute learning moments into daily stand-ups instead of . . .
half-day training blocks. fast without breaking faith.

e Create a predictable communications rhythm: same day, same
channel, every week.
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How to build Continuity

Action

Description

Impact Metric

Micro-rollouts

Change calendar

Reinforcement loops

Release small updates every two weeks and show immediate results.

Keep a visible, shared schedule of upcoming adjustments.

Review performance data weekly, refine, re-train.

Adoption velocity

Change readiness Index

Sustained adoption rate




The six Cs of change enablement

Celebration: Momentum through recognition

Progress unrecognized quickly disappears from memory. Team conversation Starters
Customer service work is relentless and emotional; recognition re- e “What's one customer story this week that proves we're moving in
anchors people in purpose. the right direction?”

e “Who deserves appreciation for trying something new?”
Celebration translates data into emotion - the bridge between proof and

pride. Industry lens

Why celebration matters
Dopamine - the brain’s reward chemical - spikes when effort is
acknowledged, reinforcing behavior far better than penalties.

e In gaming, celebration is visible when teams share Al-plus-agent
wins that highlight faster resolutions players notice.

e Inretail, a wall of customer compliments keeps morale high during
high-volume holidays.

¢ In healthcare, a patient’s thank-you email reminds agents that their
work reduces stress, not just wait times.

¢ In financial services, weekly fastest resolution shout-outs build

Recognition isn’t decoration; it's neuroscience.

How to apply this with your team

e End every sprint review with one success story. friendly competition that boosts Al-assist use.
e Useyourintranet or Slack to highlight “moment-of-the-month” « In manufacturing, showing maintenance issues that were resolved
customer quotes. before failure, thanks to Al, prove that progress is real

e Celebrate lessons learned, not just perfect outcomes.
e Ask senior leaders to personally thank frontline contributors.

Progress isn't real until
people can feel it.

FROM CHANGE MANAGEMENT TO CHANGE ENABLEMENT
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How to build Celebration

Action

Description

Impact Metric

Live dashboards

Story spotlights

Recognition rituals

Display real-time resolution and CSAT wins where everyone can see.

Pair numbers with human stories: “Because of you, 500 customers got
answers faster.”

Create weekly or monthly celebrations for experimentation.

Visibility index

Pride score

Engagement rate




The six Cs of change enablement

Customer: The purpose behind it all

Every service change ultimately exists for one reason: to How to apply this with your team
make life better for customers. e Open staff meetings with one real customer review or complaint.
e After every release, show metrics side-by-side: internal adoption vs.
Without that connection, transformation becomes mechanical; with it, customer satisfaction.
every improvement gains moral weight. * Inretrospectives, ask, “How did this make service feel easier for
customers?”

e Pair new hires with “customer mentors” - real clients willing to share

Why customer connection matters .
experiences.

Purpose fuels persistence. Studies show that employees who can link
their daily work to a positive human outcome demonstrate 42% higher

engagement. Team conversation starters

e “If we were the customer, would this feel easier or harder?”

Service professionals are natural empaths; reminding them who they e “What feedback tells us the customer notices our progress?”

help sustains motivation even during technical transitions.
Industry lens

¢ In fintech, purpose means financial peace of mind.

¢ In healthcare, it is connecting every automation to better patient
outcomes.

¢ In employee service, it's the same principle turned inward:
supporting colleagues with empathy.

Purpose turns effort
Into energy.

FROM CHANGE MANAGEMENT TO CHANGE ENABLEMENT
zendesk



How to build Customer

Action

Description

Impact metric

CX impact mapping

Voice-of-customer loops

Service storytelling

Define how each internal change improves FCR, CSAT, or Effort Score.

Share real comments or survey snippets weekly.

Turn customer outcomes into team stories.

Outcome correlation

NPS delta

Advocacy index




The architecture of belief

Trust isn't only emotional; it's engineered. Platforms shape perception. When systems feel
coherent and supportive, belief follows.

Layer Purpose How it builds buy-in
. One record for every customer and Removes uncertainty - everyone
Unified data y y y
channel. sees the same truth.

How to architect belief for
your team:

Suggestions and automation inside

Embedded Al Shows Al as helper, not hurdle.
workflows.

Unified Single environment for chat, email, Reduces friction, increases
workspace voice. comfort.
Resolution ..

. Transparent dashboards. Makes success visible.
metrics
Continuous human + Al learnin Sustains improvement and
Feedback loops 9 b
cycle. trust.
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Eliminate double entry and duplicate
tabs; every click erodes confidence.

Align data definitions - “resolved”
should mean the same everywhere.

Share platform metrics openly with
frontline staff.

zendesk



Changing your structure and ways of working

Good newsl! If you feel like you are still figuring out how to organize for Al,
you are not behind. Everyone is still in the early or, at best, the middle
stages of this journey. The playbook is still being written, and we are all
learning together. Take a breath: you are not late to the game; you are
on a path that everyone else is navigating too.

Here you will find the top decisions you need to make as you structure
for Al adoption, along with the key considerations that turn those
decisions into sustained progress. Al success is not only about the
technology. It is about the people and structures that turn belief into
action.

Define clear ownership

Al adoption requires visible leadership. The organizations that move
fastest appoint a single, accountable champion, often a senior CX or
service executive, who connects business goals to frontline realities.
Their role is not only to sponsor the initiative but to narrate it, making
progress visible, connecting results to purpose, and keeping belief
intact when the learning curve feels steep.

Top decision to make: Who will own the Al vision for service? Not just
the technology, but the story that connects it to customer outcomes?

Top consideration: Choose someone with strong leadership

capabilities who understands both technology and people. Belief
spreads faster when leadership feels human.
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Build a cross-functional core

Al cuts across traditional boundaries. The work cannot live in IT or
operations alone. The most effective organizations create a cross-
functional nerve center that brings together service, data, content, and
technology leaders with frontline representatives. This group removes
friction, sets priorities, and ensures that decisions are made where
insight meets execution.

Top decision to make: What combination of teams and perspectives
will make Al decisions faster, smarter, and closer to the customer?

Top consideration: Include people who can connect analytics with
empathy. Collaboration between data and the frontline builds both
speed and trust.

Create a Center of Excellence to scale

As adoption matures, many organizations find that a small Center of
Excellence helps maintain standards and accelerate learning. The best
CoEs focus on enablement, not control. They create shared playbooks
for feedback, measurement, and ethical use, and act as a multiplier for
capability across teams. A strong CoE feels like a coach, not a referee.

Top decision to make: When is the right moment to formalize a CoE,
and what should it enable that teams cannot do on their own?

Top consideration: Staff your CoE with teachers, not auditors. Its

credibility depends on being a resource that helps, not a gate that slows.

The best

Centers of Excellence
coach and connect rather

than control.
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Changing your structure and ways of working

Empower the middle

Supervisors and team leads are where Al belief becomes daily behavior.
They translate direction into confidence and reinforce what good looks
like. Equip them with access to data, examples, and autonomy so they
can model curiosity, not compliance. The middle of the organization is
often where confidence either spreads or stops.

Top decision to make: How will you equip your middle managers to be
the daily voice of confidence, not the first point of friction?

Top consideration: Look for communicators who are trusted by their
teams and respected by leadership. They are the heartbeat of cultural
change.

Refresh roles and responsibilities

Al changes what great service looks like. It automates routine work and
amplifies human judgment, empathy, and creativity. The most future-
ready organizations are reimagining their roles, adding positions like Al
coach, knowledge curator, service architect, and automation analyst.
These roles signal growth, not replacement. They make it clear that
technology elevates people rather than sidelining them.

Top decision to make: What new roles and skill sets will make Al a force
for human growth in your organization?

Top consideration: Redefine work before fear fills the gap. Show your
teams where human strengths win and what opportunities Al unlocks.
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Invest in knowledge as infrastructure

Knowledge is the backbone of Al-powered service. The best
organizations treat it as infrastructure that is structured, connected,
and continuously refined. A strong knowledge base is the foundation; a
knowledge graph makes it intelligent. When knowledge is accurate,
organized, and shared, Al can deliver contextually relevant answers that
reflect both human judgment and customer needs.

Top decision to make: Who will own the long-term strategy and
governance for your knowledge base and knowledge graph?

Top consideration: Prioritize near-term clarity and long-term
connectivity. Start by improving what Al learns from today, then map
how knowledge will grow smarter tomorrow.

Build feedback loops that strengthen trust

Belief in Al grows when people can see that their input makes a
difference. The most successful organizations design transparent
feedback loops that make it simple for employees to flag errors,
suggest improvements, and see results. When fixes are visible,
frustration turns into ownership, and ownership becomes trust.

Top decision to make: How will you collect and act on feedback so your
people can see Al learning and improving?

Top consideration: Treat feedback as participation, not critique. The
moment people feel heard is the moment they start to believe.

Al maturity is not a milestone.
It is a mindset.

It is about how intentionally you align
structure, ownership, and culture to turn
belief into sustained performance. The
organizations that win are not those that
install the most technology. They are the
ones that build the most trust around it.
Because Al does not transform service.

People do.
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Visibility: Proof converts skeptics

People believe what they can see. In customer service, the clearest proof that change works is resolution -

problems solved, customers satisfied, escalations down.

Stage

Action

Effect

1. Visibility

2 .Confidence

3.Buy-in

4 . Performance

5. Loyalty

Share live metrics on resolution
and CSAT.

Teams recognize improvement.

People choose to deepen
adoption.

Outcomes improve.

Customers feel consistency.
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Builds trust.

Builds ownership.

Builds momentum.

Builds proof.

Builds advocacy.

Zendesk’'s Resolution
Platform unlocks this
visibility loop.

Al insights, unified data, and transparent
dashboards turn progress into something
tangible. When teams see their success,
they double down.

\_

Turn it into action:;

Publish a single “Resolution Scoreboard” for all teams.
During huddles, review real data, not anecdotes.
Compare adoption rates and resolution gains side-by-side.

Encourage agents to suggest new metrics that reflect customer ease.

zendesk



Leading for buy-in

Technology changes systems; leadership changes minds. Service leaders are the
interpreters of change - they translate strategy into meaning.

RIS D I Sample actions:
. . . al y e Begin stand-ups with one visible win that shows Al helping a customer
F Ve Iea d ers h I p be h avlors . f o Ask, “What worked better today because of Al?”
reintrorce ¢ Share one quick data point or success story to keep momentum visible
1. Tell the truth early. Credibility beats RIS Sample actions:
optimism. Weekly e Discuss one metric trend and one story that links Al to customer outcomes
e Ask teams where belief feels shaky or adoption feels hard and capture quick fixes
) . ) ., reﬂeCt e Share a short update from another team to spread best practices
2. Make metrics human. “Resolution rate
equals “customers helped.”
. . RIS Sample actions:
3. Empower the frontline. Ask for ideas M Onth Iy e Celebrate champions and capture lessons from recent rollouts
before issuing directives. . e Publish a short “Alin Action” highlight in internal comms
reCOg nize e Revisit small wins that proved measurable impact, not just efficiency
4. Celebrate curiosity. Reward learning, not
perfection.
REEEE LN Sample actions:
. Q ua rte I’|y ¢ Revisit the Six Cs to check progress and refresh clarity and capability
5. Model belief. Use the system yourself; nmmen I e Host a cross-functional meeting on what's next for Al adoption
share your experience. rea Ig N e Use feedback to refine the vision so everyone understands where the organization is heading

FROM CHANGE MANAGEMENT TO CHANGE ENABLEMENT
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Conclusion: What people believe, customers will feel

The next era of customer service will be defined by Agentic Al - systems that learn and act
alongside humans. As automation handles routine volume, human expertise will matter more,

not less. Organizations that thrive will treat adaptability as a core skill, not a temporary project.

Leading for change

Change enablement transforms transformation itself.
It turns fear into focus, compliance into conviction, and systems into sources of pride.

When service teams understand why change matters, have the capability to deliver it, and can see the results
in real time, they don't need managing - they choose to lead.

And that choice echoes outward: in every resolved ticket, every empathetic response, every loyal customer.

What will differentiate leaders

They measure belief, not just adoption.

They design platforms for evolution, not completion.
They make simplicity a cultural value.

They connect every innovation to customer emotion.

Zendesk's vision aligns with this future: technology that makes service teams more capable,
more confident, and more human.
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The 90-day change enablement roadmap

A practical sprint plan for any service organization.

Month 1

Objective: Establish baseline and identify gaps across the six Cs.
Get started: Run a buy-in survey; map current clarity and capability.

Month 2

Objective: Build micro-pilots and visible wins.
Get started: Form change councils; launch one Al or workflow pilot; share results weekly.

Month 3

Objective: Reinforce and scale belief.
Get started: Celebrate improvements; expand training; refresh customer-impact stories.

After 90 days, repeat - change enablement is a flywheel, not a finish line
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