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A practical chapter from The CXO Codex 

How do you make CX a
business-wide leadership
system, not a service function?



Lara Khouri is an award-winning organizational integrity strategist,
keynote speaker, and transformation advisor. 

With two decades across customer experience, employee experience,
and transformation work under her belt, Lara guides multinational
corporations, government-linked entities, startups, and PE-backed
businesses to navigate transformation, rebuild stakeholder trust, and
align behavior with results. 
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In the conversation, Lara returns to an apparently modest intervention: a
two-column Word document that gave customers the information they
needed before they had to ask for it. 

The result was not a shinier CX programme. It was less uncertainty, fewer
avoidable calls, and a route toward zero churn. The episode keeps this
chapter honest: the answer is not always a new platform, a large
transformation, or a bigger team. Often it is a better decision about what
customers need to know, who owns the answer, and what happens when
the promise cannot be kept.

What you’ll hear on CXO LOading...



The future belongs to the most trusted organisations.
Map the promise your organisation makes, then
compare it with the process and behaviour customers
actually experience.
Ask the teams closest to the customer what people
need to know before they have to ask for it.
Look for duplicated effort between departments
before reaching for new tools or new headcount.

tHE
LEARNING

Trust is not a feeling. It is a
system people can trust. 
Trust is easy to speak about and difficult to run. It is often
treated as a brand value, a culture statement, or something
that sits with the people team. Customers experience it much
more practically: they see whether the promise they were sold
is still true when a process gets complicated, when a hand-off
changes department, or when something goes wrong.

Lara Khouri’s work starts in that gap. Her stories show that
customer, employee, and commercial experience cannot be
separated at the moment a promise needs to be kept. This
chapter is not about making trust warmer or more aspirational.
It is about turning trust into a system a leadership team can
see, own, and improve.



“A two-column Word document can be more
transformative than a strategy deck — if it
gives customers what they actually need.”

Lara Khouri, Executive Advisor on Organizational Trust, Human-Centered
Growth & Commercial Transformation



What research adds
Trust becomes operational when the organisation can connect a customer promise to the
cross-functional decisions, ownership, and evidence required to keep it.

Deloitte’s 2025 CXO research identifies
demonstrating experience value, early
collaboration, trust, and a human-centred
technology outlook as core priorities for the
evolving role.

Deloitte Digital - The Evolving Roles of the
Chief Experience Officer

McKinsey argues that customer-centric
operating models depend more on cross-
functional ways of working and decision criteria
than on redrawing organisational boxes and
lines.

Mckinsey - How the Operating Model Can
Unlock The Full Power of Customer Experience

Further Reading

The Codex reading of Lara’s story alongside this evidence is that trust becomes a leadership system when a customer promise has a
visible owner, a decision route, and a way to show what changed. The customer does not experience an operating model as a
diagram; they experience whether the organisation can keep its word when the hand-off gets difficult.

That does not mean every trust problem needs a new transformation programme. Start where Lara starts: with one promise
customers can already see, then make the friction and the trade-off discussable across the people who create it. The useful
leadership move is not to own every detail; it is to make the shared decision unavoidable, although one intervention won’t fit every
organisation.

https://www.deloittedigital.com/us/en/insights/research/chief-experience-officer-report.html
https://www.deloittedigital.com/us/en/insights/research/chief-experience-officer-report.html
https://www.mckinsey.com/capabilities/growth-marketing-and-sales/our-insights/how-the-operating-model-can-unlock-the-full-power-of-customer-experience
https://www.mckinsey.com/capabilities/growth-marketing-and-sales/our-insights/how-the-operating-model-can-unlock-the-full-power-of-customer-experience


You won’t find this on a dashboard

The
Actionable

Bit

The problem is rarely one dramatic failure. A sales message
says one thing, an operational process does another, and the
person helping the customer has to bridge the gap in real
time. Each individual moment may look reasonable inside its
own team. The customer experiences the whole contradiction.

That is why trust is a CXO-level question. It asks who can
make a decision when a promise cannot be kept, what
information the customer should receive before they need to
chase, and whether the organisation can recognise a friction
point as a shared system problem rather than a local
departmental issue.



The Trust
Friction
Audit

Choose one customer promise and inspect
the gaps between what is said, what the
process does, and what people experience.

Use the Trust Friction Audit with one promise customers can already
see: a response time, service standard, renewal commitment, delivery
window, or claim made during the sales process. Do not audit the
whole organisation. 

Start with a promise that crosses more than one team, because that is
where trust can become everyone’s concern and no one’s decision.

Step 1: Write the promise in the customer’s own language, not internal
shorthand.

Step 2: Follow that promise across Sales, Product, Operations, and
Support, noting where the customer has to ask twice or explain
themselves again.

Step 3: Name one accountable decision-maker for the moment the
promise cannot be kept, then agree the decision or trade-off they can
actually make.



Day 1

Take one visible customer
promise into a 20-minute

conversation with two
people closest to the

customer. Ask: where do
expectation and reality

currently split?

Choose one high-impact
promise, convene the

functions that create it, and
run one monthly decision
circle that reviews friction,

trade-offs, and what changed
for customers.

Build it in 30 Days

Track the share of priority
promises with a named

decision owner, a current
friction log, and a

documented customer-facing
outcome.

Measure the shift

Ask yourself: What promise are we asking customers to trust, and who can make the
decision when reality gets in the way?

your next move



You are building more than a good idea.

from
Director
to CXO

The move from Director to CXO in Lara’s chapter is from improving
individual journeys to becoming the leader who makes customer
promises govern cross-functional decisions. 

The Trust Friction Audit helps you show where a promise breaks, name
who can resolve the trade-off, and turn trust from a brand value into an
operating responsibility. 

Build a cross-functional promise map that turns trust from a brand
statement into an owned operating decision.



Visit cxocodex.com for more insights
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