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A few moments along the stakeholder journey define the brand experience, and most 
organizations invest everywhere except in those moments that matter most. The 
Experience Impact Assessment is the second workshop in the Culture Design Discover 
phase. It takes the journey your stakeholders described in Workshop 1 and asks which 
parts of it actually move your outcomes across sales, service, and operations.  

Leveraging our Current State Assessment framework, this session rates the positive and 
negative impact of every driver on the priority journey. It then links those drivers to 
measures your business already reports. The output is a ranked map showing where 
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attention will pay and where it will not, which becomes a defensible basis for 
prioritization rather than a longer list of good ideas. 

Main Question: Which experience drivers most help or hurt our outcomes? 

Most arguments regarding prioritization tend to get settled by whoever speaks with 
the most conviction. That is not a criticism of the people in the room so much as a 
description of what happens when a group has no shared instrument. Engagement 
surveys and pulse tools were built to report how people feel at a moment in time, and 
they do that well. Journey maps were built to show sequence, emotion, and context, 
and they do that well too. Neither was designed to tell the leadership team which three 
of thirty drivers deserve next year’s budget. This workshop closes that particular gap, 
and it closes it in about ninety minutes. 

Where this Sits in the Process: Workshop 2 of 24, in the Current State Assessment at 
the Discover phase. Its inputs are the current state journey map and the opportunity list 
from Stakeholder Journey Mapping. Its ranked driver map becomes an input to the 
Cultural Competency Assessment in Workshop 3, and to Minimum Viable Initiative later 
in the Design phase. Run this workshop within two weeks of Workshop 1, while the 
journey is fresh and the people who built it are still available. 

Best for: A cross-functional core group with outcome and data visibility, 8-16 
participants. 

Inputs: The current state journey map and opportunities from Workshop 1, plus 
performance or experience data where you have it. The data is optional and the 
session runs without it, though the ranking is stronger when a driver can be checked 
against a number somebody already reports to the board. 

Outputs: A ranked map of experience drivers by impact, tied to key measures, 
showing where to focus. 

 

Purpose & Objectives 

A driver is anything in the experience that changes how a stakeholder thinks, feels, and 
acts at a given moment. Identifying the precise drivers is most of the work. The 
objectives stay deliberately narrow, because a session that tries to diagnose and solve 
in one afternoon does neither well. 

▸ Identify the experience drivers across the priority journey.  
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▸ Rate the positive and negative impact of each driver.  

▸ Link drivers to the key measures and outcomes they influence.  

▸ Prioritize the highest-impact drivers to carry forward. 

 

Agenda & Activities 

Timeboxes are given for a focused 90-minute session and for a half-day version. You 
can assemble either one from the same activities: identify, rate, link, and prioritize. Add 
15-20 minutes for welcome, breaks, and close. 

Activities 

1. Driver Identification: List the experience drivers across the journey mapped in 
Workshop 1. [20-35 minutes] 

2. Impact Rating: Rate the absolute positive and negative impact at each driver. 
[25-45 min] 

3. Driver-to-Measure Linking: Connect each driver to the journey key measures 
and business outcomes it moves. [25-40 minutes] 

4. Prioritization: Plot drivers by impact and agree the priority set to carry forward. 
[20-35 minutes] 

Total Core Time: ~90-150 minutes 

 

Facilitator Instructions 

The facilitator protects the difference between what a group believes and what a group 
can show. Each of the four activities fails in a predictable way when that line slips. 

1. Driver Identification: Work from the journey map rather than from memory. Walk it 
in sequence, so the group stays inside one stakeholder’s experience. Push for drivers 
stated as observable moments rather than as themes. “Onboarding is weak” is a 
theme. “New hires wait nine days for system access” is a driver. Cap the list at roughly 
twenty so the rating activity stays finishable and park the rest rather than discarding 
them. 
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2. Impact Rating: Rate positive and negative impact separately, on the same scale, and 
do not let them net out. A driver can be strongly positive for one segment and strongly 
negative for another. That split is the most interesting finding in the room, and 
averaging makes it disappear. Ask each participant to rate privately before any 
discussion, then show the spread. Where the spread is wide, the disagreement is the 
data. 

3. Driver-to-Measure Linking: For each driver, ask which measure would move if it 
improved, and roughly by how much. Every driver should end the activity with a 
number, an owner, and a date, or a note saying which of the three is missing. A driver 
nobody can link to a measure is not disqualified, it is marked. Some of the most 
important drivers in a culture are leading indicators nobody instruments yet, and 
naming that gap is a legitimate output of the session. 

4. Prioritization: Plot the drivers on impact against feasibility, then force a ranked set 
rather than a tier. Groups will try to produce three tiers of ten, which is a way of not 
deciding. The constraint that makes this honest is to ask the group what it will stop 
doing to make room for the top three. 

Ownership Lines Worth Stating at the Beginning: The session produces a ranking, not 
a roadmap. No initiative is approved in this room. Participants own the outputs, the 
facilitator owns the process, and the sponsor owns the decision that follows. 

 

Synthesis After the Session 

Synthesis is where a workshop becomes a deliverable, and it is the step most often 
skipped, which is why a good session so often produces nothing anyone can act. Every 
driver leaves this process rated, linked, and ranked, in three passes, each with a 
deadline. 

Within 48 Hours: Transcribe the driver list with both the impact ratings intact and the 
rating spread preserved. Do not collapse the spread into a mean. Flag every driver 
where the spread across raters was wide. Those are the drivers where the sponsor, the 
facilitator, and the leadership team do not yet share a view of the same business. 

Within 1 Week: Produce the ranked driver map as a one-page artifact. It shows the 
impact, the measure, and the owner for every driver. Where a driver has no linked 
measure, say so on the page rather than leaving the cell blank. Then write 2-3 
paragraphs naming the pattern across the top drivers. The pattern is usually a root 
driver that no single item in the list describes. 
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Before the Next Workshop: Circulate the map to participants for correction and give 
them a real window to disagree. Corrections that arrive after a ranking has been 
socialized upward are expensive. The people closest to the work will spot a misrated 
driver immediately. 

 

Benefits & Outcomes 

✓ Clarity on which drivers actually move outcomes, rather than which ones were 
argued for most forcefully.  

✓ A defensible basis for prioritizing investment.  

✓ A roadmap connecting experience to measurable business value.  

✓ A named list of the drivers you believe matter and cannot yet measure. 

Grounded in: Culture Design’s Experience Impact Assessment, complemented by 
driver analysis, correlation thinking, and outcome mapping. 


