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What are metrics and why should they be tracked? Any organisation
that is seeking to implement a customer experience programme will
need a quantitative method to track the experiences of its consumers.
Customer experience metrics (aggregate calculations derived from
survey results) allow organisations to consistently monitor how they
are performing over short and long term periods as well as compare
performance across channels and geographies. With numerous
metrics to choose from, organisations can tailor what they would like
to measure about their customers’ interactions and develop solutions
to improve these. Here you will learn six strategies for selecting what
metric or metrics to use for a customer experience programme as well
as six commonly used customer experience metrics.

Customer Satisfaction
(CSAT)
Measures satisfaction
with an organisation.

Customer Effort
Score (CES)
Measures how much effort
is required of a customer to
solve a problem.

General Question &
Customer Experience Index
Measure multiple
elements of a service
interaction.

Net Promoter Score (NPS)
Measures customer
loyalty based on specific
interactions or overall
perception.

American Customer
Satisfaction Index (ACSI)
Measures customer
satisfaction and compares
it across industry.

Wallet Allocation Rule
Measures how much wallet
share a customer spends
with an organisation.

6 STRATEGIES FOR
CHOOSING THE RIGHT
BLEND OF METRICS
Each metric will measure aspects of a customer interaction with an
organisation or brand. To use all metrics available would be daunting to
customers and produce ineffective results for organisations. Instead, it is
important to consider the following six suggestions before determining
what metrics are best suited for a particular organisation and customer
experience programme.

Industry
The broadest area of scope to consider is the industry, as certain metrics
are more suited to some industries than others. This is dependent on
the ways that customers interact with the products or service provided
by the organisation as well as how responses will be collected. For
example, some organisations may be a monopoly in their industry while
others face a range of competition. The nature of each industry will
determine what type of metric will produce the most in depth results.
Survey Methodology
Different industries sanction different levels of access to customer
contact information; this will dictate what collection method can be
used. For example, a mobile phone number is needed to send an SMS
survey and an email address is necessary for an email invitation-based
web survey. When little contact information is available, or when an
organisation would like to use a collection method they do not normally
have access to, gateway partners are available to help fill this gap.
The collection method will affect the metrics used as some collection
channels will be easier to operate certain metrics. For example, a
traditional NPS survey operates on a 0-10 scale. A mobile phone only
has digits 0-9, making a 11-point scale better suited to email.
Brand Promise
More important than considering the industry, each organisation needs
to evaluate what type of metrics would be useful to them. This can be
determined by identifying any brand promises and finding metrics that
will correlate with the underlying sentiment. The brand promise can
be found by pinpointing selling features that an organisation markets
and finding the basic guarantee within. Once this is determined, the
organisation can find a metric to echo the sentiment. Certain brands may
pride themselves on their reliability, in that case a CSAT score can capture
how much customers feel their experiences live up to this promise. If an
organisation claims to delight in its customers and reward them as often
as possible, an NPS score is able to measure how delighted customers
are and if they are spreading this message to their peers.

Organisational Visibility
Within each organisation, each level of staff will be affected differently
by the results of the customer responses and taking this into account
will effect what metrics are selected. Who is involved can depend on
the goal of the programme: if one goal is to engage frontline employees
to improve service, monitoring each service interaction through a CXi
survey would be beneficial. If the goal is for corporate executives to
learn customer perceptions of the brand, the same metric may not
be as useful as an NPS survey. It is also beneficial to investigate if any
departments within an organisation have a metric they are currently
using and to evaluate if it is achieving the type of insight desired. The
depth of insights acquired may be more beneficial to some levels of the
organisation’s hierarchy than others. To make sure that the right people
are seeing the proper results, rules can be implemented to deliver data
where it is most applicable.

CUSTOMER
SATISFACTION (CSAT)

Channel Evaluation
Part of knowing what metrics to choose is determining what channels
will use the programme. If an organisation has a contact centre, retail,
and web channel it is tracking, it should be decided upon if each
division offers the same type of experience and has the same goals. For
example, is retail supposed to be fun and contact centre easy? Knowing
these differences will allow for different metrics to be implemented in
each channel to best suit the separate types of experiences.
Consistency
While using too many metrics can be ineffective, using one may
not provide enough information. In most cases it is best to use
a combination of metrics. This combination of metrics can differ
completely based on channels, or can be consistent across all service
touch points. There are two viewpoints regarding the benefit of using
at least one metric across all channels. On the one hand, having at least
one metric across all channels will allow for overall benchmarking and
a way to determine and track overarching goals. A consistent metric
is also central if the programme involves compensating employees
throughout the organisation based on metric results. The second
states that it is unnecessary to have a consistent metric across the
organisation. Since different channels of the organisation offer distinct
types of experiences, such as a fun experience in store, and ease
of service for the contact centre, using a consistent metric will not
accurately compare the experiences. Instead, it is best to use separate
metrics for each channel that will best reflect the separate needs.

Satisfied customers purchase more, and more frequently. Through
tracking customer satisfaction, this classic metric makes it possible to
measure and improve how happy customers are and increase their
likelihood and frequency of purchasing as a result.
• What does it measure? As the name states, this metric directly
measures how satisfied customers are.
• Question: CSAT uses one basic question: “What is your overall
satisfaction with our company?”
• When is CSAT useful? CSAT can be useful when combined with almost
any customer loyalty or customer experience programme. It can be
used in both competitive and non-competitive industries.
Reasons to Use CSAT:
• It is easily understood by recipients.
• It is simple to explain internally and to stakeholders.
Reasons Not to Use CSAT:
• Satisfaction is only one component of loyalty.
• Organisations obtain 70-80% satisfaction scores and feel little
urgency to improve this.

CUSTOMER EFFORT
SCORE (CES)
A customer is four times more likely to become disloyal based on a
service interaction than they are to become loyal1. Research conducted
by the Customer Contact Council has shown that delighting customers
based on service transactions does not increase loyalty, but reducing
the amount of effort required by customers does2. In this sense,
providing consistent easy service across channels is more significant to
retaining customers than providing rewards. The Customer Effort Score
seeks to evaluate the entire service experience and reduce the number
of interaction points required of customers across channels, resulting
in lower customer effort to retain customers. For example, a customer
may visit the website but then calls the contact centre because the
desired information could not be found. To the contact centre, it is
considered to be “first contact” when a customer places the call and, if
the issue is resolved, first contact resolution is achieved. However, when
thinking about the experience holistically, the customer’s issue was
not resolved on first contact, which was to the website. In recent
years this metric has gained popularity as organisations have realised
that providing easy interactions with the organisation as a whole is a
valuable service.

• What does it measure? Customer Effort Score is used to measure
how much work is required of a customer to solve a problem. It is a
type of customer experience index.
• Question: Typically, CES involves one question: “How much effort did
you personally put forth to handle your request?” An open-ended
follow up question should be added to capture comments for the
purpose of analysing root causes of frustration.
• When is it useful? This metric is valuable to organisations that have
large self-service channels or contact centres, such as financial
services or technology providers. In these high-touch environments
customers want to have a straightforward interaction in which their
issue is resolved without hassle. Organisations who use this metric
are seeking to improve customer service across channels, reduce
customer service costs and decrease customer churn.
Reasons to Use CES:
• Easy to implement with only one question.
• Identifies and reduces customer pain points.
• Easy to link with internal metrics, such as number of calls, number of
transfers on a call.
Reasons Not to Use CES:
• Proprietary methodology.
• Questions can appear confusing and cannot be easily translated to
other languages.
• Can easily fluctuate as it only uses one question.
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Customer Contact Council study of contact-center interactions.

NET PROMOTER
SCORE (NPS)1

For years word of mouth has been known as a powerful form of
advertising. When people speak of an organisation, either positively
or negatively, to their trusted networks their influence is taken with
greater authority than traditional marketing. Developed by Frederick
Reichheld of Bain & Company, Net Promoter Score harnesses the
power of positive word of mouth and correlates it to profitable growth4.
Through finding out how loyal customers are to an organisation, NPS
is able to measure the percentage of customers who would put their
own reputation on the line and recommend the organisation to others,
which is the highest form of loyalty.

• What does it measure? This is a measure of customer loyalty
which identifies promoters, those who speak positively about the
organisation, the detractors, those who speak negatively about it,
and those who are passive, people who speak neutrally about an it.
It seeks to find who is extremely loyal and will bring more business
to the organisation as well as those that are dissatisfied or only
marginally satisfied to find ways to improve their experiences.
• Question: NPS is typically organised in two different ways. The first is
relationship NPS which measures an individual’s overall feelings towards
an organisation. The second measurement, transactional NPS, is based
on specific interactions. Both measurements are presented through
a single question: “How likely is it that you would recommend us to
a friend or colleague?” Both NPS questions should be followed by an
open-ended question to ask why customers selected their score. These
comments can then be analysed to determine key causes of answers.
• When is NSP useful? NPS can be used across all industries. It is
able to compare customer perceptions of a brand with the actual
customer interaction. It is especially valuable in industries where
brand competition is high and organisations seek to gain brand fans,
such as in retail, telecoms, travel and technology. Since it is one of the
most commonly used customer experience management metrics,
benchmarking guides are available for a majority of industries.
Reasons to Use NPS:
• With only one question, it is easy to implement.
• Because it is commonly used, industry comparisons are available.
• Easy to attach service recovery actions to this.
Reasons Not to Use NPS:
• A single question can produce volatile results.
• It is based on attitude, not necessarily behaviour.
• Not all industries are brand focused and other metrics may be
more valuable.
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GENERAL QUESTION INDEX
& CUSTOMER EXPERIENCE
INDEX (CXI)

• When is it useful? This is useful to organisations that would like to
gain a rounded view of their customers’ interactions. Through a
general question index, an organisation is able to measure specific
elements of their customers’ experience that they would be unable to
track through general metrics. Using the official Customer Experience
Index as outlined by Forrester Research can also be useful to gain a
holistic view and benchmark an organisation within an industry.
Reasons to Use a General Question Index or CXi:
• Representative of the overall experience.
• Easy to correlate to loyalty instead of a single question.
• Can easily be customised for a specific organisation, or service
channel.

Every customer interaction with an organisation involves multiple
aspects. Asking only one type of question limits the view of an
experience; instead question indices attempt to measure multiple
components of an interaction. A general question index can be created
for an organisation or specific channel of an organisation. This index
will contain multiple questions which each address an element of the
interaction pertaining to the interests of the organisation or service
channel. There is no set number of questions required for this index,
making it extremely flexible. Organisations are also able to include
rotating questions to gain a broader view of interactions. General
question indexes can be customised through weighting, allowing some
questions to carry greater influence depending on the decisions of the
organisation. General question indexes are often used as they are able
to provide insights into detailed aspects of a customer experience. The
framework behind general question indexes are driven by the original
index, the Customer Experience Index (CXi) developed by Bruce Temkin
while at Forrester Research, Inc. This standard set of questions covers a
range of questions to provide broad insight while also being widely used
to permit benchmarking across industries.
• What does it measure? Both a general question index and the CXi
are used to measure the strength of a customer’s experience with an
organisation.
• Question: The official Forrester Research CXi is composed of 3
questions:
1. “Thinking about your recent interactions with this firm, how
effective were they at meeting your needs?”
2. “Thinking about your recent interactions with this firm, how easy
was it to work withthis firm?”
3. “Thinking about your recent interactions with this firm, how
enjoyable were the interactions?”
In contrast, custom indexes can contain as many questions as an
organisation would like. An example of a general question index for a
call centre is:
1. “Thinking about your recent interactions with this firm, what would
you rate the agent’s product knowledge?”
2. “Thinking about your recent interactions with this firm, was your
call answered in a reasonable amount of time?”
3. “Thinking about your recent interactions with this firm, what would
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Reasons Not to Use a General Question Index or CXi:
• Calculation is not easy to explain and becomes more complicated
when questions are weighted.
• Since questions can be weighted and different questions can be used,
it can be hard to benchmark accurately.
• Customisation prevents benchmarking.

AMERICAN CUSTOMER
SATISFACTION INDEX (ACSI)

The American Customer Satisfaction Index is an economic indicator
that measures customer satisfaction of consumers across the United
States, with similar national versions available for other countries
including the United Kingdom and Singapore. Founded by the
American Society for Quality, Ross School of Business at University of
Michigan and the CFI Group, the ACSI is now the most well-known
national customer satisfaction index5. Organisations are able to
conduct their own calculations or commission the ACSI to calculate
official results for a price.
• What does it measure? ACSI is a satisfaction measurement; it simply
measures how satisfied customers are with an organisation.
• Question: ACSI uses three questions to gain an accurate perception of
customer satisfaction:
1. “What is your overall satisfaction with ‘x’?”
2. “To what extent has ‘X’ met your expectations?”
3. “How well did ‘X’ compare with the ideal [type of offer]?”
• When is ASCI useful? ACSI is highly suited to organisations that
are oligopolies, monopolies or government agencies. In these
industries customers have few alternatives, but it is important for the
organisations to track if their performance is in line with expectations.
It can also be used by technology startups where customer
expectations are not being met. The benchmarking guides available
for most industries allow for easy comparison within industries.
Reasons to Use ASCI:
• Allows benchmarking against industry and companies.
• Suitable for monopolies and government agencies.
Reasons Not to Use ASCI:
• ACSI’s formula is proprietary with a sizeable spend.
• It is not suitable for most types of organisations.

WALLET ALLOCATION
RULE

SUMMARY
When developing a customer experience programme, the number
of metrics available can seem overwhelming. It is essential to choose
metrics that make the most sense for your industry, organisation and
customer experience programme. This will allow for insights that are
valuable in terms of amount of data, what the data means and the
intentions of the programme.
Key to selecting the right metrics is choosing what will be actionable. To
see improvement in organisation performance and collected metrics,
findings should be seriously evaluated and changes should be made
based on metric results. This will lead to increased loyalty, satisfaction
and revenue which are at the core of any customer experience
management programme.
Regardless of which blend of metrics is best for your organisation,
ResponseTek can collect, analyse and report the results. These can be
tracked to help you listen to your customers and achieve your customer
experience goals.

When it comes to determining customer loyalty, what ultimately
matters is how much a consumer spends with an organisation. Through
measuring the amount a customer spends on a particular organisation
within an industry, and ranking this against other organisations, it is
possible to gain an accurate sense of customer loyalty and the wallet
share occupied by each6. Using this information, organisations are able
to determine necessary changes to increase their wallet share for their
category.
• What does it measure? Wallet Share is a customer loyalty metric. It
measures the percentage of a customer’s spending on an organisation
within a category or industry.
• Question: “How much do you spend on our brand?” or “How do we
rank against our competitors?”
• Where is Wallet Allocation Rule useful? This metric is best used in
competitive industries where brand competition is high and it is easy
for customers to switch between companies, such as consumer retail
environments. Through ranking brands and being able to calculate
how much wallet share an organisation occupies, revenue can be
easily correlated. These scores can then be used to focus on spend
drivers.
Reasons to Use Wallet Allocation Rule:
• Easy to determine ROI.
• Ability to directly benchmark an organisation within an industry.
• Strong correlation between wallet share and revenue.
Reasons Not to Use Wallet Allocation Rule:
• Complex metric to calculate.
• Reasons for wallet share may be out of the customer experience
programme’s control (such as location or price).
• Requires constant broad data feed.
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