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Introduction

Net Promoter was launched in 2003 and since then many, many organisations
have used the methodology to drive change in their business. With so much
time invested, lots of lessons have been learned.

So you don’t have to re-learn those lessons the hard way I've pulled together
this massive list of Net Promoter best practice tips.

Note that these tips pretty much apply to any Voice of the Customer or
Customer feedback (but not market research) process. So regardless of
whether you are using Customer Effort Score, Customer Satisfaction or NPS®
you can apply them to your business.

To come up with the list | mined our own extensive experience in implementing
Net Promoter for our customers. | also asked some of the leading people in the
customer feedback and Net Promoter community for their very best ideas.

Adam Ramshaw
Director

Genroe

Twitter: @genroe
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The Experts

Here are the experts who also provided input to this list:

Donna Drehmann Listen Learn Tim Tyler Ellipsis and Co
Live @TimTyler
@askyourcusto
mer

Tomas Duarte Tracksale Frederick Van Great Brook

@TomasDM Bennekom

Bill Quiseng

Annette Franz CX Journey
e @billquisenqg

@annettefranz
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Dale Halvorson @dshlvrsn
Website

Now on with the list:
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1. Remember NPS is an Operational tool Not a Market
Research Tool

NPS is an operational tool and should not be run by market research.

A customer feedback program should be viewed not as ‘'market
research’ but as an operational management tool. @FredReichheld.

[Tweet This]

Market research is a great tool and allows businesses to understand their
market and design new and appropriate products and services but it is not an
operational tool.

Net Promoter is mostly focused on helping you to understand and improve the
day to day operations of the business, reduce waste and improve the customer
experience.

Don’t try to use Net Promoter as a market research tool because it’s like trying
to use a hammer to drive in a screw: it might work but not very well and you’re
very likely to bang your thumb in the process.

As a corollary to this tip: don’t have your customer feedback program report in
via the Market Research group. They have different cycle times and a different
focus.

2. Be Humble and Accept That You Need to Change
(Tomas Duarte)
For the success of the NPS, consider the humility to recognize the flaws and fix

problems quickly. We have to eliminate the distance between the customer
wants and what the company is doing.

My two cents: This is a great point from Tomas. Too often we are quick to
reject feedback from customers as wrong.

| know you’ve been in the same meetings as | have. When faced with a
negative comment from a customer, the business representative says: “the
customer doesn’t understand the process” or “that was a one off”.

When running an NPS program your first instinct should be “how do we
improve” not “how to we prove the customer wrong”. [Tweet This]
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3. NPS is Not Just a Metric.
(Annette Franz)

The beauty of using the NPS approach for your organization is everyone
becomes focused on the customer and the customer experience... as long as
you don’t make it about the metric.

Use the system to get employees focused on Promoters and doing what it
takes to keep them... and understanding why you have Detractors and how to
move them to become Promoters. | can’t express enough that it’s not about
the metric. It’s not about gaming the system to move the number. It’s about
improving the customer experience.

Frederick Van Bennekom goes further to say:

Don't corrupt the use of NPS as an operational improvement tool by
using it for performance measurement. NPS — or any measurement —
can't serve both purposes. Using NPS for performance measurement
will ensure that those being measured will manipulate the survey
Drocesses.

My two cents: I’'m not sure | agree completely with Fred on this (he already
knows) but he makes a very good point. You must be very careful when
assigning goals against the feedback your receive. More on this later.

4. Engage you Employees
(Bill Quiseng)

You can’t satisfy customers with disengaged employees. Start there

first. [Tweet This]

How often do you ask your employees the NPS question? What are you doing
about improving that score?

My two cents: Bill is spot on here. You must have engaged employees to make
the process work. The good news is that if you implement your customer
feedback process effectively it will also drive employee engagement, so you
have a win-win on your hands.
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5. Nobody Raves about Average
(Bill Quiseng)

Today satisfaction is expected.

Merely satisfying the customer along the experience journey map will not get
that customer to tell their friends. Build in “surprise and delight” opportunities
within the experience that employees can offer the customer. What would be
your company’s version of your bank offering lollipops for children or treats for
dogs at the drive-through windows.

6. Involve Customer Facing Employee in the NPS Process
(Bill Quiseng)

Without involvement there is no commitment. Involve customer facing
employees in the NPS improvement process. [Tweet This]

They know 100% of the customers concerns or complaints because customers
tell them every day. Work to eliminate those potential dissatisfiers with the
help of your employees.

My two cents: Staff already know lots of the issues that are occurring in your
business and we hear this all the time when we roll out transactional NPS
systems. Front line staff will point to the comments made by customers and tell
their managers: “See | told you [x] was a problem.”

7. Personalize the service
(Bill Quiseng)

Use the customer’s name. Dale Carnegie said, “Remember that a person’s
name is to that person the sweetest and most important sound in any
language”.

While that may seem common sense, is it common practice? The last five times
you used your credit card for a purchase, how many times did the cashier use
your name in giving it back to you?
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8. Relentlessly improve your customer experience
(Bill Quiseng)

Never sit on your laurels. Your competitors are just as intent on improving their
NPS as you are. What may be exceptional service from you today may be
repeated by your competitor tomorrow.

9. Create a CSI (Customer Service Improvement team)
(Bill Quiseng)

Like a CSI team, identify, thoroughly analyze and remove all the potential
dissatisfiers that could kill a customer from doing business with you again.

My two cents: Later in this list I'll talk about continuous improvement
processes and how valuable that are in Net Promoter. Bill is right about this; to
make it work you have to have a cross functional team tasked with driving
change.

10. Brand your NPS program
(Donna Drehmann)

Give it a tagline, a logo, ensure that your program is recognized internally.

My two cents: This works very well. For an example have a look at what CCH
Australia did in branding their process. It’s best practice.

11. Make it Visible at the Top
(Donna Drehmann)

Insert your Net Promoter Score on Executive dashboards. It should be visible to
the top.

My two cents: The score should be visible but so should the actions that are
being taken to change the business. Try not to make the score the only element
of the process that gets wide coverage or it may be the only thing that people
talk about.

12. Close the loop

You must close the loop with your customers whatever sort of feedback you
receive.
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If you are running a transactional survey then implement service recovery to
turn around unhappy customers. You should also be reaching out to high
scoring customers to thank them for their support.

When using relationship surveys in a B2B company, use an account
management approach where you collect the feedback and then review it with
the decision makers in your client’s company.

In the early months of a new Net Promoter roll-out closing the loop is the most
important driver of cultural change in the business so make sure that you
implement it early on.

13. Survey Consistency is Vital

Small changes in the survey process can create large changes in the customer
feedback score so keep your survey as consistent as possible.

Over time you will probably want to change some of follow-up questions in
your survey so make sure that the Net Promoter question is the first question
that you ask. Even if you change the later questions, the NPS will be consistent
because it is the first response provided and so will not be skewed by the other
questions.

Consistency also applies to the method of asking (internet/telephone/face to
face interview) and when you ask (transaction, relationship, same day, a week
later).

Try to have a consistent process so you don’t misread changes in the skewing
of the score to be real changes in the business.

14. Get a Representative Sample of Responses

If you only survey web customers or buyers of one product type it will not be
representative of your overall business.

Whenever ever possible try to get feedback from all types of customers and try
to make the volume of responses similar to the volume of that type of
customer in your business.
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15. Automate — To Reduce Cost and Failure

You don’t want your survey process to break every time Harry is operations is
off sick for the day.

Automate as much of routine survey process as possible: invite sending, data
collation and reporting.

This both lowers your overall cost and reduces the chance that the process will
fail because a manual process somewhere just doesn’t get done.

The easiest way is to implement software that is NPS aware.

16. Launch it Properly

You launch your new products properly.

You make a big hullabaloo about the sales kick-off for the year.

You talk far and wide about the new brand identity just created by marketing.

So why would the launch of an important process like Net Promoter be any
different?

If you want to be successful you need to launch this new process with the same
fanfare and attention as any other big change in your business.

Make sure to apply solid change management principles to the rollout. For
many organisations Net Promoter will be a completely different way to think
about using customer information and if you don’t bring staff along with the
process it will fail in the medium term.

17. Re-Launch It Periodically

Our research shows that you need to re-launch the whole process about a year
after the initial launch to keep it moving.

This is backed up by what our customers tell us they need to do. It’s not
enough to launch the process and promote it in the company newsletter once.

You need to tell people and then tell them again and again, in different ways
and at different times.
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18. Understand Sample Size and Margin of Error for NPS

The statistics for NPS sample sizes and margins of error are different to normal
surveys because of the “Net”. You generally need larger samples to get the
same statistical significance for NPS than simple customer satisfaction.

In order to ensure you don’t make false positive errors (detecting changes
when none exist) you should get a good handle on exactly what changes in
your NPS are significant and what are not.

19. Don’t Bother Benchmarking Your Score Externally
...unless you are going to do it right
Apparently I’'m a bit famous for being anti -NPS benchmarking.

It’s not that | don’t think it’s useful. It’s just that that 99% of companies think
it’s as easy as grabbing a score from some published “benchmark report” and
looking up companies in similar industries to compare to their own score. It’s
not.

If you do NPS benchmarking right you’ll be fine but if don’t want to make that
investment, just benchmark against your own score last month or quarter.
Doing it that way will get you most of the value of benchmarking for a fraction
of the cost.

Frederick Van Bennekom expands on this idea (see I’'m not the only one):

The only valid comparison of NPS is to your past trend. Cross-company
comparisons are sheer folly.

But if you must compare — and we know the C-suite will do it — you
must use the "standard” scale, anchor choices, and administration
mode. Different scale lengths, anchor choices, and admin mode —
along with the placement of the NPS question in the survey instrument
— will all affect the responses.

20. Read all the Qualitative Responses

Running a transactional NPS process generates a LOT of data and there can be
a tendency to not read all of the text responses from customers.

Don’t give in to that tendency because:
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« 1ina 1,000 customer survey responses is the gem of a business
transforming idea — you don’t want to miss that right?

o 4% of responses ask you to take an action for the customer, including
providing a quote for more business — again not something you want to
miss.

The customer invested their time providing the response, the least you can do
is spend a few seconds reading it.

21. Share Qualitative Responses Widely
(Donna Drehmann)

Share the customer verbatim comments with the entire organization — your
next great idea can come from anyone.

My two cents: The idea of transparency of this data across the organisation is
key. See later for a best practice in this area.

22. Keep the Survey Short

Although Net Promoter is most well known as the “the one number you need
to know” the survey needs to have more than just one question.

On the other hand don’t go overboard. You should able to collect all of the
information you need in a just a few questions and certainly no more than 10.

Check out the perfect Net Promoter score survey for more information on how
to structure your survey.

23. 0 is a Special Number so Act on It.
1 may be the loneliest numbers but in NPS, 0 is a special number.

Our analysis indicates that, typically, there are more zero responses than you
would expect. In addition, people who score you a 0 are generally still engaged
with your brand so you can use a good service recovery process to turn them
around.

So, don’t ignore the people that give you zero. Reach out to them as they are
still engaged and, if treated right, can become you most ardent supporters.
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24. Link Net Promoter to a Continuous Improvement
System.

Net Promoter is a great way to collect information about your business but you
need to turn that information into action. Partnering the Net Promoter process
with a quality system is a great way to do that.

There are several different varieties of continuous improvement system: 6
Sigma, Lean, TQM. etc. It really doesn’t matter which approach you use as they
all use the same basic premise. Just make sure that you pick one and apply it to
the data you collect.

25. Report At Least Monthly

It’s a simple thing but our research shows companies that report at least
monthly on customer feedback data have more successful programs than those
that don’t.

So make sure that you share data at least every month.

26. Link to Remuneration but Take Care.

Staff know that sales are important because you link commission payments to
them.

They know costs are important because you have targets for ongoing cost
reduction in the business.

So, if you don’t link NPS to staff incentives it will be clear to them that it is not
important.

However, you need to be very careful putting in that link to ensure that you
don’t create a culture of score begging.

Staff need to view the feedback as a way to improve and that will only happen
if management use it constructively.

27. Instrument the Customer Journey

Transactional surveys are very useful.
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In your business you already know a lot about the impact of internal tasks on
your company. You know how much it costs to make your widget, how much
your retail location cost per square metre (or foot), and the average sales that
each person makes. What you often don’t know is how your customers
perceive your business.

However, by instrumenting your customer journey using transactional NPS you
can get a deep understanding of how customers perceive each and every
interaction with them in your customer journey.

Tim Tyler goes on to say:

Not all interactions are simple, or completed in a short time frame
(unlike a grocery shop or a flight for example). If your customers

interact with you several times to complete a task (premier travel
agents, financial advice), it is best to

1. start with a map of their journey through the process

2. in this map identify the moments-of-truth that are important to the
customer — can cause drop out or ensure success

3. at each Moment of Truth (MoT) determine the key drivers of
satisfaction, where the data to trigger a feedback request will come
from and the best channel to present that request

4. Sample customers at each MoT

The NPSs along the complex journey will allow you to not only
diagnose the overall performance, but where you are doing well /
poorly and the relationship between one touch point success and the
likelihood the customer will move to the next. If you only survey those
customers who complete the whole journey, you have a sampling error
that excludes customers who drop out and you are likely looking at
artificially high scores.

28. Ignore Press Releases From Competitors

We've all seen press releases that start: “Company X Is Pleased to Announce
Their NPS is 98”

Ignore them. The data is almost certainly not a valid comparison to your
business — see benchmarking above.
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29. Be 100% Transparent With the Information

When launching a customer feedback program there can be a reticence by
some managers to share the information deeply and widely within the
organisation. This is justified in a variety of ways including protecting staff from
negative feedback. Push through that reticence and make all data publicly
available to anyone in the organisation who wants to see it.

The experience of our customers in this area is clear: if you are completely
transparent in the sharing of customer feedback you staff will value the
process. If you hide some of it you will lose their trust and engagement.

Sure there will be negative customer feedback and you will need to counsel
staff in how to respond and positively interpret that data but overall the
benefits of complete transparency far outweigh the costs.

30. Implement Service Recovery

Make sure that service recovery is one of the very first processes that you
implement as you roll out NPS.

It is invaluable for two reasons:

1. You win back customers and they are more loyal than ever.
2. You demonstrate to everyone that the program is driving change

31. Do Something with the Data

Maybe this doesn’t seem like a Best Practice tip, more like stating the obvious,
but you’d be surprised how many organisation set up their data collection
systems and report like crazy but never actually make a change in the business.

If you do not use the information to make changes in the business, shut down
the whole process because it is just a waste of time and money.

32. Calculate the Value of a Promoter

In order to invest in your customer experience you need to understand what
the return on that investment will be. The only way to run those calculations is
if you know the value of a Promoter and of moving a Detractor to a Neutral to a
Promoter.
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These calculations are not complex and can often be done in Excel with a little
thought so don’t let the statistics worry you.

33. Data Credibility is Key

Whatever system (software plus process) you choose to collect and report on
customer feedback you need to ensure that everyone in the organisation has
confidence in the data that is reported. If there is any gaming of the system or
people don’t trust the reports that are generated, it dramatically shifts focus of
analysis.

If people trust the data then they are focused on identifying the root causes to
drive improvement. This is the good outcome.

If people don’t trust the data then they are focused on proving that their score
didn’t go down or did go up. This is the bad outcome.

Make sure your staff are focused on the right thing.

34. Market to your Promoters

Think of it this way: if | sold your marketing group a piece of software that
would assign a “propensity to purchase” ranking to everyone in your customer
database they would pay a fortune for the data and spend all their time
marketing to the high propensity customers.

In reality this is exactly what each customer is doing by filling in an NPS survey
but very few organisations actively use the information in marketing to their
customers.

You need to be careful of course but if you use this information correctly you
can drive some incredible marketing campaigns that will lift sales and drive new
business.

35. Tell Customers You Have Heard Them

For many, most, almost all, companies, after you fill in the feedback form that’s
the end of the process. You never hear anything about the survey again.

Telling customers that you have heard them and are actively considering their
input sets you apart from your competitors.
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The process of telling does not have to be complex. It can be as simple as a
follow-up email to respondents letting them know what is being done based on
the feedback collected.

You don’t need to respond individually to customers, although you can, simply
roll up the ideas and changes that you are making into a more general list and
send an update to all customers.

36. Implement Corporate Governance

Many people feel that governance is a boring subject and one on which they
don’t want to spend any time.

However, | know from experience that organisations that do not create some
type of Steering Committee or oversight process will fail to make consistent use
of the information collected in the Net Promoter process.

They will not fail immediately; it generally takes 12 or more months, but fail
they will.

While the whole organisation needs to be involved, if there is no one person or
small group to drive the process and support the rest of the organisation, Net
Promoter loses focus. It tends to become just another metric that is collected
but not actioned.

Pretty soon the whole focus is on the number and not the change that it is
driving; at which point the process in in danger of being cancelled as not
relevant.

37. Give it Cross Functional Support

If you give the Net Promoter program cross functional support it will be very
much more effective than if you make it one person or team’s task. That means
that people from all across the organisation should be involved with and in the
data collection, analysis and action process. If you make NPS the task of one
group (Strategy, Marketing, Operations, Customer Services. etc) it will fail
because everyone is expecting that group to “fix NPS”.

Certainly you need a central person or group to own the process but everyone
in the organisation needs to be part of the process. If you don’t have a central
process management ownership everyone assumes someone else is going to
organise the meetings, etc.
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We stress to our customers that they should ensure the teams working on Net
Promoter be drawn from people throughout the organisation to gain the
benefits of cross functional support.

Interestingly some have told us that the reverse is also the case: the Net
Promoter process has helped them to break down silos within the organisation
as diverse groups of employees come together to focus on the customer.

This is a double win: improving the customer experience and breaking down
the silos in the business.

38. Segment Your Customers And Examine The Segments
Separately
(Dale Halvorson)

Segment — Not all of your customers are the same. This is the first step to
understand where your bad profits are coming from.

My Two Cents: Dale is spot on here. When reviewing your NPS data make sure
that you do so in context and with an understanding of your different customer
segments. Customers that want high levels of custom help may give you low
scores for yourself serve service but other customers may give you high scores
for the self-same service. One of our customers had exactly this issue. In their
case it was not that the service was poor but how the segment used it was
unexpected. If you don’t examine the data in concert with the segments you
will miss these sorts of important insights.
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About Genroe

Headquartered in Sydney, Australia, Genroe has been a driving force in helping
companies better understand and generate higher value from their existing
customers since 2002. Banks, insurance companies, IT companies and others
used Genroe’s wide customer management services and tools to maximize

customer profitability and revenue potential.

Our core deliverables are in the area of customer feedback management and

customer experience management.

Our Customer Experience Management Services

Customer Experience Management implementation
Customer Retention consulting

Product and service bundling

Customer Loyalty Program Health check

Creating a customer centric culture

Our Customer Feedback Management services

Customer feedback Services

Net Promoter Score Practice

B2B Customer Feedback

Lost sale feedback and action plan

Customer Testimonials

To hear first-hand what our customers value most in our services you can
review our extensive list of customer testimonials:

Contact Us

We run projects across Australia, New Zealand and South East Asia. Below

are our contact details. Please feel free to contact us at any time.

Phone: 0291914700/ +61 291914700

Email: info@genroe.com.au
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