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Strategic and Tactical

Strategic

1. How strong is my relationship strength?

2. How does this impact business 

outcomes?

3. What are the key drivers of the 

relationship?

4. How do I perform on the drivers 

compared to competition?

5. Where should we invest to improve/ 

maximize the relationship strength?

Tactical

1. Did we deliver good experiences today?

2. How do we improve operational 

efficiency?

3. How do I make staff accountable in 

delivering great experiences?

4. How do we resolve customer 

complaints on time and well?
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Real-time customer feedback
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Real-time customer feedback
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Strategic and Tactical

Strategic

1. How strong is my relationship strength?

2. How does this impact business 

outcomes?

3. What are the key drivers of the 

relationship?

4. How do I perform on the drivers 

compared to competition?

5. Where should we invest to improve/ 

maximize the relationship strength?

Tactical

1. Did we deliver good experiences today?

2. How do we improve operational 

efficiency?

3. How do I make staff accountable in 

delivering great experiences?

4. How do we resolve customer 

complaints on time and well?
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NPS 

0 1 2 3 4 5 6 7 8 9 10

Promoters

Passives

Detractors

1. How likely are you to recommend “brand X” to a friend, colleague or family?

2. Reason (s) for the rating

NPS = % Promoters - % Detractors
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Some tricks…

Social media, customer comments & NPS
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Summary

Linking Customer Satisfaction with Share of Experience

➢ Rank, that customers assign to a brand w.r.t competition are 

determined

➢ WAR drives wallet share by identifying what drives customer’s 

preference (rank calculated above)

➢ Share of Experience is predicted using this rank applying WAR 

➢ Share of Wallet is extrapolated using Spent Data

➢ Case study

Driving value of Promoters/Detractors 

➢ Questions driving +ve referral impact are added to the NPS survey

➢ Questions driving –ve discouragement are added to the survey

➢ Value of Promoters and detractors is determined

* WAR: Wallet Allocation rule
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Adding questions driving +ve referral impact to the NPS survey can 
help assess value of promoters 

Referral Impact

Number of customers got

per referral

0.61 X 0.42 = 0.2562

Referral Customers

Number of referral customers

needed to acquire 1 new customer

4 (1/0.25)

Promoters Referred

% of promoters who referred

(81%)

Promoters Needed

Number of promoters needed

to acquire 1 new customer

4/81 = 5

 Points to note:

– Estimates are based on survey data. Hence, there will be an error value associated with the numbers

– If historical referral rates are available they can be used instead of the stated responses of customers, which relies on customer 
memory

– Best done at a relationship level (top down). If part of bottom-up survey, ask the key relationship questions first and then move to 
interaction questions (however responses could be biased)

Driving value of Promoters/Detractors

Have you positively referred 

“X” in the past “Y” months?

Positively Referred

(61%)

1.

Have you been

positively referred “X” by 

friends/colleagues/family ?

Conversion Referred

(42%)

2.

New questions to be added to the Survey
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Adding questions driving –ve discouragement to the survey can 
help assess value of detractors 

Cost of Discouragement

Number of customers lost

per discouragement

0.2 X 4 X 0.42 = 0.34

Discouraged Customers

Number of discouragements

That result in 1 lost customer

1/0.34 = 3

Detractors who Discouraged

Percentage of detractors

who actually discourage

50%

Detractor Impact

Number of detractors that

will result in a customer loss

3 X 50 = 6∗Some firms assume a number between 3,4,5 as rule of thumb

Driving value of Promoters/Detractors

Have you discouraged someone from

buying “X” in the past “Y” months ?

Negative WOM rate

(20%)

3.
How many people discouraged

you from buying “X” ?

Number Discouraged

4*

4.

Have you been positively referred “X”

by friends/colleagues/family ?

Conversion Referred

(42%)

2.

New questions to be added to the Survey
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Customer satisfaction/NPS and the “Theory of relativity”

In several categories customers have multiple relationships
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Customer satisfaction/NPS and the “Theory of relativity”

Customer 1

Customer 2

Customer 3
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Client brand Comp brand1 Comp brand2
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Good customers are good and bad customers are bad only in a relative context
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Customer satisfaction is relative w.r.t competitor brands due to 
multiple drivers  

9

9

10

7

10
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Customer A

Customer B

Client Brand Competition Brand 1 Competition Brand 2

Customer  C
9 9 0

Drivers of Satisfaction/NPS

Drivers of market share &  Growth

Linking CS with share of Experience
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Wallet Allocation Rule drives experience share by identifying what 
drives customer’s preference (Rank for the customer) 

1 -

Rank

No of Brands + 1

2

No of Brands
WAO

Source: (HBR – Wallet Allocation Rule)

9 10 10Customer A - ratings

3 1.5 1.5

16.67 41.67 41.67

Customer A - Ranks

Customer A – Share 

of Experience

Linking CS with share of Experience

Note: The WAR is based on Zipf’s distribution

Ajit’s formula!

1. Lowest rating gets rank 1

2. SoE = Rank/ Sum of Ranks
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Customer’s share of experience can be calculated to drive 
business growth using customer satisfaction

16.67

50.00

41.67

16.67

41.67

33.33

Customer A

Customer B

Client Brand Competition Brand 1 Competition Brand 2

Customer  C 50.00 50.00 -

38.89 36.11 25.00Average Share

Linking CS with share of Experience
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Customer Spend Share, extrapolated using Spent data gives an 
insight to what drives customer’s wallet 

39% 36% 25%

Linking CS with share of Experience
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Strategic Customer Voice 

Csat index 

/NPS/SOW

PriceImage/ Brand Product Experience

Fixed Deposit

Auto mortgage

Home mortgage

Credit Card

Branch banking

Phone banking

Internet banking

Mobile banking

Communication

Promotions

Complaint Handling

Fees

Interest rates

Charges

Popular

Innovative

Modern

Technology
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Driver Analysis

Drivers of NPS.

Rsquare - .27

Drivers of SOW

Rsquare - .74
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Using customer suggestions for Prioritization
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NPS data and Social Media/text Analysis

Network billings Customer Care

Store Service Rates/ Plans

Unsolicited feedback (Social 

media)

N
P

S
 S

o
li

c
it

e
d

 f
e

e
d

b
a

c
k

 (
S

u
rv

e
y

)

L
o

w
H

ig
h

Low High



2828Mu Sigma Confidential

Thank You


