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Blending Strategy
and Tactics
Benefits of an Integrated Approach to
Measuring the Customer Experience

The Challenge: Customer-Centricity
Customer-centricity is at the heart of every successful organization. Companies that
consistently deliver a positive experience at every touch point are well on their way to
meeting their strategic and financial objectives. Satisfied customers become brand
advocates, and companies reap the rewards of loyalty, referrals and sales.
The customer experience encompasses the sum total
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developed by Market Strategies International, to mea-

experience, website visit, branch office visit) between

suring the customer experience from a tactical and

an individual and an organization over the lifetime of

strategic perspective. Throughout the paper, you’ll find
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attitudes about value, trustworthiness and other less

ciation (AAA) club successfully uses this approach.

tangible factors also influence the relationship.
Defining the customer experience can be difficult;
accurately measuring it is far more challenging. Many
organizations struggle with:
• Applying a proven methodology to the measurement
of customer satisfaction with specific transactions or
touch points
• Closing the loop on negative customer feedback
• Modeling the impact of specific transactions on the
overall customer relationship
• Linking together high-level strategic and tactical
studies of customer satisfaction
• Coordinating efforts between various departments
(e.g., market research, operational areas) tasked with
customer experience research
• Bridging the gap between various measurement
systems already in place
• Quantifying the link between key drivers of satisfaction and desired business outcomes, e.g., increases
in sales, customer retention and likelihood to recommend the organization
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Customer experience is the sum
total of how customers engage with
a company and brand throughout the
entire customer relationship. Customer
experience also encompasses
customer attitudes and perceptions
about less tangible aspects of the
relationship with the company.

Lack of Coordination and Consistency
Most organizations recognize the value of measuring customer satisfaction. In fact,
many place so much emphasis on measuring the customer experience that they find
themselves adrift in a sea of data gathered from multiple, disparate measurement
systems. Lack of coordination creates communication issues and makes it hard to
act on customer feedback.
Customer feedback systems can be grouped into two broad categories, as shown
below. Many organizations use both, but have no linkage between the tactical and
strategic research.
TACTICAL SURVEYS

STRATEGIC SURVEYS

Used to

Assess customer satisfaction with a
particular transaction or touch point

Assess overall customer perceptions about an
organization

Survey focus

Specifically and only about the touch point
in question

Broad view of the organization, the customer
experience and perceptions of the brand

Used by

Operational areas

Market research department

Benefits

• Identify common issues

• Deliver accurate results due to rigorous
methodology

• Close the loop on customer
dissatisfaction with specific transactions
Challenges

• No linkage to strategic objectives

• May not be actionable due to broad nature

• Often not shared with market research
department

• Overall perceptions of company and brand may
not be tied to satisfaction on an operational or
transactional level

• Can be very costly
• Some organizations have multiple, inconsistent surveys used to measure different
transactions
• Often not developed with the same rigor
as more strategic studies
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• Tie to strategic objectives

AAA CASE STUDY

Introducing a Consistent Approach
to Transactional Measurement
As one of the largest AAA clubs in the country, AAA of Northern California, Nevada
and Utah knows the value of gathering input from its 4.2 million members. The club
used a number of surveys to obtain feedback on specific transactions and touch
points, such as emergency roadside service, claims and the website. Unfortunately,
the teams did not use a common metric and measurement scale, and communication
and coordination across the enterprise was poor. The result was an overload of data
and wasted effort. The customer data were not actionable.
Working with Market Strategies, AAA put into place a
common metric across all customer touch points. AAA
decided to use Net Promoter Score (NPS), a widely-used
system with the benefit of being easy to communicate
throughout a large organization. The crux of NPS is one
question: “How likely are you to recommend AAA to
friends or family?” based on satisfaction with a transaction.
Using a consistent, 11-point scale (0 to 10), the surveys
determine whether members are “promoters,” “passives”
or “detractors.”
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Net Promoter Score = % Promoters – % Detractors

Of course, just understanding how customers rate their
experience is not enough; AAA needs to act on member
feedback to turn members into promoters. That is why the
system empowers AAA employees to quickly close the
loop with detractors…one member at a time. An online
portal flags members who rate as detractors due to their
recent experience. The system then generates an email
to the appropriate management-level AAA employee,
requesting action within a specific time period.
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Mary J. Lee
Director of Member Experience, AAA

How likely are you to recommend AAA
to your friends and family?
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“ We had no reliable way to act on
voice of customer feedback. The
closed-loop system gives us a
measurable, actionable way to
turn dissatisfied customers into
evangelists for AAA.”

A System Built Around Meaningful Metrics
AAA built a series of cohesive, transactional surveys around an NPS measurement system.
But, other metrics are equally effective. A flexible and customized approach to customer
experience measurement allows a system to be built around a metric already in place at
an organization. Customer satisfaction, customer effort (the measure of how much effort a
customer puts into the relationship with a company) and loyalty are just a few examples.
Regardless of the metric, it must be used consistently

through coordinating efforts and focusing on a common

across all customer touch points and transactions. Com-

approach, rather than through building multiple systems

panies that take a uniform approach find it is more easily

from the ground up. More importantly, a consistent metric

understood by employees, which simplifies communica-

can be more easily integrated into an organization’s

tion and training. Organizations recognize cost savings

culture and become a basis for process improvements.

The Secret Sauce: Adding in Strategy
Organizations that have a purely tactical approach and

Market Strategies helps companies such as AAA answer

only measure transactions suffer from a myopic view of

these and other questions through a rigorous approach

the customer experience. That’s because the customer

to customer experience measurement that integrates

experience is not merely a sum of all customer transac-

tactical and strategic measurement. This approach

tions. Organizations must link tactical work to overall

addresses a question many managers ask: How do my

strategic objectives and brand outcomes.

team’s actions affect our corporate results?

Examples:

The heart of Market Strategies’ integrated strategic/tactical

• For an automotive company, how does satisfaction
with a particular repair experience drive overall

approach is Impact Modeling, which measures the impact
of each transaction on key drivers of satisfaction (e.g.,
customer service, communications, price) with the overall

satisfaction with the brand and repurchase

customer experience. Going further, the model assesses

likelihood?

how satisfaction with a key driver influences desired brand

• For a cable company, how does a customer’s

and business outcomes. In this way, a company can map

experience with a call center affect likelihood to

the impact of a transaction, e.g., a purchase, all the way

renew the service?

to a key strategic objective, e.g., a customer’s likelihood to

• For AAA, what is the impact on the overall member

recommend the organization to others. The chart provides

experience of an extended wait time on the phone

a high-level overview of the components of our Impact

during a roadside emergency?

Modeling system.

Impact Modeling Components

Customer
transactions/
touch points
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Impact

Key drivers of
satisfaction

Impact

Brand
outcomes

Impact

Desired
outcomes

A Highly Customized and Actionable Approach
To meet a company’s specific needs, an Impact Model can be built around whatever end
objectives are most important to the business, e.g., overall satisfaction, NPS, likelihood
to renew, likelihood to buy again, brand loyalty and customer effort. Recognizing that
different departments might have different areas of focus, the model can integrate
various end business outcomes.
The value of Impact Modeling is it helps an organization

Business leaders quickly understand the value of Impact

determine where to focus its efforts to get the greatest

Modeling when they see the link between high-level

return on investment. Transactions or touch points

strategic goals to tactical actions (and vice versa). It’s

with a high impact on the overall customer experience

important to note that this structural equation produces

deserve more attention and resources than those that

results that are significantly more stable and precise than

don’t matter as much. Precise data about the role of

those provided through standard statistical techniques

each facet of the customer experience help business

such as multiple regression.

leaders make better decisions for the overall good of
the organization.
Unlike other approaches to customer experience measurement, Impact Modeling is a living model. Organizations can clearly see if an improvement at a particular
touch point would positively impact key drivers, and, in
turn, the overall member experience and desired outcomes. Armed with these data, organizations can build
training programs and communication strategies to help
employees focus on areas of maximum importance.
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Impact Modeling helps an organization
determine where to focus its efforts to
get the greatest return on investment.

AAA CASE STUDY

Aligning with Business Objectives
With a goal of creating member advocates, AAA pays close attention to “likelihood to
recommend” as measured by NPS. As shown below, as part of the Impact Modeling
process, the auto club branch is able to determine the impact of different types of
transactions and touch points, e.g., emergency roadside service (ERS) and claims on its
overall NPS. One of the surprising results was that member satisfaction with the claims
process had a much lower impact on the overall member experience than expected,
meaning that the club could focus more on improvements in other areas.
Impact

Net Promoter Score: 52

Renew NPS
ERS NPS
Purchase NPS
Manage NPS
Claims NPS

Being able to quantify the impact of specific transactions on NPS was a great first step for AAA. But, the
club wanted to measure the member relationship more
broadly. So, Market Strategies built a comprehensive
Impact Model that measured the overall member
experience from specific transactions through desired
brand outcomes and ultimately, the desired business
outcomes of “likelihood to renew” and “likelihood to
recommend.”
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“ Partnering with one firm to do
transaction-level and strategic
research is like having your cake
and eating it, too.”
Mary J. Lee
Director of Member Experience, AAA

AAA CASE STUDY

How It Works: Breaking Down the Impact Model
The beauty of Impact Modeling is its predictive nature, which makes the data actionable.
In the AAA example below, the model predicts that improvement in member perception
of Emergency Roadside Service (ERS) directly impacts each of the six key drivers of the
member experience.
AAA Relationship Impact Model

Touch Points
Performance
of ERS

Key Drivers

Other
touch points

Customer
Service

Communications

Brand Outcomes
Safe

Other
key drivers

Outcomes

Company you
can trust

Renew

Value

Recommend

Width of line = Level of direct impact

Hypothetically, a 5-point increase in the ERS score

As in any business, it is more cost-effective to retain

would result in a 2-point increase in the key driver

than to attract new members. And, attracting new

of customer service. The model also quantifies the

members through the recommendation of a member

increases in AAA’s desired brand outcomes of ensuring

is the most cost-effective form of customer acquisition.

that AAA is a trusted company and that it provides

Therefore, AAA realizes significant ROI from increases

value. Finally, the model demonstrates that likelihood

in both of its desired outcomes.

to renew and likelihood to recommend—AAA’s two key
outcomes—would both improve. In this hypothetical
example, a 5-point increase in the ERS score would
move the needle one point on likelihood to renew.
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Integrating Customer-Centricity into an Organization
Customer-centricity is only achievable when it becomes part of an organization’s
culture. An initial step is a comprehensive plan to communicate what defines the
customer experience and how it is being measured. Maintaining momentum requires
training for individual employees and teams on how they can positively impact the
customer experience.
An online portal, delivering up-to-date customer
feedback and concise summary reporting, is essential
in integrating customer experience measurement into
the organization. Employees can model the impact of
improvements in customer experience scores with a
particular touch point or transaction on key drivers and,
in turn, strategic business outcomes. This information
can be used in goal-setting for both individuals and
teams. AAA’s portal is widely used by employees up to
the Chief Marketing Officer and Chief Financial Officer
for planning purposes.
Some organizations also utilize the results of customer
experience measurement as a component in incentive
pay to drive home its importance. AAA successfully
uses this approach.
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Customer-centricity is only achievable
when it becomes part of an
organization’s culture.

Benefits of a Thoughtful Approach to Customer
Experience Measurement
The benefits of quantifying the link between discrete customer touch points and
overall desired business outcomes are multifaceted. Organizations such as AAA that
successfully integrate a combined strategic/tactical approach to measuring the customer
experience into their culture realize many benefits, including:
• Alignment between tactics and strategy—from

For many organizations, it’s not a question of whether

individual customer transactions and touch points

to measure the customer experience—it is a question

up to high-level corporate objectives

of how. Organizations looking to revolutionize the way

• Employee understanding of how their actions impact
the customer experience
• Better coordination and resource management
between operational and market research
departments tasked with measuring and managing
the customer experience
• Ability to track and communicate performance
across the enterprise
• Actionable feedback to improve the customer

they measure the customer experience should look
for a partner with a proven track record of applying a
rigorous methodology and a highly flexible approach
to measuring the entire customer experience.
To learn more about Market Strategies’ unique
and proven approach to measuring the customer
experience, please contact Loribeth McCann at
loribeth.mccann@marketstrategies.com or
503.416.8521.

experience and “close the loop” on negative
experiences of individual customers
• Bottom-line improvements in areas that matter most
to the business

ABOUT MARKET STRATEGIES INTERNATIONAL

AUTHOR

Market Strategies International is a global market research firm with deep expertise in
consumer/retail, energy, financial services, healthcare, technology and telecommunications.
Offering custom research services and syndicated research products, Market Strategies
provides insight from more than 75 countries, focused in the areas of brand, communications,
CX, product development and segmentation. Its syndicated products, known as Cogent
Reports, help clients understand the market environment, explore industry trends and
evaluate and monitor their brand and products within the competitive landscape. Since
Market Strategies was founded in 1989, it has become one of the largest market research
firms in the world, with offices in the US, Canada and China.

Loribeth McCann

Visit our website: marketstrategies.com
Read our blog: freshmr.com

© 2015 Market Strategies International. All rights reserved.
No part of this publication may be reproduced by any method whatsoever
without the prior consent of Market Strategies International.
Blending Strategy and Tactics Ver 1.1

Vice President,
Financial Services

