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CX METRICS STUDY REPORT

The age of the customer is firmly upon us, but 

the shiny veneer of customer centricity has had 

its day. Accountability is now paramount in any 

functional business, but quantification of 

experience is an incredibly difficult thing to nail 

down. If you go too high level, it’s easy to pick 

holes in your findings but conversely, go too 

detailed and you can often get lost in the weeds 

of individual and circumstantial issues. Truly 

measuring customer experience means looking 

at the what and the why, in other words data, 

analytics, behaviours, perception, emotions, root 

causes - the list goes on.  

But where do you even begin to get a feel for 

what you as a business need to do next?  

As established practitioners in the CX space, this 

is a question we found ourselves asking on a 

daily basis so we decided to commission a study 

to find out more. Probing into the state of the 

nation by speaking with a diverse cross section of 

customers, CX practitioners and business leaders 

across eight key verticals. What we found was a 

consensus that demonstrated a stark 

contradiction of adoption versus value.

INTRODUCTION
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OUR STUDY 

METHODOLOGY

We built on a foundation of academic material 

using three key components to create our 

study covering a combination of quantitative 

and qualitative techniques. Doing so allowed 

us to understand both a diverse set of opinions 

and to delve deeper to validate and expand 

upon topics of interest. 

The subject matter continues to generate a 

significant volume of interest and we’d like to 

thank all involved for their contribution to what 

we consider to be a valuable and relevant 

source of insight across every vertical. 
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5%

OF  THE  CX  INDUSTRY 
BEL IEVES  THAT  THERE  IS  A  
ROBUST WAY TO  MEASURE  
CUSTOMER EXPERIENCE.   

Our first major insight and issue with the 

current state of play is that only 4% of CX 

experts within our study believe that the 

industry has found a robust way of 

measuring Customer Experience.   

Popular metrics are popular because of 

their simplicity rather than their rigidity but 

there is a tendency for this to be seen as an 

oversimplification, swapping insight for 

convenience and therefore reducing the 

perception of value within the CX 

Community.  

This idea of perceived value is something 

that played out across all aspects of our 

study, prompting further enquiry into exactly 

what it is about CX metrics that practitioners 

do value, rather than focusing on their 

outward perception alone. This is where our 

investigation began, curating a list of positive 

value drivers that practitioners and leaders 

draw from established metrics to try to break 

through the perceived limitations to extract 

the intrinsic business value underneath. 

BALANCING RIGOUR AND PERCEIVED VALUE

01DRIVING VALUE 

& ADOPTION ONLY

4

4%

OF  ORGANISATIONS KNOW 
HOW TO IMPROVE  CUSTOMER 
EXPERIENCE  FROM THEIR  
KEY  CX  METRICS

ONLY
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DRAWING BUSINESS VALUE 
FROM EXISTING METRICS
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We asked respondents to the survey portion of our 

study to list the primary metrics which they report 

on, and then compared this to a ranking of which 

metrics they value. It was interesting to note that 

no single value achieved more than 49% of the 

sample selecting it as something of value, Probing 

deeper into the responses generated five distinct 

categories for our insight.  

When these categories were put to our Roundtable 

participants, a clear consensus emerged. This 

demonstrated that, whilst existing metrics have their 

limitations, there is also a wealth of positive 

associations that we can learn from when 

considering their application and overall impact  
to a business.
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PROVIDING A 

STARTING POINT

While some view the high level 

nature of existing metrics as a 

negative, we also saw respondents 

stating that they provide them with a 

source point for deeper 

conversations, providing focus and 

ensuring a CX-led agenda has a 

place at the table. 

“Give an indication of where the 

high friction points might be and 

to create a hypothesis to then go 

and validate or invalidate.”

SURVEY  RESPONDENTS:

“Ability to understand what is 

happening for customers to some 

extent.”

“A good way to know where to 

focus qualitative research 

efforts.”

6

ACHIEVING BUSINESS VALUE  THROUGH

“It’s taken us so long to get CX on 

the business agenda that we 

wouldn’t want to question the 

metric now and take it away”
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COMPARABILITY
Respondents to both our survey and 

our corresponding roundtable 

sessions spoke of using their existing 

metrics as a rapid temperature gauge 

to understand their performance -  

relative to time or within the context 

of industry standards.

“The ability to quickly measure 

usability compared to industry 

standards”

“Something repeatable that you 

can compare usability from”

“Creating consistency and 

universality”

“The comparability of months/

years and the measurability of the 

impact and initiative has”

“Summarising a whole experience 

to be able to benchmark in and 

across industry”
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ACHIEVING BUSINESS VALUE  THROUGH

SURVEY  RESPONDENTS:
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CREATING A 
RECOGNISABLE SYSTEM

Respondents cited the value of 

established metrics being derived 

from the very fact they are 

established. Easing the sell in and 

repeatability across the business to 

counterbalance organisation bias or 

professional hunches about the best 

route forwards. 

“ The ability to assign a numeric 

value to often vague concepts 

(sometimes admittedly arbitrary)”

“It’s useful to be able to put a 

number to something intangible 

like customer satisfaction.”

“Something that’s subjectively 

rated by customers.”

“These are widely recognisable 

metrics.”

“Well known and established 

metric that brands understand. 

Therefore little education process 

with the client as its often the 

metric they are measured/targeted 

against.”

“An established quantitative 

source”
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ACHIEVING BUSINESS VALUE  THROUGH

SURVEY  RESPONDENTS:
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EVIDENCING CX
Popular existing metrics are often 

seen as the only way to provide 

tangible evidence of the impact of CX 

that can be recognised by board level 

colleagues. Therefore any associated 

evidence of impact is seen as a 

positive.

“ They provide validation for the investment into a 

project and make it easier to get further funding.”

“They bring the relationship with the customer into 

internal narratives and strategy/ design decisions.”

“They focus attention on CX.”

“Any tangible result and ability to measure progress 

is a plus for me.”

9

ACHIEVING BUSINESS VALUE  THROUGH

SURVEY  RESPONDENTS:
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CREATING A 
METRIC SUITE

The whole is greater than the sum of its parts, or 

at least that seems to be the case with existing 

CX metrics. Respondents and roundtable 

participants spoke enthusiastically about the 

need to combine and correlate metrics into a 

narrative from which value can be derived. To rely 

on an existing single metric is seen as foolish. 

“Creating a mixture of intent/sentiment and action/behaviour.”

“Quantify different aspects of customer experience.”

“To be clear, they form part of a suite of metrics.”

“Each one of the metrics, within its own way, can 

provide a baseline on the performance of the company 

in terms of customer centricity, quality of the delivery, 

and customer loyalty.”

-
 -.
 -
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ACHIEVING BUSINESS VALUE  THROUGH

SURVEY  RESPONDENTS:
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0%

THINK NPS 
ACCURATELY  
REPRESENTS 
THEIR  TRUE  
CUSTOMER 
EXPERIENCE

62.5% PARTIALLY  
REPRESENTED

37.5%
DOESN’T  
REPRESENT AT  ALL

INDUSTRIES  IN  CONFLICT  OVER ESTABLISHED METHODOLOGIES

02NPS® - THE 
CHECKBOX PARADOX
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There are a suite of existing methodologies 

to quantify the value of CX, but the primary 

metric of choice across every vertical 

appears to be Net Promoter Score (NPS®). 

The brainchild of Fred Reichheld, which he 

later adapted working in partnership with 

Satmetrix at Bain & Co, provides you with a 

proposed snapshot of brand loyalty that can 

be directly tied to revenue…theoretically.  

Our findings support earlier published 

statistics about widespread adoption as the 

leading indicator of performance, but what is 

interesting to note from our study sample is 

the significantly negative way it is perceived 

by those who are held to account.  

This should be alarming and yet it isn’t 

surprising. Reichheld has gone on record 

about his feelings towards the “monster 

that he unwittingly helped to spawn”. 

Bloomberg reported on his criticisms of NPS 

saturation and the gamed outcomes that 

render the results that you get as a 

redundant indicator of loyalty, counteracting 

the purpose for which the measure was 

created. 
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THE  CHALLENGE  OF  CX  INTEGRATION TO  

REMOVE  ORGANISATIONAL  S ILOS

“It’s just something that the 

board cares about, something 

we have to do. Did we capture 

it? Great. Did it go down? No. 

Good, next item” 


Roundtable Participant, Head of Analytics

12

Our study demonstrated a persistent wave of 

uneasiness in organisations across the board. 42% 

see NPS® as a strategic business-wide goal 

however 58% see it as an important KPI for 

specific teams only or see it as not widely adopted 

at all. This demonstrates a flaw in the perception of 

CX metrics like NPS® because it creates a view that 

CX belongs to a particular team within a business 

and, therefore, it becomes something binary to be 

turned on and off at will.  
 
Becoming accountable in CX means taking a 

holistic view of performance that is relevant and 

attributable across the business. Doing so creates 

business wide direction, purpose and ownership 

rather than silo’d understandings of metrics that 

acts as an organisational checkbox. This sentiment 

was echoed in our business leader roundtables 

where participants almost unanimously discussed 

the "checkboxing” that goes on in their day to day 

working lives. 

0% of respondents in our survey stated that they 

loved NPS as a metric. 

We have observed a significant number of 

individuals within businesses are beginning to push 

back against NPS® because of its perceived failure 

to provide an answer to some major concerns.
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Lack of detail and poor 
identification of causation

The first criticism that presented itself as a recurring 

theme is the inability to deduce root causes from 

NPS® performance data.  Respondents and 

attendees cited the lack of an actionable outcome as 

a significant frustration as they felt under significant 

pressure to deliver change to their score without the 

ability to understand how their change roadmap 

correlated with any fluctuations. 

13

The metric is not 
connected to root-causes 

““They give you a score but not enough 

why, not much details on where exactly 

to improve, or under which condition 

things works well or not.”

“It doesn't tell you why something's 

painful, or what to do about it—and 

people treat it like it does.”

“Lacks detail - it’s really a marketing 

measure not a usability measure”

It’s hard to know where 
to focus attention

It’s difficult to put 
tangible actions in place

Supporting Evidence Supporting Evidence Supporting Evidence

030201
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Flaws in the methodology 
and resulting analysis

Common concerns talked of the variation in the 

question form becoming a fundamental blocker to 

data-based comparisons. Even when wording follows 

the intended format, participants cited the “how likely” 

sentiment as flawed in that it asks for predicted 

behaviour, rather than understanding actual. Our 

sample thought that the ambiguity of the question 

and the requirement for a customer to self-report 

allows for far too much variation in both the entry of a 

score and the interpretation of the results. 

14
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Phrasing of question asks 
future intent as opposed to 

actual behaviour

“Asking someone what they will do in the 

future does not show loyalty it shows 

optimism. If this was true reflection of 

loyalty your referral rate should be at the 

same rate as your NPS.”

“It is biased in the sense that it asks 

about the recommendation and not 

the discouragement.”

“A scale of 10 I think is a little 

unnecessary granularity and makes 

the user think too much. What is the 

difference between a 7-8 to a user?”

A 10 point scale is more 
inclined to be open to 

interpretation

The question skews to 
positivity against known 

human behaviour

0201

Supporting Evidence Supporting Evidence Supporting Evidence
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A vanity metric, causing 
more harm than good

What was surprising to note within the responses 

to our survey was the strength of the negative 

emotive language when questioned around 

NPS®. Participants across the board spoke of hate 

for the metric, citing the fact that they found the 

results were being gamed within their business 

and used to suit political agendas rather than to 

further advance customer experience. The lack of 

scientific evidence as to the effectiveness of 

NPS® too was called into question. 

03

15

It is a lag metric that 
doesn’t give a holistic 

view of CX

“By the time things show in, it’s too 

late, like companies that only 

innovate once they start to lose 

market share - too late.”

“The question is 100% biased to 

people who have shown some sort of 

interest in the company not the x% 

that dropped out or did not interact.”

“I mostly see it as a vanity metric bad 

managers use to pad their shoulders 

with. Too much emphasis placed on 

moving the number rather than on 

concrete improvements.”

Can be twisted to 
artificially benefit 
political agendas

Easily manipulated or 
gamed for favourable 

outcome

0201

Supporting Evidence Supporting Evidence Supporting Evidence
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88%

OF  CX  
PROFESSIONALS  
ARE  OPEN TO  
USING A  NEW 
PRIMARY 
METRIC

The one clear fact that emerges from 

engaging with our sample is that no metric 

will ever be perfect. There will always be 

ways for biases or artificial influences to 

creep in, however accidental. The main 

purpose of our study, however, is to try to 

make strides towards a new and better way 

of thinking. The later portion of our study 

asked participants to imagine a nirvana state 

of metrics, putting aside the issues they 

experience with the currently available 

options to isolate what would be beneficial. 

What was interesting to note from our 

findings is the natural tendency towards 

trying to solve the biggest question of all - 

how to correlate measures of experience 

and relationships together. In other words 

how to we tie together the emotions and 

feelings customers have towards a brand 

with their tangible actions in the real world. 

When we went through our data, a number 

of key themes emerged that we believe, set 

a clear and tangible roadmap of principles 

for the path ahead, opening the door for the 

next generation of experience metric. 

BUILDING TOWARDS A  CLEARER VIEW OF  CX

03FINDING A BETTER 
WAY FORWARDS

16
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We’ve uncovered a wealth of further insight into what the future holds for 

CX metrics, and most importantly, what you can do to prepare yourself.  

Our full report gives you:

READ OUR FULL REPORT

• An unprecedented view of future metric requirements


• What really matters to customers when it comes to experience 


• How to classify customer experience into measurable attributes

To make sure that this report lands in the hands of the people 

who need and want it most we’re asking that you email 

hello@imapctsense.com to receive your free copy. 

About ImpactSense 

We enhance your performance through the next 

generation of experience management, helping 

you to better understand your customers. Our 

platform provides a holistic view of your 

performance through a clear single score, 

calculated by your performance across five 

categories.  What makes us unique is the way that 

we benchmark your score against that of your 

competition and provide tangible improvement 

recommendations of what to do next.  

Comments or questions? 

hello@impactsense.com 

www.impactsense.com 

+44 207 164 6489
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