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ABSTRACT
If you’ve spent more than about 2.5 seconds engaged in any type of
Customer Experience (CX) activity, you’ve undoubtedly heard of the Net
Promoter Score℠ or Net Promoter System℠ (NPS). 1 Since its release in
2003, NPS has received worldwide attention in nearly every business
publication on the planet, been adopted by some of the largest and most
prestigious brands, and helped transform Customer Experience from a
theory to an imperative.
In fact, it is now so prevalent that 48 percent of companies with more
than $500 million in revenue are using NPS as their primary indicator for
measuring customer experience success.2 At the end of the day, NPS has
become the foundation for today’s most successful enterprise-level CX
programs and a force that, when implemented widely and wisely, can add
fuel to your efforts.
The following paper explores NPS: what it is, how it works, the difference
between the score and the system, and, finally, how InMoment can help
you take your NPS practices to the next level.

© 2016 InMoment, Inc.

BEGIN

AT

THE

BEGINNING:

W H AT

IS

NPS?

So much has been written about NPS that we won’t spend too much time
on the logistics of it here. However, to ensure a baseline understanding, let’s
take a quick look at the basics of the Net Promoter Score.

“The Ultimate Question”
The Net Promoter Score is based on

likely to recommend your brand are more

one question:

likely to be loyal customers and, therefore,
spend more. Years of research by Bain

“What is the likelihood that you would

& Company have established the link

recommend Company X to a friend

between NPS, loyalty, and financial returns,

or colleague?”

finding that NPS leaders more than double
the growth of their competitors.3

This single question forms the foundation
of the entire Net Promoter System. The
premise is that customers who are more

A Simple, Compelling Scoring Methodology
NPS categorizes customers into three

The advantage of this scoring methodology

types. The customer type is based on their

is in its simplicity and flexibility. It’s a single

likelihood to recommend your brand on a

question that is easy to calculate—without

scale of 0–10:

complex algorithms. It can be tracked and

Promoters (10–9)
Passives (8–7)
Detractors (6–0)
Your Net Promoter Score is calculated
by subtracting the percentage total of
detractors from the percentage total
of promoters. 4

trended over week, month, or year and by
brand, department, location, or interaction.
This simplicity makes it an ideal metric
to represent the overall health of
an organization. Stakeholders from
shareholders to executives to frontline
employees can, at a glance, understand
how the company is doing.

FROM

A

SCORE

TO

A

SYSTEM

Now that we’ve covered the basics, it’s time to delve into the ultimate
question this white paper is attempting to answer: What’s the difference
between a Net Promoter Score and a Net Promoter System? How do you
go from one to the next? And how does InMoment help you get there?

The Quick Fix: It’s Just a Score
Despite its longstanding history, there’s a

Unfortunately, that’s rarely how reality

common misconception in the industry that

played out. Over and over we heard brands

Net Promoter® is just a score. And that’s

say, “Our Net Promoter Score is high, but

true. It is a score—it’s right there in the

we’re still losing customers/revenue is

name: Net Promoter Score. At least that’s

declining/growth has stalled.”

how it started: as a way to replace other
operating and business metrics.

This issue exposed the flaw with using a
Net Promoter Score in a vacuum: no matter

However, as more companies brought NPS

how simple, elegant, and intuitive, it was

on board, it was often used as a quick

just a score. And all scores have inherent

fix for ailing sales or slow revenue. These

limitations. They’re simply a number that

brands would change from an Overall

may give some indication as to how your

Satisfaction metric to NPS and wait for

business is doing, but not much else.

the magical transformation to begin.
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Thinking for the Future, Moving to a System
Luckily for us all, over the last 13 years,

down. This team recognizes customer

the S in NPS has evolved from a simple

experience as a competitive differentiator

Score into a full-blown System around

and invests resources, hires talent, and

which brands can create a comprehensive

consistently makes decisions that reinforce

infrastructure to support high-value

that commitment—across the organization

relationships with their most

and over time.

important stakeholders.

The goal of a Net Promoter
System is to build a program that
supports a culture of customer
and employee centricity.

Reliable, Trusted Metric
If you’re not using a Net Promoter Score,
this is the time. It’s an easy way to establish
a common language for your organization.
Your Net Promoter Score should be based
on a constantly updated flow of information

Herein lies the great differentiator: even

and data from your customers.

the best score is a short-term initiative.
To take your CX program to the next level
using a Net Promoter System, you will need
to be committed to a strategy of ongoing
evolution at every level of the organization.
There are five keys to a successful Net
Promoter System: 5
1. Sustained leadership commitment
2. Reliable, trusted metric
3. Feedback, learning, and improvement
4. Employee environment focused
on loyalty
5. Robust operational and
analytic infrastructure

Sustained Leadership
Commitment
The single most important factor in creating
and maintaining successful customer and
employee-centric business is having a
leadership team committed from the top

“Most organizations
that work within an
NPS framework still
focus primarily, or
exclusively, on the
score. And while a
score can serve as an
indicator, there’s a lot
it can’t do. To take the
next step, companies
must transition
from a score- to
a system-based
mentality, placing
special emphasis on
the stories that come
inside the comments.
This is where they’ll
find the insights to
both solve immediate
problems and
steer every part
of businesses.”
—John Sperry
CEO and Founder,
InMoment

Did you know?
Employee
engagement has
more of a connection
with customer
satisfaction than
sleeping pills have on
reducing insomnia?
Sleeping pills
and improvement
in insomnia:
r = .30
Employee
engagement
and customer
satisfaction:
r = .43 6

Feedback, Learning, and
Improvement

Robust Operational and
Analytic Infrastructure

Close the loop! You hear it everywhere.

Net Promoter Systems are complex and

But what does it mean? At its core, it’s the

require power, flexibility, and scalability

ability for your organization to respond to

on the technology side. Supporting an

individual customer issues (Inner Loop)

enterprise’s complex needs can quickly

while understanding larger patterns that

bury many vendors because of the

affect your brand and sharing those

technical requirements involved.

insights with the right people so they can
take appropriate action (Outer Loop).

Look for a vendor who can scale to meet
the needs of your NPS practices with a
strong infrastructure that can support:

Employee Environment
Focused on Loyalty

•

As the CX champion in your organization,

•

Complex organizational hierarchies

•

Unique and constantly changing data

Multiple enterprise-sized clients running
concurrently

you already know how effective customer
feedback can be at returning real business

requirements on a per-client basis

results. That’s why you’re interested in
enhancing your Net Promoter System. But
you also know that your employees have a

•

touchpoint, journey, and relationship

huge impact on your success because they
interact with customers every day. The fact

A variety of listening posts, including

•

Real-time listening, analysis, and

is that you can design the best program in

reporting shared at every level of the

the world, but if you don’t have engaged

organization

employees to execute, the program will
invariably fail.

•

Highly variable CX analytics patterns

•

Customer data integration from a
variety of sources (CRM, POS, loyalty,
operational, etc.)

•

Multi-mode listening including text,
voice, and video

•

Data privacy and security
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MAKE

THE

MOVE

Now that we’ve laid a solid foundation

a Net Promoter System can be daunting.

about what a Net Promoter Score and

After all, we’re trying to change the very

Net Promoter System are, we can start

way our organizations think about and

to answer the all-important question of

react to the customer, and old habits

how to go from one to the other. Or, if

die hard.

you’re already there, what can you do to
turbocharge your current NPS efforts?

There are four steps, however, that will
help make the transition from a score to a

Whether you’re brand new to a Net

system smooth and successful.

Promoter Score or have had one in place
for years, getting started on the move to

Step 1: Strategic Partners
Choosing the right partners—consultative,

and integrate the right types and quality

integrator, or technology—can determine

of data, your efforts won’t go far. For

the success of your NPS practices.

that, you need a strong Voice of Customer
partner; and not all are created equal. Look

Consultants

for a provider who has a solution that can
support complex, enterprise-wide NPS

A trusted consultant can be a critical

practices and who has expertise based on

component in building a success Net

years of proven successes. Following is a

Promoter System—especially when they

list of essential capabilities:

are brought in early in the process. Given
the extra time, they can help provide
cultural alignment, build prototypes,
implement, and maintain a strong NPS.

•

Measurement: Find a vendor who can
help you (re)design a VoC program
that includes best practices in survey
methodology and design. This is
absolutely crucial in obtaining insight-

VoC Vendors

laden data of both the structured and

While a comprehensive Net Promoter

vendor can listen and obtain the full

System has a plethora of components,

variety of Net Promoter Scores7 and

one of the most critical elements is good

comments. Here are key types to

customer data. Without the ability to gather

look for:

unstructured varieties. Ensure your

- The “Experience” variety: details

standard reports offer, look for a VoC

about a specific moment—a transaction,

vendor who has this added capability.

for example.

The ability to perform “pulse” surveys
that allow for quick feedback on key

- The “Relationship” variety: the ability

business areas can be extremely helpful

to check in on customers periodically

when you need to delve deeper into a

to assess their overall perceptions of

particular area.

the company.
•

Data: When choosing a vendor, look
for the expertise to document current

- The “Competitive Benchmark” variety:
asking all potential customers whether

data flow in preparation for new system

and why they would recommend

design and optimize that design to

your company.

allow operational root cause data to be

For this last variety, several third-party

Also ensure your vendor has the ability

entities publish annual NPS reports

to integrate relevant customer data

by industry. This works well if your

from other systems, including CRM,

mined and addressed in near real time.

company falls within the covered

loyalty, demographic, transactional,

sectors; however if you don’t, or would

and more.

like a more frequent check-in than the
•

Communication: Look for a vendor
who can support the full range of
survey reporting (both push and pull)
and closed-loop automation. A vendor’s
system should be a magnifying glass
for root cause issues, allowing them to
be sent to the appropriate department
for solutions. Finally, look for a
vendor who, in addition to housing
VoC data, can integrate performance
management metrics.
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Step 2: Strategy and Awareness
Once you have chosen a vendor, you’ll need
organization-wide support, from executives
to frontline employees. This means every
employee needs to understand the purpose
and future opportunities a Net Promoter
System can afford.
First, drive executive ownership and
governance in an organized, efficient, and
public manner. Ensure your organization
is effectively communicating and
implementing by using cross-channel
leadership committees. Measure results
using improved scorecards designed to
drive NPS promoters.
Drive employees to take action during the
NPS transition and ensure they are aware of
what is going on in the organization during
the change. Provide cultural “propaganda”
in support of that change. Then, in addition
to employee communications, ensure
customers are aware of the changes you’re
making to improve their perception of
your brand.
•

Introduce NPS internally through
multiple internal awareness campaigns

•

Build and share strategic program and
specific implementation roadmaps

•

Leverage current employee incentives
to support your NPS practices

•

Start with a beta and test markets to
ensure program will scale appropriately

Keys to a Successful Beta
A successfully executed beta can
determine the overall success of
your NPS rollout. To move your
beta in the right direction, consider
the following tips:
• 	 Identify pilot groups
• 	 Elevate frontline feedback
• 	 Expose all divisions to the NPS
beta process
• 	 Provide the basis for rollout of
NPS behavior in every
function/channel
• 	 Cluster beta pilot groups in
select geographies to allow
for coordinated resources,
shared learnings, and focused
early impacts
• 	 Balance speed to scale versus
resources required

Step 3: Enablement and Training
Once you have buy-in from key

•

Begin key customer journey redesigns

•

Launch (or re-launch) automated

stakeholders, it’s time to begin getting
employees involved at a more granular level
and putting the tools in place to support

collection, analysis, and reporting

your program. Provide training to frontline

technology including closed loop

representatives, supervisors, and managers

processes

in the form of training on systems and
processes. In addition, work with all

•

methodology

corporate employees and field leadership
to provide line-of-sight guidance to ensure
everyone knows their role in improving the

Re-engineer survey questions and

•

Continue NPS communications and
train employees on new technology

customer experience.

Step 4: Acceleration and Change
With employee buy-in and training and the

•

Reward employees for customercentricity through compensation

right tools in place, it’s time to accelerate
your efforts and deploy your program. Use
existing programs or create new incentives

•

Continue to learn and gather insights
from customer journey redesigns

to reward successful customer experiences
for frontline employees. In addition to
incentives, drive NPS goals for employee
bonuses beginning with your executives

•

Harvest customer-centric culture
through targeted change at all levels

and working down through corporate and
field hierarchies.
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Ideally, every implementation of a Net

•

Promoter System would go smoothly.

Each executive has their own vision of
to move customer experience forward

Your executives would buy in and your
employees would adopt it without a

•

Some executives think NPS is just OK
or negative

second thought. However, that’s not always
the case. And even if it is going well,
it’s always good to keep an eye out for
warning signs. Warning signs of a poor NPS
implementation include:
•

Employees know that customers
experience is a priority but have trouble
putting it into action

•

NPS practices have a lot of complexity

•

Poor (or lack of) governance structure

•

Seen as just another work stream

•

Employee adoption fades as
program continues

•

Analysis paralysis

•

Lack of change management strategy

•

Budget limitations eliminate key pillars

Solarity Credit Union: Taking NPS
from a Score to a System
Solarity Credit Union is a financial cooperative with more than 50,000
members. Solarity has more than $900 million of assets under management
and provides business loans and services, automobile loans, mortgages, RV
loans, credit card services, and a host of other services.
Understanding the Limitations of the Score: The Solarity team was working
hard but didn’t feel they were working as smart as they could. They knew the
importance of listening to members, but at the time, all they had was
anecdotal evidence.
Solarity’s foray into member experience began about seven years ago with a
small survey program based on a Net Promoter Score. They would randomly
select members twice a year and send them a survey by mail and compile
the results manually. This led to a Net Promoter Score that bounced around
without any real understanding of the why.
Choosing the Right Partner: The team wanted to hear from members more
often, and in a more systematic way and have a way to surface and understand
what their feedback was saying about the business. They also needed a way to
share the insights within the organization. Ralph Cumbee, Senior Vice President
and CXO at Solarity Credit Union, decided to enhance their NPS practices by
choosing InMoment as its technology partner because of InMoment’s successful
track record of taking brands’ Net Promoter Systems to the next level.

Support from the Top: An essential component of a successful Net
Promoter System is getting leaders to support member-centricity as both
a cultural and budget priority. Solarity’s executives were invested right
from the beginning. “As an executive team, we looked at our industry
two years ago and quickly realized that the only real place to differentiate
ourselves was in member experience,” said Cumbee. “We knew we needed
to step our game up, and the executive team all expressed their complete
support. Once we had this commitment from the executive team, it turned
the whole paradigm on its head.”

“When those
first insights
started rolling
in, our senior
management team
took a month and
personally called
every detractor,”
said Cumbee.
“That made a
statement to all
our members,
as well as to
our employees,
about their level
of commitment
to creating a
very different
experience.”

Diving In: With top-level support secured, Cumbee and his team decided
to jump into the deep end and rolled out their new member experience
and feedback program throughout the organization.
Taking Action: Cumbee admits that the wave of customer feedback was a
little overwhelming at first and forced the company to take action quickly.
One example came from the cooperative’s drive-through services. In an
attempt to provide even quicker service to its members, Solarity installed
a remote drive-through facility.
Solarity started seeing a negative spike in sentiment around the new
drive-through. When they drilled into the comments they found members
voicing concerns about delays.
Armed with this insight, Cumbee dispatched his team to observe the
drive-through. They determined that the placement of the remote camera
showed only the member being served, giving tellers no information on
how long the line was. Solarity relies on those tellers to open up new lines
when they get busy to make sure members can get through quickly. Says
Cumbee, “Thanks to our ability to listen to members, we were able to act
quickly to resolve the problem by installing cameras that allowed tellers to
have a better view.”
Seeing the Results: Since partnering with InMoment, Solarity Credit Union
has achieved tremendous success:
•

Increased Net Promoter Score by more than 40 percent.

•

Transformed the culture into a member-centric environment, including
buy-in from the entire organization—from the executive team to the
tellers who interface with members on a daily basis.

•

Gained the ability to close the loop on individual incidents and identify,
address, and close the loop on root causes.
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INMOMENT:

ENHANCING

KEY

NPS

PRACTICES

InMoment is uniquely positioned to enhance key Net Promoter System
practices. Our platform was built from the ground up to support Net
Promoter Systems at every phase, from listening to analytics and reporting.

Identify Root Cause
Taking care of individual customers

Watson, add layers of proprietary models

is important, but understanding the

and techniques, and then tune to the

underlying issues is critical. If you can fix

vocabularies of specific industries. We can

the problem at its origin, the symptoms will

then offer even finer tuning to individual

disappear. The InMoment platform helps

client needs, achieving accuracy rates of

you get to root cause quickly and efficiently

90+ percent. Both our speech-to-text and

because it focuses on uncovering the

text analytics are woven into every facet

“why” not just the “what.” The end result is

of our platform—from listening to insights

unmatched efficiency in surfacing the root

to delivery.

causes behind why your customers are
promoters, passives, or detractors.

Active Listening is a unique application
of text analytics that InMoment uses to
hone in on the elements most important

Harnessing Text Analytics to
Understand the “Why”

to customers. As customers are typing in

Many VoC vendors stop at a score. They

prompts in real-time for more detailed and

can tell you which of your customers are

more relevant information. The result is

rating you in what category, but they

more and richer data, which in turn delivers

don’t delve into the reasons behind those

more actionable insights, including closed-

ratings. Surfacing meaningful insights from

loop processes that are both text-and

mountains of unstructured data is crucial

persona-driven.

and requires sophisticated technology
and years of experience to achieve the
best results.
At InMoment, we do this using our natural
language processing-based text analytics.
We utilize the same engine as IBM’s

comments, Active Listening keys into the
details they include—and omit—and then

Close the Loop
Taking care of individual customers

The end result is unmatched efficiency in

is important, but understanding the

surfacing the root causes behind why your

underlying issues is critical. If you can fix

customers are promoters, passives,

the problem at its origin, the symptoms will

or detractors.

disappear. The InMoment platform helps
you get to root cause quickly and efficiently
because it focuses on uncovering the “why”
not just the “what.”

Focusing on Line and Field
Employees

We do this through Focus—our mobile-

InMoment uniquely empowers line and

feedback channels with data collected

field managers by giving them the tools

from the most pertinent social sites and

to act more effectively and efficiently and

feeds this information into your closed-

focus on the factors that have the greatest

loop process in real time. The platform

impact on enterprise measures, including

then identifies detractors, passives, and

your Net Promoter System.

promoters and funnels them into the

optimized application. It integrates
qualitative and quantitative data from your
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correct closed loop process, ensuring that
every customer is taken care of.

Empowering Managers
The InMoment platform also empowers

However, closing the loop is about more

managers by giving them the information

than just addressing an issue. It’s also

they need to know what to work on with

preventing future occurrences. Focus

their employees before coaching begins.

integrates with your standard operating

It also allows managers to easily track

procedures, eLearning knowledge

progress related to NPS targets.

management systems, and InMoment’s
client-crowdsourced best practices to
provide a comprehensive picture of how
to rectify customer issues. This data is
then correlated with each unit (whether
that’s a store, agent, etc.) and InMoment
automatically highlights what is most
impactful to your NPS practices and
which actions your employees should
take to improve.

Educating and Informing
Enterprise Leadership

•

Easy access to the “what” and “why”

•

Sentiment by customer segment,
personas, products, etc.

•

Geographic heat maps by division,
region, state, market, zip, etc.

•

Persona-based reporting

•

Proactive identification of
statistically significant changes in
NPS drivers

•

Seamless integration with
complementary data sets including
market, customer, operational data
and more

Finally, InMoment provides executive
leadership specific views that make
monitoring NPS progress quick and easy.
When leadership is educated about the
state of the program, they can make more
informed decisions about how to close
the outer loop on business processes
and procedures. InMoment’s Executive
Dashboards provide:

•

Easy access to NPS and NPS
drivers/themes by channel,
product, etc.

•

Real-time understanding of
competitive threats, mentions,
perceptions, products

sales@inmoment.com • 1-800-530-4251 • © 2016 InMoment, Inc.

15

TA K E

THE

NEXT

STEPS

The days of having a single score to

To learn more about how InMoment can

measure CX success are over. Brands

help you transform your Net Promoter

wanting to lead their industries are already

Score into a Net Promoter System, contact

making the move from a score to a system

sales@inmoment.com.

and beyond. And they’re already reaping
the rewards and watching customer and

Next up, Transform Your NPS, Part 2:

employee relationships improve and

Elevate the System

revenue increase.

About InMoment
InMoment is a cloud-based customer experience (CX) optimization platform that gives companies the ability
to listen to and engage with their customers to improve business results through better experiences. Through
its Experience Hub™, InMoment provides Voice of Customer (VoC), Social Reviews & Advocacy, and Employee
Engagement technology, as well as strategic guidance and tactical instruction, support, and services, to 350
brands across 25 industries in 128 countries. The company is the leading VoC vendor for the food services, retail,
and contact center industries, with deep domain expertise in B2B, healthcare, hospitality, and numerous others.
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