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Executives of multi-unit organizations are evolving their customer experience  
measurement programs—transitioning from just collecting feedback to turning that  
feedback into insight. Service Management Group (SMG) recently conducted interviews 
with top restaurant and retail executives on how customer satisfaction data is driving 
organizational change and business results. During these conversations, executives  
delved into the foundational elements of their measurement programs and what’s  
next in the customer experience journey. 

Five key business insights and ten  
best practices emerged from the study.

An Executive Critique of  
the Customer Experience



Executives are wondering, “What’s the impact of 
customer satisfaction on the bottom line?” and they’re 
looking to their customer experience measurement 
programs to provide the answer. It’s not about 
measurement of satisfaction, it’s about revenue-driven 
management of the customer experience. 

This shift in management and the desire to see  
clearer linkage to financial results highlights the 
need for a better understanding throughout the 
organization of how the customer experience impacts 
revenue. Only a fraction of the executives we spoke 
with believe employees understand the connection 
between customer experience results and the financial 
performance of the organization. On the other hand, 
these same executives believe the majority of senior 
management see the connection. This discrepancy 
points to the demand for increased visibility of links  
to financial performance. 
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Business Insight 1 
 
Senior directors want to see stronger linkage between customer 
satisfaction and revenue. 

Clearer accountability is also needed. Who owns 
the customer experience? Some executives said 
“operations,” others said “marketing,” and some said 
it’s a combination of the two. It seems the answer is 
“everyone and no one.” That’s not surprising given 
the breadth of customer interactions with your 
brand—they’re happening in your stores, on your 
website, through your Twitter feed, and in day-to-day 
conversations. 

The customer experience is a journey and impacts 
all departments in an organization. Therefore, 
everyone’s invested in the customer experience, and 
everyone must feel responsible. This shared sense 
of responsibility leads to stronger brands and causes 
the customer experience to be a practice within the 
company’s culture rather than just a program.

Key Learning 
Make one person in your organization responsible for leading the customer experience 
management effort, holding that person accountable for spreading the financial impact 
message across the business. 

A Leadership Critique of the Customer Experience



Measurement of the in-store or in-restaurant  
experience remains an important method of gaining 
customer feedback. However, it’s imperative to capture 
data at all of the relevant milestones of the customer 
journey. Customers are providing this feedback on 
review sites, through social media, and by contacting 
your call centers. They’re telling your employees what 
they think and how they feel. Proactive companies have 
set up methods for employees to relay the feedback 
they hear from customers. 

These multiple channels of feedback can seem 
overwhelming, and executives are afraid they’re missing 
something. In order to harness the full power of the 
customer voice, a centralized dashboard containing all 
of the customer experience data sets is needed. With 
all of the data reported in one spot, those who use the 
data can clearly see trends across the broad spectrum 
of customers and customer touchpoints.

Business Insight 2 
 
Customers are interacting with brands through multiple channels, and  
they expect companies to pay attention and take action on their 
feedback—no matter how it’s communicated. 
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A Leadership Critique of the Customer Experience

Key Learning 
Data integration isn’t an option—it’s a necessity. Having multiple channels of customer 
experience data in one centralized location will lead to richer insights for the c-suite. 



One executive said,  
 
“We get all of this feedback from our 
customers, but we have a hard time knowing 
how to act.”  
 
It’s often clear changes need to take place, but what 
are the actions that will make a difference? Location-
specific improvement plans are necessary to support 
the numbers and give some sense to the statistics. 
They put both managers and front-line employees 
on the right path. With concrete action plans for each 
location, areas of success and areas for focus are made 
clear and employees can follow these guides to see 
improvement in their scores and their locations. 

Managers are also looking for guidance in service 
recovery. Mistakes happen—it can’t be avoided. 
But losing a customer over it can be avoided. With 
automatic alerts, managers can respond to unhappy 
customers by being immediately notified when 
customers request to be contacted. Several companies 
are leveraging multi-tiered alerting systems to help 
them in service recovery. One executive described the 
benefit of such a system: 
 
“Comments come through our network and 
are distributed to the team that is responsible 
for that area of the country. We’ve been able 
to really home in when a customer has an 
unpleasant or negative experience.” 

Business Insight 3 
 
Executives are looking for more than just scores from their customer 
experience measurement programs; they want to know how to improve.
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Key Learning 

Without action, why measure? Put a plan in place that takes managers all the  
way to action, and ensure they have the necessary service recovery tools to save 
customer relationships.



The cashier was 
awesome but the 
person I spoke  
to earlier seemed 
like she couldn’t  
be bothered.

“When you listen to the customer really talk 
about an experience positively or negatively, 
you get that sense of emotion of what that 
experience was like, which really adds 
richness to the overall survey that we do,”  
 
said one executive from a nation-wide chain. Customers 
are speaking up, and companies are listening to what 
they have to say. But what can be done with this wealth 
of words? As a recent Forrester study stated, “Social 
media provides great opportunities for intelligence, but 
is too vast to analyze manually.” 

To harness the full potential of the customer voice, 
executives should be using this qualitative feedback  
to complement the quantitative feedback. Text analytics 
is needed to turn the customer voice into quantitative 
insight, allowing organizations to understand trends and 
sentiment around topical categories—like marketing 
campaigns, merchandise, or the service of the staff. As 
mentioned in the Forrester study, 
 
“Text analytics is ... a key component of  
many [customer intelligence] vendor offerings 
and will be a critical tool in the future of 
customer data.” 

Business Insight 4 
 
Leaders know verbatim customer comments add depth to their data, 
but they struggle with knowing how to gain actionable information from 
volumes of qualitative feedback.  
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Key Learning 
Text analytics adds the “why” to the “what,” turning qualitative data into quantitative 
evidence—and getting you to a better solution, faster.



Companies are thinking more about the customer 
experience, so it’s natural that they’re also thinking 
more about the integrity of their data. Nearly half of 
the executives we talked to believe their employees 
attempt to manipulate the results of their customer 
experience measurement program. Gaming, whether 
it’s performed by employees or customers, can greatly 
impact results and give a false picture of the customer 
experience. 

All of the executives we spoke with said it’s important 
to feel secure; their data needs to be able to stand up 
against employee attempts to game and attacks from 

advanced technology. Data integrity systems must 
include real-time technology that detects and screens 
fraudulent results before scores are reported, proactive 
investigation of suspicious patterns in the data, and 
a zero-tolerance culture toward employee gaming. 
Without a system that delivers on all of these, the data 
can’t be trusted.

Business Insight 5 
 
As the customer experience becomes more prominent at all levels of 
an organization, executives are recognizing a need for advanced data 
integrity systems to combat fraud.
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Key Learning 
Not all data is good data, which is why customer experience measurement programs 
must have a robust approach to data integrity. Senior management need to feel they can 
trust the data when they’re using it to make big money decisions. 



1. Demonstrate executive commitment and sponsorship 

2. Model the financial impact 

3. Measure top box experiences 

4. Drive field adoption 

5. Strictly control gaming 

6. Keep reporting clear and practical 

7. Focus on most important drivers of satisfaction 

8. Require service improvement plans for managers 

9. Close the loop with dissatisfied customers 

10. Conduct strategic program reviews 

10 Best Practices 
 
The customer experience measurement industry is continually evolving, 
and so must the attitudes and practices of restaurant and retail brands.  

It’s not enough to just turn on a measurement program—customers have higher expectations of brands they 
shop and dine in this age of real-time communication. Leaders need to be aware of this and ensure their program 
remains innovative and important within the organization. The voice of the customer will forever push companies 
toward improvement, which is why it’s so important to always be listening. 

From our research and experience in this space, SMG has identified ten best practices that distinguish a highly  
successful customer measurement program from the rest:

Executives and their customer experience teams must understand the scope of their program life cycle and look 
beyond today to plan for what’s next. ●
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Insights to Innovation.
SMG (Service Management Group) is the leading international customer experience research firm. Driving business results 
by partnering with brands to improve customer loyalty and employee engagement, SMG provides actionable insights and 
recommendations at both the front-line and senior executive levels. SMG has developed a proprietary suite of research 
services combining world-class technology with unmatched industry expertise. Each year, the firm evaluates over 110 million 
customer experiences in 93 countries and 46 languages for more than 300 brands.
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