Face the Facts:
The Impact of F2F on NPS

Abstract.
There is now a compelling, weight of evidence for the proposition that an investment in superior
customer experience leads to a tangible uplift in sales.
Loyal customers drive up revenues through larger basket size bought more frequently and through
recommendation to their peer groups.
It is the author’s conviction that the whilst the brands that serve us recognise this, they have largely
“taken the easy option”, namely to invest in richer, more usable digital experiences that enhance the
customer’s on line and mobile journeys neglecting the more difficult but much more important
aspect of the customer’s journey, namely face to face.
With eighty six per cent of all consumer transactions still closing in face to face space and given that
the last experience within a consumer’s journey is the most influential in their assessment of it, the
consequent impact of this investment oversight on business performance is both dramatic and
avoidable.
By using proven NPS cost benefit analysis techniques pioneered by the father of NPS, Fred Reicheld
and Bain & Co it is now possible to make an investment case which underscores the need for and the
desirability of, applying innovative best practice solutions which seamlessly link the digital with the
real worlds and provide the customer with the best of all possible Omni-channel experiences. By this
means debate about the efficacy of such investments can be put to an end.
Using real data from a major UK retailer this paper demonstrates that additional revenues of
£92million annually are available to that retailer through a successful investment in superior face to
face experiences.
All the numbers and statistical relationships quoted in this paper are from verifiable sources.
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A Journey through Customer Loyalty….
Since “The One Number You Need to Grow” was first published in 20031, NPS has become the
leading metric used by organisations globally to benchmark customer preference. This one simple
but powerful question, “Would you recommend us to your family and friends?” proved to be a
statistically valid indicator of customer’s future purchasing behaviour. The recommended follow up
question, “What is the main issue driving your score today?” provides a route map, showing where
to dive deeper, to improve scores.
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In 2005, The London School of Economics 2, suggested that a 7% uplift in NPS equated to a 1% rise in
sales. Controversial though this statement was, many respected research houses have added their
endorsement to this view3. Whilst experts may disagree as to the precise relationship between sales
growth and customer experience, common sense and the press of evidence supporting Net
Promoter Score seem overwhelming.

1

“The One Number You Need to Grow” Harvard Business Review 2003 Frederick Reichfeld. See also “The
Ultimate Question 2.0”. Bain & Co 2006
2
Advocacy drives growth Marsden, LSE 2005
3
For example, The Business Impact of Customer Experience 2013 Schmidt-Subramanian, Forrester Research
Inc, which demonstrates that a wide range of business sectors have the power to increase revenues through
optimisation of customer experience.

©Terry Green 2014
terry@terry-green.co.uk, www.terry-green.co.uk, twitter: @terrytalkscx

2

Face the Facts:
The Impact of F2F on NPS

© satmetrix

This is powerful stuff. With this one simple metric, Chief Executives have a lever that they can pull to
dial up incremental revenues, which is why NPS started to appear on the Board’s and AGM’s
agendas as a descriptor of corporate efforts to delight customers.

Digital trumps Face to Face?
The drive to become “Omni-channel”, to offer customers a rich, seamless experience across all of
the means by which they can interact with a brand, on line, smartphone, telephone and face to face
has become overwhelming.
Almost universally the focus has been on digital space. It’s the new kid on the block, with, first the
internet, then the increasing prevalence of smartphones, driving the organisations that serve us to
think about how to use these devices to create superior customer interactions. The beauty is that
each event leaves a digital signature, a roadmap that shows what they did, how long it took and
what the outcomes were. Very seductive for hard pressed, data hungry executives.
But there is a problem with putting all of a “brand’s eggs into the digital basket”. Whilst it is evident
that most purchases start on line, as consumers conduct their “research phase”, seeking choices,
suppliers, consumer and peer group opinion, pricing and availability, only 14% of all purchases close
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out in digital space. Additionally the mix of transactions that complete on-line is biased towards the
transactional as consumers choose the most convenient means to them to complete simple life
enabling procedures with little thought for the decisions that they are making.
When it comes to the big stuff they have a different plan.
The vast majority of purchases, currently 86%4 close out in face to face space. For the brands that
serve us there are far reaching consequences. Delivering uniformly superior customer experiences
in face to face space across a chain of stores through a multitude of staff is a tough call. It’s no
wonder that it’s tempting to just “do your best” using traditional retail management methods and
focus the organisations efforts to on line where there is good data and more tangible causality. After
all, the world is going digital and “bricks & mortar” are yesterday’s story aren’t they?
The most bullish forecasts for digital sales growth suggest that the figure will only reach 33% by
2020, when two thirds of all sales will still complete in face to face space. But the digital experience
and the face to face experience will in some ways merge. Imagine the impact of a young shopper
going on a shopping trip to buy a new outfit and using their smartphone, carrying their social media
with them. Every positive and negative experience that they perceived can be instantly shared with
their personal network regardless of location. The impact of negative face to face experience on the
one becomes a broadcast to the many.
The importance of “Click & Collect” in the brand strategy adds further to the dominance of the
physical over the digital, with the best retailers increasing basket size over on line sales by up to 30%
through a successful in store collection journey.

It is incontrovertible that Face to Face will remain the most important channel in a brand’s mix for
many years to come. Boards who ignore this fact do so at their own and their shareholder’s peril and
this applies to banks as much as retailers, in fact any interaction where the customer seeks the
reassurance of a face to face contact before closing a purchase.

How to Win Friends & Influence Customers
Writing in the mid -Eighties, David Maister5 analysed the impact that different service allocation
processes had on both customer expectations and their perception of the service that they received.
The one big thing that has changed in this area is that almost all customer journeys now start on line,
letting customers experience the very best that brands have to offer in digital space. Perversely by
offering the very best digital experience that they can and following this with an underinvested and
undermanaged in-store experience the brands raise our expectations on line then bring us crashing
back to reality in their stores.
4
5

Online Retailing: Britain, Europe and the US 2014 Centre for Retail Research
David Maister, The Psychology of Waiting Lines, 1985

©Terry Green 2014
terry@terry-green.co.uk, www.terry-green.co.uk, twitter: @terrytalkscx

4

Face the Facts:
The Impact of F2F on NPS

86% of purchasers will experience this self-fulfilling prophecy of raised expectations followed by
suboptimal experience and will judge the brands that serve them accordingly. Given that, as Maister
found, customer satisfaction is driven subconsciously by the expectation that a customer has about
an experience compared with their retained perception of that experience, i.e.

S=P-E
The results are highly predictable. This simple but powerful formula has not only stood the test of
time but also governs the basic dynamic that underpins NPS.
When brands invest their efforts into on-line usability and sacrifice in-store experience they create
an inevitable disappointment, raising expectations and demoralising staff and customers alike. NPS
suffers as a consequence and sales decline.
Behavioural Psychologists, like Nobel Prize winning Daniel Kahneman have been hugely influential in
contemporary economics, by explaining how and why consumers are not rational but emotional in
their decision making. In this context, in remembering a given experience, humans focus on the
peak and the end states of an interaction6. In other words, the final leg of an experience along with
the very best or very worst aspects of it have a disproportionate effect on their recollection of an
event and how they judge it.

The implications of this are enormous for the brands that serve us. Whatever brands invest in online usability the gritty, real life “Moments of Truth” that they deliver to us in-store will have a
disproportionate effect on NPS, brand reputation and revenues for 86% of all transactions made. If
they are great, then fantastic, we will be delighted but if they don’t meet our expectations then
disloyalty is the inevitable consequence.

Real Life: how does F2F impact on NPS?

The chart below shows the weekly NPS scores received from the customers of a major British High
Street retailer. 14,500 customers offered their view in this week. The retailer has 800 stores. Instore UK sales are around £9 billion and their on line sales are £800m. This is not a hypothetical
example but real data taken randomly from a week in 2013.
Focussing on their detractors, 46% spontaneously cited issues related to access to service as the
chief cause of their low score. In this arena I have included the following headings “wait”, “serving”,
“tills”, “fitting”, “queues”.

6

Daniel Kahneman: Thinking Fast & Slow
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If these issues were addressed to each customer’s satisfaction the net effect would, potentially, be
to move 523 customers from “detractors” to “promoters”. Of itself, this could improve NPS by 7%
and by implication the brand could experience an uplift in revenues of up to 1% of in-store sales or
around £90 million in each and every subsequent year.
This is a powerful incentive to mobilise change.

This broad brush calculation provides a guide to the magnitude of the revenue uplift available
through addressing real customers concerns. But it is possible to be more scientific about this.
By applying well tried and tested NPS techniques a much more in depth assessment can take place
which details the connectivity between finite actions to improve the in-store customer experience
and their financial consequences.
By looking in depth at the behaviour and purchasing patterns of promoters and detractors it is
possible to infer the impact on the business with a high degree of accuracy. This analysis can then
provide the basis for an ROI calculation demonstrating the clear financial value of a successful
investment which improves face to face customer experience.
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The Economics of Promoters vs Detractors
In general promoters spend more, stay with a brand longer, complain less and so consume less
customer service resource. They bring in new customers, who also tend to be promoters. On the
other hand, detractors spend less, leave sooner, complain more and put other customers off
through their complaints.
An established methodology has been designed by NPS practitioners to create the financial case for
change.
The first step is to calculate the lifetime value of the average customer. This is done by aggregating
all of the cash flows that accrue over the period of a typical customer’s relationship and to calculate
the net present value of these.
From this baseline the value of promoters, passives and detractors are calculated with reference to
the economic effect of a number of factors:1. Retention rate – detractors generally defect at higher rates than promoters which means
that they have shorter and less profitable relationships with the brands that serve them. By
tagging customers as promoters or detractors and following their behaviour it is possible to
determine the differential lifespan of their relationship. More advice on this can be found at
www.netpromotersystemcom, (the loyalty effect).
2. Pricing – promoters are generally less price sensitive than other customers. Typically they do
business because they perceive quality and value and they want the business to prosper. It’s
important to understand the basket value for detractors and promoters over an extended
period tracking both revenue and margin after discounts in order to form an accurate
picture of the difference between the two.
3. Annual spend – Promoters tend to consolidate more of their purchases with their favourite
brands and so their spend tends to rise rapidly and stay higher than other customer
categories. Their interest in brand extensions and new offerings also tends to be greater
than passives and detractors.
4. Cost Efficiencies - On average, detractors complain more and consume greater customer
service resource, refund and legal expenses. Sales, marketing and advertising costs for
promoters are lower per capita because promoters stay with a brand for longer and spend
more.
5. Word of mouth – all customers who start using a brand because of word of mouth are as a
direct consequence of its promoters. Conversely, detractors are responsible for 90% of
negative word of mouth and the cost of this drag on growth needs to be allocated to them.
A general rule of thumb is that each negative comment given out by a detractor neutralizes
between three and ten positives.
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In Conclusion: What to do with this information

In this brief paper I have summarised the impact that unplanned and unmanaged customer
experiences have on 86% of customer’s transactions and shown how, for one UK retailer, the prize
for grasping this opportunity is recurring new revenue of £90 million per annum.
For a given brand, the NPS feedback mechanism can be used to capture the size of the opportunity,
in financial terms and the customer insight to drive an initiative to bring about the desired
improvement. This in turn can make the investment case which delivers the desired improvement in
NPS and consequent uplift in revenues which will get the backing of the CEO, the CFO and the
shareholders.

Terry Green

Worked Example
Major UK High Street Retailer has 800 high street stores selling food and general merchandise. Sales
though the stores are £9 billion. On line sales are £800m.
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Chart shows a typical weekly response from customers completing their survey with a total of 14449
responses, of which 9482 were recommenders,3871 were passives, 1137 were detractors. Detractors
spontaneously mentioning “access to service” (defined by the author as those in “wait, service, tills,
fitting, queues”) equals 523.
Calculating their NPS (9482-1137)/14490 gives a service NPS of 58%
Moving 523 responses from detractor to promoter i.e. (10005-614)/14490 = 65% NPS, or a 7% gain
for an NPS of 65%.
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