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Present survey analytics mislead y y
management 

Reliable cause-and-effect analyses 
solve the basic challenge

The analyses support three 
alternative strategies:
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Present survey analytics mislead management …

Properly understanding the drivers of 
stakeholder behavior is fundamental for 

f l l d hisuccessful leadership
Surveys is the only efficient way to capture 
stakeholder attitudes in large organizations
Present survey analytics are insufficient

Extensive correlations blur impacts of 
individual score changes
High scores not equal to high margins
I h t i  tt   d  Inherent scoring patterns may reduce 
the value of score changes
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… as extensive correlations blur impacts of individual score changes …

Correlations between “Recommend” and eight other survey questions for Swedish retailer
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… and high scores are not equivalent to high margins …

Example showing actual Satisfaction-Margin linkages for a Swedish consulting firm
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… and inherent scoring patterns may reduce the financial value of score changes

Example from Norwegian retailer confirms that high scores may point at financially less attractive mix

TYPICAL SCORING PATTERNS

High customer scores:
Elderly respondents
Women
Limited education
Live in the countryside

Low customer scores:
Young respondents
Men
Well-educated
Live in the main cities
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Reliable cause-and-effect analyses solve the basic challenge …

Design survey for selected stakeholder 
category
Confirm stakeholder factors using statistical 
factor analysis
Use structural equations to estimate

Scores
Impacts

Generate graphs and value simulators for 
further evaluations of actions
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… where you begin by selecting which stakeholder category to survey …

Customers

Company

Pressure 
groups

Society

SuppliersEmployees
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Investors
groups
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… and design questionnaires “bottom-up” in two steps based on qualified guesses …

Driver 1
• Question 1.1
• Question 1.2
• Question 1.3
• Question 1.4

Driver 4
• Question 4.1
• Question 4.2

Driver 3
• Question 3.1
• Question 3.2
• Question 3.3
• Question 3.4
• Question 3.5

Driver 2
• Question 2.1
• Question 2.2
• Question 2.3

DesiredDesired

Overall
Evaluation

• Question 1
• Question 2
• Question 3
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Desired
Behavior 2
• Question/fact

Desired
Behavior 1
• Question/fact

Demographics
• Fact 1
• Fact 2
• Fact 3

Actual behavior
•Fact 1
•Fact 2

Company-internal
•Fact 1
•Fact 2
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… then collect ratings and facts from respondents and internal databases …

INTERVIEWS

• Telephone
DATA EXTRACTION

• Fact 1
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p

• E-mail 

• Website

• Paper

• Face-to-face

act

• Fact 2

• Fact 3

• Fact 4

• Fact 5
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… use factor analysis to determine how stakeholders actually classify experiences …
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… rearrange the analysis structure until it satisfies statistical quality criteria …

Driver 1
• Question 1.1
Q i 1 2

Driver 4
• Question 4.1
Q i 4 2

Driver 3
• Question 3.1
Q i 3 2

Driver 2
• Question 2.1
Q i 2 2• Question 1.2

• Question 1.3
• Question 1.4

• Question 4.2• Question 3.2
• Question 3.3
• Question 3.4
• Question 3.5

• Question 2.2
• Question 2.3

Overall
Evaluation

• Question 1
• Question 2
• Question 3
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Desired
Behavior 2
• Question/fact

Desired
Behavior 1
• Question/fact
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… use structural equations to calculate scores and impacts …

FACTOR SCORES

W i ht d  f 

IMPACTS

H  h ld  Weighted average of 
3-5 questions

Weighting that best 
reflects the Desired 
Behavior

Respondents’ ratings 
on a 1-10 scale are 
converted to scores 
between 0 and 100

How much would a 
certain score change 
if another score 
changed by 5 units on 
the 0 to 100 scale?
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between 0 and 100
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… present scores and impacts for management discussions in a positioning graph …

Example from Swedish consulting firm
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… use a value simulator to find the best actions considering both revenue and costs

Example from Swedish consulting firm
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The analyses support three alternative strategies …

Consider three types of strategies
More
Less
Something else

Match market attractiveness with own 
competitive strengths
Specify a sound portfolio of segments to 
address
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… consider spending more on factors with low scores and high impact … 

Example from Swedish consulting firm
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… consider spending less on factors with high scores and little impact … 

Example from Swedish consulting firm
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… consider redirecting resources to something else than today to win new segments … 

Example from Swedish consulting firm
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… also match market attractiveness per segment with own competitive strengths …

MARKET ATTRACTIVENESSMARKET ATTRACTIVENESS

P fitP fitG thG th P fitP fit

OWN COMPETITIVE STRENGTHOWN COMPETITIVE STRENGTHMARKET ATTRACTIVENESS

P fitG th P fit

OWN COMPETITIVE STRENGTH

Illustrative example for customers 
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… and learn lessons from those who come, go, or are repelled

PRESENT
CUSTOMER

BASE

NEW 
CUSTOMERS

LOST 
CUSTOMERS

NON-CUSTOMERS
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… not forgetting to evaluate how other stakeholders might be affected by the actions ...

Customers

Company

Pressure
groupsSociety

SuppliersEmployees

25The ValueMetrix® Approach in Summary AM Oct 12, 2010 

Investors

groups
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… to arrive at a sound portfolio of segments to address

ne
ss

Segment B Segment A

Illustrative example for customers 
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Invest/Grow           Selectivity/Earnings Harvest/Divest/Close

Own Competitive Strength

Low     Medium      High
! •


