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A Practical Guide on Net Promoter 
Best Practices. 
Introduction: What is Net Promoter Score®? 

Net Promoter Score (NPS) is a measure of customer loyalty 
derived from responses to a single survey question: “How likely 
are you to recommend [COMPANY] to a friend or colleague?” 
Developed by Satmetrix, Bain & Company, and Fred Reichheld, 
the concept was first popularized through Reichheld’s 
book, The Ultimate Question. It has since been embraced by 
thousands of leading companies worldwide. 

Studies done by Reichheld and Satmetrix determined the 
“likely to recommend” question had the strongest statistical 
correlation with repeat purchases and referrals. Based on 
the initial research conducted, the Net Promoter question 
is intended for use predominately in relationship surveys. 
However, it is often used in other surveys such as product 
feedback, support, and training.

The NPS response scale is from 0 (not at all likely) to 10 
(extremely likely) and identifies responses along the following 
categories: 

• Promoters (score 9-10) – loyal enthusiasts who will keep 
buying and refer others, fueling growth

• Passives (score 7-8) – satisfied but unenthusiastic 
customers that may be vulnerable to competitive offerings

• Detractors (score 0-6) – unhappy customers that can 
damage your brand and impede growth through negative 
word-of-mouth

Step 1: Setting Up Your Net Promoter 
Score Survey 

Crafting Your Survey Questionnaire 
A Net Promoter Survey often begins with the following 
question: “How likely are you to recommend [COMPANY] to a 
friend or colleague?” 

Tailoring the wording of the “likely to recommend” question 
to adapt it for a particular purpose is acceptable practice. 
For example, to gather feedback on a particular product, 
the question can be rephrased to: “How likely are you 
to recommend product XYZ to a friend or colleague?” 
Alternatively, if you are gathering feedback following a support 
event, the wording could instead be: “Based on your support 
experience, how likely are you to recommend…” 

In addition to the “likely to recommend” question, you should 
include an open-ended follow-up question, such as: “Why did 
you give us this rating?” 

As you read this document, it is important to keep in mind that 
Net Promoter Score is more than just an answer to a single 
question. It is an operational discipline designed to help you 
measurably improve the customer experience.

When to Field Your Survey
There are many considerations to factor into when deciding 
the appropriate time to field your survey. One approach to 
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“Compared to Detractors, Promoters are almost six times 
as likely to forgive, are more than five times as likely to 
repurchase, and are more than twice as likely as Detractors to 
actually recommend a company.” 
- The Economics of Net Promoter
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help answer the question is to determine when the analysis of 
the data needs to be shared, and work backwards from there. 
Are there key dates when certain decisions will be made? 
For example, does your company have leadership team off-
sites, budget planning sessions, annual planning meetings, or 
key timelines for product development that would benefit from 
extensive customer feedback data? Can the proper resources 
be mobilized at certain times of the year?

In addition to internal timing considerations, evaluate the best 
time to send the survey to your audience. Are they likely to 
be distracted by a major industry conference or quarter end, 
for example? Will the survey window conflict with holidays or 
common vacation schedules? Are your customers much busier 
during certain times of the year and therefore would be less 
likely to respond to a survey? Although these concerns may 
not apply to all surveys, they are important to keep in mind.

For Net Promoter Score Surveys, we generally recommend 
semi-annual surveys as this cadence tends to be most effective 
at gathering robust data at regular intervals while avoiding 
customer fatigue.

Survey Communications Best Practices
Information overload is a significant challenge in the workplace. 
How do you ensure that your invited contacts actually read 
your email invitation, become engaged, and complete your 
survey? 

Typically, sending one email invitation to participate in a survey 
is not sufficient for maximizing response rates. Special effort 
to build credibility and motivate contacts requires advance 
notice, the invite itself, and subsequent reminders. Additionally, 
appropriate care should be taken to ensure that all aspects 
of these communications - including subject lines, the main 
body, and even signature lines - are all crafted in a way that 
personally appeals to your audience. 

Subject Lines: Draft a subject title that is clear and 
personalized to your survey. A good example may be 

“[Company Name] Customer Survey” or “[Company Name] 
requests your feedback” for a general Net Promoter Score 
survey. It is direct, simple, and it clearly identifies your 
organization so recipients will not treat it as spam.  

Body: The body of your email invitation should be brief, yet 
compelling. The tone should be friendly and sincere. It should 

also encourage completion, minimize bias, and strengthen your 
reputation as a true partner.

Signature Line: All emails related to the survey should close 
with the signature of an appropriate senior-level individual. 
Depending on the organization, this could be the CMO, the 
head of Customer Success, or even the CEO. The signature of 
a senior-level individual will help demonstrate the company’s 
commitment to the initiative. 

Timing of Survey Communications: We recommend sending 
emails in the early morning, late morning, or middle of the 
day. Avoid sending communication related to the survey on 
Mondays and Fridays.  

Advance Notice: We strongly recommend sending an advance 
notice email to inform recipients to expect the survey 
invitation. It is an ideal opportunity to communicate the 
importance of your survey and disclose how the results will be 
used to drive action.  

Reminders: Some members of your audience will need to 
be reminded to complete the survey. We suggest limiting the 
number of reminder emails to two or three. Any more risks 
irritating and possibly fatiguing your customers. Do not send 
reminders to anyone who has already completed the survey or 
opted out.

For surveys that include contacts in many times zones, you 
should consider staggering the times communications are sent 
so they arrive in inboxes at the best times in the recipient’s 
time zone.

As a reminder, recipients should always have the opportunity 
to opt-out of the survey in all communications (advance 
notices, invitations, and reminders). 

We recommend that you research the United States CAN-
SPAM Act on the FTC website, www.business.ftc.gov, for more 
information. 

For relevant Canadian laws, please see http://fightspam.gc.ca/. 

For European Union jurisdiction, please see European Union 
Directive 2002/58/EC (http://eur-lex.europa.eu/homepage.
html) and the relevant laws of the member states.
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Additional Considerations for Your NPS Survey
• Do not communicate desired responses. For example, “you 

should give us a 9 or 10 if we are delivering good service” 
may seem like an innocent statement, but it can actually 
lead respondents to a particular response. It also places 
too much emphasis on the score itself.

• Do not time your survey subsequent to a positive event. 
This can lead to a halo effect and an inflated sense of 
satisfaction. Instead, launch your survey in a “steady-state” 
environment (while doing your best to retain your normal 
survey cadence).

• Do not educate your customers on how Net Promoter 
works, what the categories are, and what the score means. 
The goal is to get an immediate, top-of-mind, emotional 
response based on how they feel about your company. Any 
education or instruction can plant a seed in the mind of the 
respondent and potentially contribute to biased data.

Step 2: Calculating Your Net Promoter 
Score 

Net Promoter Score Calculation
The Net Promoter Score calculation is based 

on responses to a single question: “How likely are you to 
recommend [COMPANY] to a friend or colleague?” 

On a 0 to 10 scale, customers who score a 9 or 10 are 
considered your loyalty enthusiasts or “Promoters”. Satisfied 
but unenthusiastic customers  or “Passives” score a 7 or 8, and 
unhappy customers or “Detractors” score from 0 and 6. 

While the Net Promoter Score calculation is simple – it is the 
percentage of Promoters minus the percentage of Detractors 

– we have found that companies often employ different 
methodologies to arrive at a score.

Three Commonly Adopted Methodologies 
Counting All Responses: Some companies count all survey 
responses when calculating the score. This is likely the right 
approach for B2C companies, but it has its drawbacks for B2B 
businesses and should be employed with caution. 

For starters, the resulting score can be skewed toward the 
larger population of End Users while deemphasizing the 
sentiment of less numerous Decision Makers – those who have 
the greatest authority to decide the future of the relationship 
with your company, and may ultimately be in a position to 

actually recommend your company given their stature. 

Your resulting score can also be disproportionately influenced 
by customers who simply responded to your survey in greater 
numbers (i.e. 5 responses from company A versus 1 response 
from company B). If you believe, as we do, that each customer 
has equal potential to damage or enhance your company’s 
reputation through word of mouth, your company level score 
should probably award equal weighting to each individual 
customer and not skew the numbers toward those customers 
with more respondents.

Of course, none of this is to say the responses from each 
respondent are not important – they most certainly are. The 
feedback you receive from all contacts (whether Decision 
Maker, Influencer, End User, etc.) is valuable and should be 
considered when making decisions regarding your product 
roadmap, features / functionality, resource allocation, service 
delivery model, etc. 

However, our view is that your Net Promoter Score – the 
primary indicator of the health of your business, the number 
you will likely be sharing with the entire company, trending 
over time, and may even use to hold leadership accountable – 
should take these nuances into account.

Averaging All Responses: Another approach is to simply 
gather responses from Decision Makers, Influencers, and End 
Users to derive an average score per customer engagement. 
This score will be used toward calculating the company level 
Net Promoter Score and will partially mitigate over-weighting 
your users and skewing the score toward those customer 
engagements with more respondents. 

However, while each customer engagement only counts 
once, End Users may still heavily influence the score if their 
population size is significantly larger than the rest. This 
approach also requires “rules” that govern whether an average 
of 8.5 rounds to 8 (Passive) or 9 (Promoter). 

The Waterfall Method: The waterfall method is generally 
our preferred approach for calculating company level Net 
Promoter Score within B2B companies. This method avoids 
the various over-weighting drawbacks by counting only one 
response from each unique customer engagement toward your 
score. 
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Ideally, this would be the Decision Maker since this is the 
person who has the most influence over whether the customer 
continues its engagement with your company. If the Decision 
Maker does not respond, the score from the next most 

“important” person is counted (usually the Influencer).

With this approach, it is important to have contact roles clearly 
identified (Decision Maker, Influencer, End User, etc.) before 
fielding your survey. This will prevent “cherry-picking” the most 
favorable responses to derive your score and also enable you 
to evaluate loyalty among the different customer groups as 
well as look beyond your primary Net Promoter Score.

Handling Verbatim Feedback
If your survey includes open-ended questions, you will likely 
receive large amounts of rich and actionable data. What is the 
process you will use to distill key insights, major themes, and 
concepts that the many respondents have cited?

Although seemingly simple, verbatim analysis can be a task 
fraught with pitfalls. At the very basic level, we suggest you 
create a list of codes and coding taxonomy, which will then be 
organized into a codebook. If you do not have coding software, 
you can perform the coding in Excel or another spreadsheet 
program. 

Your list of codes should be relevant and specific enough 
to be meaningful, while not being too specific as to prevent 
them from being used effectively. For example, the code 

“Account team experience” is probably too broad, while 
“Responsiveness on generating report / special requests” is 
probably too specific. The code “Responsiveness” would be a 
good balance between general and specific.

It is important to note that any one sentence or paragraph 
may contain comments that justify it being coded more than 
once. Respondents often type free form text as “stream of 
consciousness” thoughts and they often include references to 
several elements, quite possibly both positive and negative. It 
is not unusual for a one paragraph verbatim to include points 
that align with several themes in your code book. 

To quantify sentiment and themes, sum the number of codes 
that were applied throughout the entire set of verbatims. This 
will give you a good understanding of the relative sentiment 
toward certain topics among your audience and the frequency 
those topics came up in survey comments. 

This top-level data can be very powerful for addressing 
concerns, prioritizing focus areas, or informing organizational 
actions post-survey.
 
Additional Considerations for Calculating Your Net Promoter 
Score

• While establishing the right calculation method is 
important, so is drilling down, segmenting, and identifying 
actionable insights by looking at the data in various ways. 

• Take full advantage of your customer data by evaluating 
satisfaction and loyalty across revenue, tenure groups, 
geography, product categories, front-line staff, sales 
people, and more.  

• While all of this analysis can be a bit tedious, the insights 
obtained will undoubtedly help inform important strategic, 
operational, and roadmap decisions.

  Step 3: Closing the Loop with Customers 

 Timely Follow-Up
 Communicating with customers after they 

have taken the time to share feedback (commonly known as 
“closing the loop”) is one of the most critical determinants of 
a successful Net Promoter program. The follow-up process 
conveys an important message to customers that their 
feedback was heard and leads to action. 

This process can include sending a post survey email, making 
a phone call to explore the feedback in more detail, or 
scheduling an onsite meeting to review the engagement and 
discuss improvement opportunities. 

Additional recommendations: 

• Outreach to Detractors (0-6) is best conducted in person 
or on a phone call and should begin during the survey 
window and be completed within a few days after the 
response is received.

• Outreach to Passives (7 or 8) is best conducted in person 
or on a phone call and should begin shortly after the 
survey closes and also be completed within a few weeks.

• Outreach to Promoters (9 or 10) can be a phone call 
and / or a thank you note. It should begin shortly after 
the survey closes and be completed within a few weeks. 
Conversations with Promoters should be used to “mobilize” 
customers. 
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• Customer contacts deemed significant and who did not 
respond to the survey should also be contacted to assess 
sentiment and satisfaction levels. Customers that did not 
respond may have simply been too busy, but their silence 
could also indicate they are apathetic or considering 
alternative options.

Conducting Outreach
As referenced above, most follow-up conversations are best 
conducted in person or on a phone call. It is generally advised 
to first email the customer to schedule the meeting or call 
and note that the focus of the discussion will be to expand 
on their survey feedback. This will give them time to organize 
their thoughts or speak with their team. It also conveys the 
appropriate sense of importance. 

It is also crucial to document the key themes and takeaways 
from the discussion and share the notes with all relevant 
parties. Any new information should be kept on record so 
business leaders can spot patterns and, when needed, involve 
additional people. 

Additional Considerations for Closing the Loop with 
Customers
• Always demonstrate to customers that you listen to all 

feedback – positive and negative. This builds confidence 
that the time customers take to provide feedback is well 
spent, which leads to higher response rates. 

• You do not need to implement every recommendation, but 
sharing improvements shows you are focused on new ways 
to deliver an exceptional customer experience.

• Use phrases such as “we read your response,” or “the 
feedback you provided will help influence change,” in 
your follow-up communications to add another layer of 
confidence that the respondent’s voice was heard.

Final Considerations

Conducting Your Survey In-House Versus Partnering with a 
Third Party
When it comes to using surveys to gather input from 
customers, the goal is to obtain candid and reliable feedback. 
To achieve this, survey participants must be confident in the 
process and your organization must trust the results. 

For your in-house surveys to be effective, it is critically 
important to assign an impartial customer advocate or 

champion to administer the survey. This person should also 
be responsible for drafting survey communications, analyzing 
and interpreting customer feedback, and sharing data and 
recommendations with key stakeholders. 

Unfortunately, as many companies discover, the burden of 
capturing, analyzing, and interpreting customer feedback can 
deplete internal resources. Additionally, individuals appointed 
to manage the survey process often lack the education, 
experience, and technology required to be successful.

An independent third party consultant is well versed with 
aspects of managing your survey program and avoids 
common pitfalls by leveraging best practices. These best 
practices include communications, questions, response 
options, conditional logic, pre-testing, data analysis, and more. 
Furthermore, they ensure your survey will not stall in the face 
of changing priorities. 

Additional Benefits of Partnering with a Third Party
• An independent consultant administers, audits, and 

authenticates survey data. Outsourcing to a respected, 
third party agent ensures the data and recommendations 
will be viewed as objective and reliable - whether by your 
executives, Board of Directors, or shareholders.

• The anonymity offered when using a third party to gather 
feedback results in more candid and constructive input 
from your customers.

• Independent consultants have a repository of 
anonymous data, which means your company will receive 
benchmarking to put your success into context.

 

For more information on implementing 
a Net Promoter Score program for your 

organization, visit  
www.satrixsolutions.com/contact-us/ or 

email us at info@satrixsolutions.com.
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champion, helping companies derive maximum value from their 
most important assets – customers, employees, and reputation. 

Benefitting from a range of feedback programs and a 
consultative approach, companies that partner with Satrix 
Solutions realize Net Promoter Scores® twice the B2B average 
and experience increased retention, referrals, and sales win 
rates. The objective insights and recommendations delivered 
empower business leaders to outperform the competition and 
achieve higher valuations in the public and private markets.
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