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Wouldn’t it be great if somehow, someone could combine insight gleaned from surveys of customers 
from different packaging companies and see what common lessons can be learned? How do packaging 
buyers rate performance of their suppliers? What are common strengths and weaknesses? What is 
important to buyers? Where do suppliers typically gain competitive advantage? 
 
Priority Metrics Group (PMG) has been conducting customer satisfaction surveys for over 20 years. We 
have developed methodologies that have been successfully used at hundreds of companies across a 
wide variety of industry – in the US and abroad. While no single approach that we take is complicated or 
difficult to understand, our survey methodologies taken together allow unique insight into a company’s 
marketplace performance and have been trademarked under the name PMG Customer Insight™. In the 
almost 25 years we have been conducting Customer Insight projects, we have learned several key 
lessons that have shaped our survey methodology and continue to form the basis for what we consider 
to be state-of-the art customer survey techniques. Some of these lessons are: 
 

 Measuring performance is a key aspect of understanding the customer-vendor relationship and 
performance is multi-dimensional, including various attributes of product and service quality. 

 Importance of each attribute is a second critical measure. Without importance, a company has 
no way to determine what is driving their success and what must be corrected; there is no “true 
north.” 

 While performance and importance together allows insight into a company’s position and help 
to establish priorities for improvement, competitive position is a third vital element of 
measurement that must be included to accurately assess performance. After all, we don’t 
choose or evaluate vendors in a vacuum. 

 The survey process provides opportunity for gathering strategic insight in addition to 
performance measurement. Strategic information useful in product development, market share 
determination, new market entrants, competitive profiling, new technology, and much more 
can be gathered through a well-designed survey. 

 Surveys do not have to be done annually. In fact, most of our clients do not repeat the survey 
process each year but repeat every second or third year. This cycle allows the sponsoring 
company time to effect change yet still monitor customer opinion, market and competitive 
movement, and other key insight with sufficient frequency. 

 
 
Packaging Database 
 
Most principals and senior management of PMG came from the packaging industry. Collectively, we 
have over 100 years’ experience working with different types of packaging substrates and in various 
managerial capacities within different companies. That experience has translated into a large number of 
Customer Insight studies completed for packaging clients. We wondered what we might learn by 
examining the Customer Insight surveys completed for packaging clients. 
 
We began by taking an inventory of studies completed for packaging companies and developing a 
database of results. The collection includes 43 studies completed over a 22-year period and includes 
3540 individual respondents. Responses were obtained via mail, e-mail, web and telephone and the 
response rate across all of these studies is 71%. 
 



For all of these studies, we utilized a 7-point scale where a score of 1 indicates complete dissatisfaction 
and a score of 7 indicates complete satisfaction. Each sponsoring company is evaluated on this scale 
across a list of attributes – typically 20 to 25 in total. In addition to rating the sponsoring company, each 
respondent is also asked to rate their best alternate supplier. This is defined as the supplier they would 
most likely buy from if they did not buy from the sponsoring company. We want to obtain a comparison 
rating of performance from their current supplier and the best alternate as a high-quality benchmark. At 
the conclusion of the survey, we ask each respondent to identify their best alternate. Approximately 
65% rate a best alternate and 70% of those provide the name of the company they used.  
 
In the 43 studies included in the database, a wide variety of attributes were used to measure 
performance. We collapsed these into 24 categories that are listed in Appendix Table 1. 
 
 
Findings 
 
The average of the survey average rating scores is 5.72. The variance of these average scores is fairly 
narrow as shown in Figure 1 below. Virtually all responses fall within the range from 5.0 to 6.5. This is a 
useful reference to compare survey average scores and individual attribute ratings. 
 
 
 Figure 1. Average Attribute Ratings 

 
 
 
Looking at average ratings across all of the attributes, the highest rated attribute is order accuracy, 
followed closely by packaging and labeling, and documentation. Each of these are what some might call 
fundamentals or the “blocking and tackling” of business. If these are not done right, the customer may 
question more critical elements of product and service. 
 
The lowest rated attributes are price, reducing system cost and innovation and design. Price is almost a 
given – customers are not known for raving about the low prices they get from their vendors. The 
relatively low ratings on system cost and innovation suggest that most vendors are not providing strong 



support to their customers in helping them to reduce system cost and in bringing new ideas and 
products. 
 
Many companies will form action plans based on performance data such as shown in Figure 1. However, 
without an understanding of importance, a company may be making costly mistakes. 
 

Figure 2. Attribute Importance  

 
 
 
Importance can be determined in two ways – by asking directly how important each attribute is, or by 
deriving importance from the association between ratings of each attribute and overall satisfaction. At 
PMG, we strongly favor the second approach. When we have asked customers directly how important 
each attribute is, we tend to see high ratings of importance for all attributes – in other words, 
everything is important. From anecdotal comments we have learned that most customers believe that if 
they rate an attribute low in importance, there is a good chance that the vendor will reduce or eliminate 
that attribute from the mix. Technical service is not critical to our customers, well then guess what will 
be cut in the next cost reduction initiative? 
 
The second approach, what we call derived importance, is based on the strength of the relationship 
between attribute ratings and ratings of overall satisfaction. For example, if ratings of delivery for some 
customers are high and their ratings of customer satisfaction are also high, and ratings of delivery for 
other customers are low and their ratings of customer satisfaction are also low, it makes sense to 
conclude that delivery is a strong driver of satisfaction. If, on the other hand, ratings of order accuracy 
may be high, but customers are still dissatisfied overall, order accuracy is probably not a big driver of 
satisfaction. 
 
Mathematically, the way we determine this is through the use of a correlation. We measure the 
statistical association between each attribute and overall satisfaction. If the correlation is high, then the 
attribute is a driver of satisfaction. If it is low, then the attribute is not a big factor in determining 
satisfaction. In this way, we can measure satisfaction by looking at these underlying relationships and 
not on ratings which are motivated by fear of losing aspects of product and service.  



 
Our first deep insight comes from the combination of performance (on our 7-point scale) and 
importance. We call this a performance map. 
 

Figure 3. Improvement Map  

 
 
 

 
On this chart, the center vertical line is the survey average. Note that the arrows above the chart are 
labeled “above average” and “below average” consistent with this structure. That means that no matter 
how well a company performs, there will always be attributes shown on the left and right of the 
performance map. So, the goal is not to move everything to the right of the map – towards higher levels 
of performance – but to seek the best alignment of resources. What we mean by this is that companies 
should perform better on the things that matter most to customers. On this performance map, that 
truth is illustrated with the upward sloping blue bar running from lower left to upper right. 
 
Marketing support and innovation & design are both areas where most packaging companies do not 
perform exceptionally well (on the left hand side of the map). However, these are also of lower overall 
importance to customers (on the lower half of the map). So, they are pretty much where they should be. 
Similarly, customer service, the business relationship, accessibility and sales representation are areas of 
strength for most packaging companies (to the right hand side of the map). These are also of relatively 
high importance to most customers. We call these market levers because they are the attributes of 
performance that are driving long-term marketplace success. 
 
The attributes of more immediate interest are those that are in the lower right and in the upper left 
quadrants of the performance map. In the lower right are those attributes that are rated high, but are 
relatively low in importance. For packaging companies that includes packaging & labeling, order 
accuracy and documentation. We refer to these attributes as table stakes – necessary to play the game, 
but not game winners. In the upper left quadrant are those attributes that are immediate improvement 
priorities – low in performance and relatively high in importance. For packaging companies, these 



include price, reducing system cost, perceived value and complaint handling/resolution. If we agree that 
price is not something we want to change (drop), then we must convince customers we are offering 
more in exchange – improving their perceived value. Out of 24 possibilities for improvement, the two 
attributes that emerge from this analysis are complaint handling/resolution and reducing system cost – 
especially reducing system cost. Effect positive change on these two attributes, and perceived value till 
move to the right as well, and the customer is getting a more balanced mix of product and service 
performance. 
 

Figure 4. Best Alternate Supplier 

 
 
 

So far, we have looked at performance and importance – two measures critical to understanding how a 
company is performing. The third cornerstone or Customer Insight is competitive position. PMG 
measures that through the introduction of the best alternate supplier (as defined above). By subtracting 
the score given to the best alternate from the score given to the client company, a net score results. So, 
a positive net score is a competitive advantage and a negative net score is a competitive disadvantage. 
Figure 4 shows the results of this analysis for the packaging company database. In summary, customers 
of packaging companies perceive that they their current supplier offers better performance on 
sustainability, sales representation, technical service, and customer service – along with a number of 
other attributes, than what is offered by the best alternate supplier. They also perceive that they are 
paying a higher price than that offered by the best alternate as both price and perceived value have a 
negative average net score. Although several other attributes show a slightly negative net score of (0.02) 
to (0.04) these are within the range of statistical uncertainty. 
 
From this analysis, customers of packaging companies are getting what they perceive to be much better 
results from their current supplier but paying a higher price.  
 
 
 
 



Conclusions 
 
From this analysis, there are several important conclusions that may be extracted. 
 
1) Service attributes are the primary drivers of satisfaction. Product attributes – including product 
quality, product performance, product line, equipment & systems, even innovation – are of lesser 
importance.  

2) Suppliers gain competitive advantage – and probably win business – based on performance on key 
service attributes, not superior product quality. Product quality and performance are more easily 
duplicated – by using the same equipment or buying from the same raw material suppliers. Service 
performance is much more difficult to replicate and consequently can lead to sustainable advantage. 

3) The personal aspects of service – such as responsiveness, communication, customer service, 
accessibility – are particularly important. This suggests that business is won and enduring competitive 
advantage achieved by building and maintaining strong personal relationships between vendor and 
supplier. These relationships occur at multiple levels – senior management (business relationship), mid-
management (communication, accessibility) and operational (responsiveness, customer service). 

4) Other than price and perceived value, reducing systems cost is a clear improvement priority.  While 
perceived value incorporates all non-price attributes, and price is something most companies do not 
want to use as a lever, helping customers to lower their system cost can be a powerful way to establish 
and grow a long-term, profitable relationship. 

5) Product improvement and innovation should be centered on delivering lower cost to customers. 
Enhanced product quality and a broader product line are of limited value if they do not also provide 
lower system cost. A better mouse trap – if it does not bring added revenue or enhanced profit – will 
collect dust. 

PMG is continuing to analyze this database and will be publishing further articles on our findings. We 
will be examining issues including loyalty and its drivers, value creation and maintenance, and 
differences between high and low performers. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



Appendix 
 

Table 1 – Attributes of Customer Insight 
 

Summary Attribute Example Survey Attributes 

Accessibility 
Accessibility of Account Rep., Accessibility of Key Personnel, Availability of 
Live Operator 

Communication 
Communication and Follow-Up, Ease of Communications. Quality of 
Communications 

Business Relationship 
Commitment to Industry, Easy to Do Business With, Honesty/Integrity, 
Security of Supply 

Complaint Handling/Resolution 
Ability to Solve Problems, Complaint Handling, Speed of Complaint 
Resolution, Timely Resolution 

Customer Service Customer Service, Ease of Placing an Order, Courteous Telephone Manner 

Delivery 
Lead-Times, Meeting Promised Delivery Dates, On-Time Deliveries, 
Shipment Accuracy, Truck Drivers 

Documentation Invoice Accuracy, Quality of Documentation, Technical Documentation 

Equipment & Systems 
Condition of Plant & Equipment, Package Testing Capabilities, Project 
Management/Control 

Innovation & Design 
Creative Design Services, Innovative New Products,  
Product Development, Total Package Design 

Loyalty Likelihood of Recommending, Willingness to Repurchase 

Marketing Support Product Literature, Quality and Usefulness of Website, Sample Lead-Times 

Order Accuracy Accuracy of Orders, Order Accuracy 

Overall Satisfaction Overall Satisfaction 

Perceived Value Overall Value, Perceived Value, Value 

Packaging & Labeling 
Condition of Goods Received, Labeling & Product Identification, Space 
Utilization 

Product Performance 
Ease of Converting, Functional Performance, Run-ability, Productivity on 
Your Equipment 

Product Quality 
Strength, Cleanliness, Consistency, Durability, Flatness, Opacity, 
Appearance, Hardness 

Price Competitive Price, Credit Terms, Pricing Process 

Product Line 
Breadth and Variety of Product Line, Product Portfolio, Breadth of 
Capability 

Reduce System Cost Ability to Reduce Total System Cost, Identifying and Reducing System Cost 

Responsiveness Emergency Response, Response Time, Responsiveness to Customer Needs 

Sales Representation 
Sales Representation, Frequency of Sales Calls, Knowledge of Your 
Business, Professionalism 

Sustainability 
Assistance with Product Disposal, Return of Packaging Material, 
Sustainability Efforts 

Technical Service 
Availability of Technical Staff, Quality Programs (TQM, SPC, etc.), Technical 
Service 

Other 
Ability to Supply Your Locations, Pre-Press Services 
Regional Manufacturing Presence 

 



 

 

ABOUT PRIORITY METRICS GROUP 

PMG (Priority Metrics Group), based in South Carolina, offers real-world experience in patient 

satisfaction, marketing strategy development and implementation, market research, new product 

development and business growth.  

PMG works with leading organizations in a variety of healthcare, manufacturing, service and other 

sectors, consistently delivering high value solutions through its experienced, practical approach to 

business issues.   Since 1993, the firm has delivered unparalleled market insight helping clients grow 

through world-class customer satisfaction surveys, competitive assessments, and professional lead 

generation.  

In addition, PMG publishes focused industry reports that provide analysis of an industry, market 

segment or key issue. For clients who are interested in business growth, PMG provides the market 

intelligence and strategic direction required that allows its clients to capture business expansion 

opportunities. 

For comprehensive information about PMG and its various services, contact Priority Metrics Group at 

864.573.6151 or online at www.pmgco.com. 
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