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Executive Summary 

 A successful voice-of-the-customer program enables customer experience (CX) 

professionals to be on a cycle of four key activities: listening to customer feedback, 

interpreting the results, reacting to improve the experience, and monitoring. Chattermill 

integrates multiple sources of customer feedback and categorizes them, empowering CX 

teams to efficiently analyze the data and to back up their action plans with evidence so 

decision-makers can act quickly to improve CX. 
 
 
 
 

Chattermill commissioned Forrester Consulting to 

conduct a Total Economic Impact™ (TEI) study and 

examine the potential return on investment (ROI) 

enterprises may realize by deploying Chattermill.1 

The purpose of this study is to provide readers with a 

framework to evaluate the potential financial impact 

of Chattermill on their organizations. Chattermill 

aggregates multiple structured and unstructured data 

sources and provides CX teams with a unified view of 

customer feedback. This enables them to analyze the 

data efficiently and to better prioritize actions. 

To better understand the benefits, costs, and risks 

associated with this investment, Forrester interviewed 

two decision-makers from organizations with 

experience using Chattermill. For the purposes of this 

study, Forrester aggregated the experiences of the 

interviewees and combined the results into a single 

composite organization. 

The interviewees’ organizations are fast-growing B2C 

firms with e-commerce business models. Business 

growth accelerated the inflow of customer data that 

was being analyzed manually with spreadsheets. 

Leaders of the two organizations realized the pace of 

analysis would not keep up with the increasing 

volumes of data, so they sought automation tools to 

improve efficiency and to maintain CX as their 

organizations scaled.  

After investing in Chattermill, the interviewees’ 

organizations were able to unify their multiple 

sources of customer feedback into a single view 

through integrations and to automate data tagging 

with a defined theme structure. Chattermill enabled 

them to quickly extract insights, make informed 

decisions, and respond to customer needs. Key 

results from the investment include incremental profit 

from increased customer value and cost savings from 

avoided manual data analysis. 

 

KEY FINDINGS 

Quantified benefits. Risk-adjusted present value 

(PV) quantified benefits include: 

• Incremental profit from higher average 12-

month customer values, representing more 

than $2.1 million in benefits. A comprehensive 

understanding of customer sentiment drove quick 

and informed decision-making. For the composite 

organization, this contributes to a 10% 

improvement in 12-month customer value during 

a three-year period. 

Return on investment (ROI) 

645% 

Net present value (NPV) 

$1.95M 

KEY STATISTICS 

https://chattermill.com/
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• Avoided cost of manual data analysis, 

representing more than $190,000 in benefits. 

The organizations avoided this cost by 

eliminating the need to tag raw data manually 

and the associated support and quality control 

effort. 

Unquantified benefits. Benefits that are not 

quantified for this study include:  

• Provides faster closed-loop cycles through 

faster data analysis and insights. Chattermill 

enables customers to quickly make informed 

decisions and to address customer feedback 

accordingly. 

• Enhances data-driven and customer-centric 

cultures with accessible data. Chattermill 

makes it easier for organizations to access 

categorized customer sentiments. Having access 

to this information helps to balance quantitative 

and qualitative metrics and data, and it brings a 

“real” voice-of-the-customer program to life. 

• Facilitates active executive engagement in 

CX. One interviewee said having a unified view of 

customer feedback enables leadership to “stay 

close to customers without reading thousands of 

comments.” 

• Allows autonomy among teams without 

disruption. Chattermill provides an aggregated 

view of customer sentiment, and it doesn’t 

require organizations to change what they are 

already using. Therefore, it improves efficiency 

without causing the disruption that sometimes 

comes with standardizing tools or streamlining 

processes. 

Costs. Risk-adjusted PV costs include:  

• Chattermill subscription cost of nearly 

$248,000 in present value. For the composite 

organization, monthly subscription fees start at 

$6,000 in Year 1 and increase to $10,000 by 

Year 3 due to business growth.  

• Implementation costs of more than $7,000. 

This cost includes internal time and effort to 

determine the theme structure and technical 

integrations and testing. 

• Ongoing running cost of nearly $48,000. This 

cost primarily includes updating API scripts to 

ensure smooth integration between Chattermill 

and data sources. Other tasks include ad hoc 

training and support and optional projects.  

The customer interviews and financial analysis found 

that a composite organization experiences benefits of 

$2.26 million over three years versus costs of nearly 

$303,000, adding up to a net present value (NPV) of 

$1.95 million and an ROI of 645%. 

 

 

“Chattermill enabled us to do 

something we could not do 

previously. It allowed us to keep 

making sense of all that 

information from tens of thousands 

of comments per month.”  

Analyst, fintech 
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TEI FRAMEWORK AND METHODOLOGY 

From the information provided in the interviews, 

Forrester constructed a Total Economic Impact™ 

framework for those organizations considering an 

investment in Chattermill.  

The objective of the framework is to identify the cost, 

benefit, flexibility, and risk factors that affect the 

investment decision. Forrester took a multistep 

approach to evaluate the impact that Chattermill can 

have on an organization. 

 

 

DUE DILIGENCE

Interviewed Chattermill stakeholders and 

Forrester analysts to gather data relative to 

Chattermill. 

 

CUSTOMER INTERVIEWS 

Interviewed two decision-makers at 

organizations using Chattermill to obtain data 

with respect to costs, benefits, and risks.  

 

COMPOSITE ORGANIZATION 

Designed a composite organization based on 

characteristics of the interviewed organizations. 

 

FINANCIAL MODEL FRAMEWORK 

Constructed a financial model representative of 

the interviews using the TEI methodology and 

risk-adjusted the financial model based on 

issues and concerns of the interviewed 

organizations. 

 

CASE STUDY 

Employed four fundamental elements of TEI in 

modeling the investment impact: benefits, costs, 

flexibility, and risks. Given the increasing 

sophistication of ROI analyses related to IT 

investments, Forrester’s TEI methodology 

provides a complete picture of the total 

economic impact of purchase decisions. Please 

see Appendix A for additional information on the 

TEI methodology. 

DISCLOSURES 

Readers should be aware of the following: 

This study is commissioned by Chattermill and delivered 

by Forrester Consulting. It is not meant to be used as a 

competitive analysis. 

Forrester makes no assumptions as to the potential ROI 

that other organizations will receive. Forrester strongly 

advises that readers use their own estimates within the 

framework provided in the report to determine the 

appropriateness of an investment in the Chattermill. 

Chattermill reviewed and provided feedback to Forrester, 

but Forrester maintains editorial control over the study 

and its findings and does not accept changes to the study 

that contradict Forrester’s findings or obscure the 

meaning of the study. 

Chattermill provided the customer names for the 

interviews but did not participate in the interviews.  

 

 



 

THE TOTAL ECONOMIC IMPACT™ OF CHATTERMILL 5 

The Chattermill Customer Journey 

Drivers leading to the Chattermill investment 
 
 

 

KEY CHALLENGES 

The interviewees’ organizations struggled with 

common challenges, including: 

• Maintaining CX as business expanded. Slow 

data analysis meant the organizations might have 

missed out on opportunities or that decision-

makers may have been unable to identify and 

rectify issues in time. Without changing the status 

quo, decision-makers foresaw that the inability to 

react would prevent their firms from realizing their 

customer-centric values. 

• Inefficiencies of manual data analysis. 

Employees manually tagged data in 

spreadsheets before sharing them for analysis 

with colleagues who were sometimes in different 

departments. The process was labor-intensive, 

and teams were unable to keep up with the 

growing volumes of customer feedback. One 

interviewee recalled assigning interns the task of 

converting raw CSV files to spreadsheets and 

adding tags into columns. 

  

It’s really hard to quantify anything 
with any degree of confidence unless you 
want to then start adding resources to 
manually tag things, which would definitely 

not be scalable.  

– Product operations senior manager, e-commerce FMCG 

  

Interviewed Organizations 

Industry Interviewee Number of employees Revenue (USD) 

E-commerce fast-moving 
consumer goods (FMCG)   

Product operations senior manager 7,000 $2 billion 

Fintech Analyst 2,000 $400 million 
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THE CHATTERMILL CUSTOMER JOURNEY 

COMPOSITE ORGANIZATION 

Based on the interviews, Forrester constructed a TEI 

framework, a composite company, and an ROI 

analysis that illustrates the areas financially affected. 

The composite organization is representative of the 

interviewees’ companies, and it is used to present the 

aggregate financial analysis in the next section.  

Description of composite. The composite 

organization is a consumer-facing online business 

that has an aggressive growth target. Approaching $1 

billion annual revenue and growing 50% year-over-

year, it receives an ever-growing volume of customer 

feedback data. Culturally, the firm is customer-centric 

and data-driven. Operationally, it needs to leverage 

fast-growing customer feedback volumes across 

multiple channels to extract valuable insights to 

support business expansion and to evolve from 

manual data analysis to automation to support 

business expansion. 

Deployment characteristics. The composite 

organization deploys Chattermill across its 

operations, and it integrates two data sources: Net 

Promoter Score (NPS) and product feedback.2  

Key assumptions 

• $1 billion annual revenue 

• 50% year-over-year 

growth 

• Integrates two data 

sources using 

Chattermill 
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Analysis Of Benefits 

Quantified benefit data as applied to the composite 
 
 
 

 

INCREMENTAL PROFIT FROM HIGHER 

CUSTOMER VALUE 

Evidence and data. With Chattermill, the 

interviewees’ organizations were better equipped to 

make informed decisions and to take action quickly. 

For example: 

• One organization used multiple teams to extract 

insight from Chattermill data. Based on product 

feedback, product managers were able to make 

minor adjustments to the product each week. For 

the other organization, product managers 

monitored customer sentiments to prioritize 

product improvements. Analysts used the data to 

explain changes in business performance, and 

customer support teams backed up their 

recommendations for action with comments 

categorized by Chattermill.  

• One interviewee’s organization was able to 

establish a baseline level for its NPS score, 

quickly recognize any positive or negative spikes, 

and find out the root causes. In one case, the firm 

reversed its overall company policy based on a 

surge in negative sentiment. 

• Both interviewees said Chattermill allowed their 

organizations to identify and address issues that 

would have taken decision-makers much longer 

(up to six months) to notice. In some cases, they 

never would have found them at all.  

• Both interviewees said there is strong correlation 

between customer metrics (e.g., NPS) to revenue 

and referral activity. Based on financial reporting 

figures, both organizations recorded more than 

10% growth in customer value. 

 

  

Total Benefits 

Ref. Benefit Year 1 Year 2 Year 3 Total Present Value 

Atr 
Incremental profit from higher 
customer value 

$240,072  $600,040  $1,799,840  $2,639,952  $2,066,395  

Btr 
Avoided cost of manual data 
tagging 

$48,375  $74,025  $111,375  $233,775  $188,833  

 Total benefits (risk-adjusted) $288,447  $674,065  $1,911,215  $2,873,727  $2,255,228  

 

“We have been able to drive a lot of 

quality improvements from a 

survey that’s focused on asking 

customers what they think about 

our recipes. We identified multiple 

macro-level quality issues with 

things like underlying ingredients, 

raw materials, and protein produce 

that actually weren’t getting picked 

up by customer care.” 

Product operations senior manager, e-

commerce FMCG 
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Ultimately, Chattermill helped us to 
understand what works and what doesn’t, 
and we funnel that back into the 
development process. We have definitely 
been able to make improvements to the 
actual recipes over time, and one of our 
main customer satisfaction scores really 

proves that upward trajectory.  

Product operations senior manager, e-commerce FMCG 

A product person may have a 
natural bias that a feature is the most 
important, and they might ask the 
engineering team to commit one month to 
building something that is maybe not the 
most impactful. We have really ramped up 
our way to back up these assumptions, and 

Chattermill is of them.  

Analyst, fintech 
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Modeling and assumptions. To reflect the 

experiences of the interviewees’ organizations, 

Forrester makes the following assumptions about the 

composite organization: 

• Prior to using Chattermill, the composite 

organization has an average 12-month customer 

value of $700. 

• As teams can make informed decisions more 

quickly, the 12-month customer value increases 

by 3% in Year 1, by 5% in Year 2, and by 10% in 

Year 3 compared to the pre-Chattermill value. 

• Forrester conservatively assumes Chattermill is 

responsible for 20% of this increase because a 

significant part of customer value depends on 

interpreting data, determining a course of action, 

and executing on it. 

• Forrester applied a 5% operating margin to 

account for the incremental profit. 

• The total incremental profit from higher customer 

value is $300,000 in Year 1, $750,000 in Year 2, 

and $2.2 million in Year 3. 

 

Risks. Incremental profit from higher customer value 

may vary. Factors that may affect this include: 

• The organization’s growth momentum. 

• Initial customer value. 

• The organization’s ability to interpret and action 

on insights extracted. 

• Operating margins. 

To account for these risks, Forrester adjusted this 

benefit downward by 20%, yielding a three-year, risk-

adjusted total PV of $2.1 million. 

 

 

Incremental Profit From Higher Customer Value 

Ref. Metric Calculation Year 1 Year 2 Year 3 

A1 Number of customers with Chattermill 
Interviews: 50% 
year-over-year 
growth 

1,429,000 2,143,000 3,214,000 

A2 
Average customer 12-month value pre-
Chattermill 

Assumption $700  $700  $700  

A3 
Increase in average customer 12-month 
value 

Interviews 3% 5% 10% 

A4 
Average customer 12-month value after 
Chattermill implementation 

A2*(1+A3) $721  $735  $770  

A5 
Percentage of 12-month value growth 
attributed to Chattermill 

Assumption 20% 20% 20% 

A6 Incremental revenue A1*(A4-A2)*A5 $6,001,800  $15,001,000  $44,996,000  

A7 Operating margin Interviews 5% 5% 5% 

At 
Incremental profit from higher customer 
value 

A6*A7 $300,090  $750,050  $2,249,800  

  Risk adjustment ↓20%       

Atr 
Incremental profit from higher customer 
value (risk-adjusted) 

  $240,072  $600,040  $1,799,840  

Three-year total: $2,639,952  Three-year present value: $2,066,395  

 



 

THE TOTAL ECONOMIC IMPACT™ OF CHATTERMILL 10 

ANALYISIS OF BENEFITS 

AVOIDED COST OF MANUAL DATA TAGGING 

Evidence and data. For the interviewees’ 

organizations, Chattermill served as a tool that 

centralized and categorized all customer feedback 

data, and it presented it in a dashboard where users 

could search for metrics and drill down for specific 

customer sentiment according to categories. For 

example: 

• For one of the organizations, Chattermill 

eliminated the need for manual data tagging, 

which previously took about 10% of the time of 

15 to 20 employees across customer support, 

product management, and analytics.  

• Both interviewees’ organizations already had 

data-driven cultures. Eliminating manual work 

freed up time for employees to translate data into 

insights. 

• The automated categorization afforded 

consistency and high levels of accuracy in data 

analysis. As a result, managers spent less time 

on quality control, and teams using Chattermill 

had more confidence in data quality. 

 

 

 

 

Modeling and assumptions. To reflect the 

experiences of the interviewees’ organizations, 

Forrester makes the following assumptions about the 

composite organization: 

• Fifteen employees are responsible for data 

analysis in Year 1. 

• Each of those employees spends 10% of their 

time on analysis-related tasks. That’s equivalent 

to 1.5 FTEs. 

• In line with revenue growth, the amount of 

comments per month grows from 34,000 in Year 

1 to 51,000 in Year 2 and 77,000 in Year 3. 

• With the assumption that each FTE can tag 1,000 

comments per day, the composite organization 

avoids manual data analysis work that would 

have required 1.5 FTEs in Year 1, 2.3 FTEs in 

Year 2, and 3.5 FTEs in Year 3. 

• Managers who previously supervised manual 

tagging save time on support and quality control. 

• Forrester assumes a 50% productivity capture, 

which means 50% of the time saved is put back 

to useful work.  

• The total cost savings from avoiding manual data 

tagging amounts to $54,000 in Year 1, $82,000 in 

Year 2, and $124,000 in Year 3. 

 

 

“This investment paid off from the 

day a product manager would have 

stopped analysing customer 

comments because there was too 

much.”  

Analyst, fintech 

“We have speak to different 

departments to try to make a 

change. Chattermill got us to that 

point where we could feel confident 

fending off challenges and being 

really clear about our insights and 

recommendations.” 

Product operations senior manager, e-
commerce FMCG 
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Risks. The avoided cost of manual data tagging can 

vary. Factors that may affect this include: 

• The amount of comments the organization 

receives. 

• The number of employees involved. 

• The organizational structure that affects the 

required support and quality control effort.  

• The roles and salaries of employees who tag 

data. 

To account for these risks, Forrester adjusted this 

benefit downward by 10%, yielding a three-year, risk-

adjusted total PV (discounted at 10%) of nearly 

$190,000. 

 

UNQUANTIFIED BENEFITS 

Additional benefits that customers experienced but 

were not able to quantify include:  

• Provided faster closed-loop cycles through 

faster data analysis and insights. Chattermill 

enabled the interviewees’ organizations to quickly 

make informed decisions and to address 

customer feedback accordingly. 

• Enhanced the organizations’ data-driven, 

customer-centric cultures with accessible 

data. Chattermill made it easier for the 

interviewees’ organizations to access categorized 

customer sentiments. This was not limited to only 

those who directly analyze customer feedback. 

Having access to customer sentiment helped 

balance quantitative and qualitative metrics and 

data. One interviewee said: “Chattermill enables 

the company to live this commitment to be data-

Avoided Cost Of Manual Data Tagging 

Ref. Metric Calculation Year 1 Year 2 Year 3 

B1 Number of comments per month Interviews 34,000 51,000 77,000 

B2 Comments tagged per FTE per day Assumption 1,000 1,000 1,000 

B3 FTEs required (rounded) B1/B2/22 1.5 2.3 3.5 

B4 Average fully burdened salary (analyst) Interviews $65,000  $65,000  $65,000  

B5 Avoided cost of manual tagging B3*B4 $97,500  $149,500  $227,500  

B6 Support and quality control effort (FTE) Interviews 0.1 0.15 0.2 

B7 Average fully burdened salary (manager) Interviews $100,000  $100,000  $100,000  

B8 Avoided support and quality control cost B6*B7 $10,000  $15,000  $20,000  

B9 Productivity capture Assumption 50% 50% 50% 

Bt Avoided cost of manual data tagging (B5+B8)*B9 $53,750  $82,250  $123,750  

  Risk adjustment ↓10%       

Btr 
Avoided cost of manual data tagging (risk-
adjusted) 

  $48,375  $74,025  $111,375  

Three-year total: $233,775  Three-year present value: $188,833  
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driven. It also allows us to remain customer-

centric, even growing at the pace we do.” 

• Allowed autonomy among teams without 

disruption. Chattermill provided an aggregated 

view of customer sentiment, and it didn’t require 

the organizations to change what they were 

already using. Therefore, Chattermill improved 

efficiency without the disruption that sometimes 

comes with standardizing tools or streamlining 

processes. 

• Facilitated active executive engagement in 

CX. Having a unified view of customer feedback 

enabled the organizations to understand their 

customers without reading every comment.  

 

FLEXIBILTY 

The value of flexibility is unique to each customer. 

There are multiple scenarios in which a customer 

might implement Chattermill and later realize 

additional uses and business opportunities, including:  

• Integrating additional sources of data to 

support CX program expansion. Customers 

can integrate other data sources such as online 

reviews, digital experience feedback, and FAQs. 

They can also use Chattermill to analyze 

comments in languages other than English. 

• Leveraging Chattermill’s insight services. 

Customers can leverage Chattermill’s expertise 

across companies and industries and engage 

them for advice on best practices, ways to action 

on insights, and benchmarking their firm’s CX 

performance. 

 

 

“You have to be willing to put in the 

work to actually do follow-up 

analysis and drive insights. [You 

also may need to] accept that you 

maybe aren’t as good as you think 

you are [at taking action driven by 

data], and that you actually have to 

make further improvements in 

areas that you maybe didn’t 

expect.” 

Product operations senior manager, e-
commerce FMCG 
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Quantified cost data as applied to the composite 
 
 
 

CHATTERMILL SUBSCRIPTION COST 

Evidence and data. The interviewees’ organizations 

expanded their Chattermill subscriptions over the 

years with yearly upgrades to accommodate 

business growth. 

Modeling and assumptions. To reflect the 

experiences of the interviewees’ organizations, 

Forrester makes the following assumptions about the 

composite organization: 

• The subscription fees start at $6,000 per month. 

• The subscription fees increase to $7,000 per 

month in Year 2 and $10,000 per month in Year 3 

due to business growth. 

Risks. Pricing may vary. Factors that may affect this 

include:   

• Volume. 

• Supported channels.  

Forrester adjusted this risk upward by 10%, yielding a 

three-year risk-adjusted total PV of more than 

$247,000. 

 

 

 

  

Total Costs 

Ref. Cost Initial Year 1 Year 2 Year 3 Total Present Value 

Ctr 
Chattermill subscription 
cost 

$0  $79,200  $92,400  $132,000  $303,600  $247,537  

Dtr Implementation cost $7,334  $0  $0  $0  $7,334  $7,334  

Etr Ongoing running cost $1,353  $15,202  $19,602  $22,000  $58,157  $47,902  

 Total costs (risk-
adjusted) 

$8,687  $94,402  $112,002  $154,000  $369,091  $302,773  

 

Chattermill Subscription Cost 

Ref. Metric Calculation Initial Year 1 Year 2 Year 3 

C1 Monthly subscription fee Interviews   $6,000  $7,000  $10,000  

Ct Chattermill subscription cost C1*12 $0  $72,000  $84,000  $120,000  

  Risk adjustment ↑10%        

Ctr 
Chattermill subscription cost (risk-
adjusted) 

  $0  $79,200  $92,400  $132,000  

Three-year total: $303,600  Three-year present value: $247,537  
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IMPLEMENTATION COST 

Evidence and data. The interviewees’ organizations 

took three weeks to a month to implement 

Chattermill. A mix of stakeholders from CX, customer 

support, product management, and IT developers 

collaborated with Chattermill to determine the theme 

structures and to set up data integrations.  

Modeling and assumptions. To reflect the 

experiences of the interviewees’ organizations, 

Forrester makes the following assumptions about the 

composite organization: 

• Four staff members dedicate 20% of their time to 

the implementation of Chattermill in the one-

month project period. 

• The internal project team works with Chattermill 

to determine the theme structure (e.g., classifying 

customer feedback in themes and sentiment 

categories). On the technical side, they work with 

Chattermill to set up data feeds and to configure 

the analytics interface. 

• Assuming an average fully burdened salary of 

$100,000 for a staff member, the implementation 

costs slightly more than $6,600. 

Risks. Project complexity may vary. Factors that may 

affect this include: 

• The organization’s IT landscape and data 

practices. 

• Whether or not the organization has the data 

infrastructure in place to support data exchange.  

• Whether or not employees extract or export data 

following standardized formats. 

To account for these risks, Forrester adjusted this 

cost upward by 10%, yielding a three-year, risk-

adjusted total PV of $7,334.  

 

 

 

 

 

Implementation Cost 

Ref. Metric Calculation Initial Year 1 Year 2 Year 3 

D1 
Staff members involved in 
implementation 

Interviews 4       

D2 Average fully burdened salary Assumption $100,000        

D3 Implementation period (months) Interviews 1.00       

D4 
Percentage of time spent on 
implementation 

Interviews 20%       

Dt Implementation cost (rounded) 
D1*D2*D3/12* 
D4 

$6,667  $0  $0  $0  

  Risk adjustment ↑10%        

Dtr Implementation cost (risk-adjusted)   $7,334  $0  $0  $0  

Three-year total: $7,334  Three-year present value: $7,334  
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ONGOING RUNNING COST 

Evidence and data. The interviewees’ organizations 

allocated about 10% to 20% of time to ensure smooth 

operation of Chattermill. This was primarily spent 

maintaining and updating API scripts that enabled 

data integration between Chattermill and various data 

sources. The organizations also periodically reviewed 

and fine-tuned theme structures so they reflected the 

latest service offerings, and they provided ad hoc 

training and support to end users. They also scaled 

up Chattermill coverage to other European 

languages. 

Users spent about 2 hours in training before they 

started using Chattermill. They participated in 

sessions led by Chattermill that would take between 

60 and 90 minutes, and they typically took another 30 

minutes to familiarize themselves with the platform 

and its functionalities. One interviewee said the 

platform was intuitive for new users to learn, 

especially if they were already experienced with the 

organization’s business and customer metrics such 

as NPS. 

Modeling and assumptions. To reflect the 

experiences of the interviewees’ organizations, 

Forrester makes the following assumptions about the 

composite organization: 

• One FTE spends 13% of their time maintaining 

Chattermill. The time spent increases to 17% in 

Year 2 and 20% in Year 3, largely due to growth 

in data volumes. 

• To prepare for the go-live date, the composite 

organization trains 15 users. It adds 10 more 

users in both Year 1 and Year 2 to prepare for 

the higher volume of comments expected during 

the following year. Each user spends 2 hours in 

training.  

Risks. Ongoing running costs may vary. Factors that 

may affect this include: 

• The digital maturity of the organization. 

• How quickly the business evolves and needs 

more data integrations and theme structure 

reviews. 

To account for these risks, Forrester adjusted this 

cost upward by 10%, yielding a three-year, risk-

adjusted total PV of nearly $48,000.  

 

“For somebody who is aware of  

what NPS is and what is important 

in our business, I would say it 

takes 1 hour of training and 1 hour 

of playing on their own, and then 

[they can] already do some stuff.” 

Analyst, fintech 
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ANALYISIS OF COSTS 

 

Ongoing Running Cost 

Ref. Metric Calculation Initial Year 1 Year 2 Year 3 

E1 Number of staff members involved Interviews   1 1 1 

E2 Percentage of time spent Interviews   13% 17% 20% 

E3 Average fully burdened salary Assumption   $100,000  $100,000  $100,000  

E4 Ongoing maintenance cost E1*E2*E3   $13,000  $17,000  $20,000  

E5 Number of new Chattermill users Interviews 15 10 10   

E6 Hours spent in training Interviews 2 2 2   

E7 Hourly rate (rounded) $85,000/2,080 $41  $41  $41    

E8 Training cost E5*E6*E7 $1,230 $820 $820   

Et Ongoing running cost E4+E8 $1,230  $13,820  $17,820  $20,000  

  Risk adjustment ↑10%        

Etr Ongoing running cost (risk-adjusted)   $1,353  $15,202  $19,602  $22,000  

Three-year total: $58,157  Three-year present value: $47,902  
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Financial Summary 

 

CONSOLIDATED THREE-YEAR RISK-ADJUSTED METRICS 
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Cash Flow Chart (Risk-Adjusted)

Total costs Total benefits Cumulative net benefits

These risk-adjusted ROI, 
NPV, and payback period 
values are determined by 
applying risk-adjustment 
factors to the unadjusted 
results in each Benefit and 
Cost section. 

 

Cash Flow Analysis (Risk-Adjusted Estimates) 

   Initial Year 1 Year 2 Year 3 Total 
Present 

Value 

Total costs  ($8,687) ($94,402) ($112,002) ($154,000) ($369,091) ($302,773) 

Total benefits  $0  $288,447  $674,065  $1,911,215  $2,873,727  $2,255,228  

Net benefits  ($8,687) $194,045  $562,063  $1,757,215  $2,504,636  $1,952,455  

ROI            645% 

Payback period 
(months)  

          <6 months 

 

The financial results 
calculated in the Benefits 
and Costs sections can be 
used to determine the ROI, 
NPV, and payback period for 
the composite organization’s 
investment. Forrester 
assumes a yearly discount 
rate of 10% for this analysis. 
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Appendix A: Total Economic 
Impact 

Total Economic Impact is a methodology developed 

by Forrester Research that enhances a company’s 

technology decision-making processes and assists 

vendors in communicating the value proposition of 

their products and services to clients. The TEI 

methodology helps companies demonstrate, justify, 

and realize the tangible value of IT initiatives to both 

senior management and other key business 

stakeholders. 

TOTAL ECONOMIC IMPACT APPROACH 

Benefits represent the value delivered to the 

business by the product. The TEI methodology 

places equal weight on the measure of benefits and 

the measure of costs, allowing for a full examination 

of the effect of the technology on the entire 

organization.  

Costs consider all expenses necessary to deliver the 

proposed value, or benefits, of the product. The cost 

category within TEI captures incremental costs over 

the existing environment for ongoing costs 

associated with the solution.  

Flexibility represents the strategic value that can be 

obtained for some future additional investment 

building on top of the initial investment already made. 

Having the ability to capture that benefit has a PV 

that can be estimated.  

Risks measure the uncertainty of benefit and cost 

estimates given: 1) the likelihood that estimates will 

meet original projections and 2) the likelihood that 

estimates will be tracked over time. TEI risk factors 

are based on “triangular distribution.”  

 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

PRESENT VALUE (PV) 

The present or current value of 

(discounted) cost and benefit estimates 

given at an interest rate (the discount 

rate). The PV of costs and benefits feed 

into the total NPV of cash flows.  

 

NET PRESENT VALUE (NPV) 

The present or current value of 

(discounted) future net cash flows given 

an interest rate (the discount rate). A 

positive project NPV normally indicates 

that the investment should be made, 

unless other projects have higher NPVs.  

 

RETURN ON INVESTMENT (ROI) 

A project’s expected return in 

percentage terms. ROI is calculated by 

dividing net benefits (benefits less costs) 

by costs.  

 

DISCOUNT RATE 

The interest rate used in cash flow 

analysis to take into account the  

time value of money. Organizations 

typically use discount rates between  

8% and 16%.  

 

PAYBACK PERIOD 

The breakeven point for an investment. 

This is the point in time at which net 

benefits (benefits minus costs) equal 

initial investment or cost. 
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Appendix B: Supplemental Material 

Related Forrester Research 

“How To Build Your Voice-Of-The-Customer (VoC) Program,” Forrester Research, Inc., February 18, 2021 

“Now Tech: Voice-Of-The-Customer (VoC) Vendors, Q1 2020,” Forrester Research, Inc., February 3, 2020 

 

Appendix C: Endnotes

 
1 Total Economic Impact is a methodology developed by Forrester Research that enhances a company’s  

technology decision-making processes and assists vendors in communicating the value proposition of their 

products and services to clients. The TEI methodology helps companies demonstrate, justify, and realize the 

tangible value of IT initiatives to both senior management and other key business stakeholders. 

2 Net Promoter and NPS are registered service marks, and Net Promoter Score is a service mark, of Bain & 

Company, Inc., Satmetrix Systems, Inc., and Fred Reichheld. 



 

THE TOTAL ECONOMIC IMPACT™ OF CHATTERMILL 20 

 


	Executive Summary
	The Chattermill Customer Journey
	Key Challenges
	Composite Organization

	Analysis Of Benefits
	Incremental Profit From Higher Customer Value
	Avoided Cost Of Manual Data Tagging
	Unquantified Benefits
	Flexibilty

	Analysis Of Costs
	Chattermill Subscription Cost
	Implementation Cost
	Ongoing Running Cost

	Financial Summary
	Appendix A: Total Economic Impact
	Appendix B: Supplemental Material
	Appendix C: Endnotes

