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Get the Insights
Story Behind the Data

A Mini-Analysis Framework You Can Run Every Quarter
¥




How to Use This (Read This First)

__________________________

This template pack is designed to help your team
run a structured, human-led review of customer
feedback and turn it into clear decisions.

* You do not need: a data science team, perfect data, or advanced analytics tools.

* You do need: customer feedback (surveys, reviews, support tickets), basic
performance metrics, and 60-90 minutes with the right people in the room.
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Recommended Working Session

Who: Ecommerce, CX, Marketing, Ops (2-5 people)

When: Quarterly, or after a major campaign or operational change

Outcome: 3-5 prioritized actions for the next quarter

The included templates mirror the same framework outlined in The Retailer’s Guide to Humanizing Customer Data:

Context — Signals — Story — Strategy

Use these templates together as part of a 60-90 minute mini insights analysis you can conduct every quarter. Complete
them in order. The goal is not to analyze everything — it's to identify the few issues that matter most and decide what to
do next.

Important: Don't skip ahead. Each worksheet builds on the previous one.

Guiding principle: Dashboards report symptoms. Human analysis diagnoses causes.
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SECTION 1

Worksheets: Establish
Context

Note: If you haven’t read our in-depth resource, “The Retailer's Guide to
Humanizing Customer Data,” then take a moment to download and share
it with your team. Each of the worksheets in this section follow the steps
covered in the guide.

Purpose: Capture what was happening in the business before interpreting the data. If you skip this
step, you risk fixing the wrong problem.


https://40223532.fs1.hubspotusercontent-na1.net/hubfs/40223532/The%20Retailers%20Guide%20to%20Humanizing%20Customer%20Data.pdf

/ SECTION 1: Worksheets: Establish Context ‘ :

Worksheet 1: Establish Context S— - N

Quarter Reviewed:

Business Goals: What were you trying to achieve this quarter?

Q Conversion
O Revenue

d Margin

O Retention / loyalty

O New customer acquisition

Promotions & Campaigns: List anything that could influence customer behavior.
List major initiatives:
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/ SECTION 1: Worksheets: Establish Context ‘ :

Worksheet 1: Establish Context (continued) — ------ -------

Operational Changes: Check all that apply and add detail.

O Fulfillment or carrier change

O Website or checkout update

O Inventory or assortment change

O Policy change

Details:

Market & Seasonal Factors:

Reminder: Context prevents false conclusions.
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/ SECTION 1: Worksheets: Establish Context

Purpose: |dentify what changed — not why it changed yet.

Metric Review: Focus on movement, not absolute performance.

Worksheet 2: Identify Key Signals % SN S—

NPS / CSAT a+®* ! 4 -
Cart Abandonment O T O | O -
Returns / refunds Q71 Q| a -
Support tickets Q71 Q| a -
Repeat purchase 1t Q! a -

Segment Impact: Where was the change most concentrated?
0 New vs repeat customers

O Mobile vs desktop

O Product category

Q Fulfillment method
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/ SECTION 1: Worksheets: Establish Context ‘ :

Worksheet 2: Identify Key Signals (continued)) — ------ -------

Feedback Themes: List recurring VoC language.

Sample language:

" n

n n

Pull verbatim feedback, common keywords, and concise phrases that support your themes listed above.
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/ SECTION 1: Worksheets: Establish Context 1

Worksheet 3: Build the Story R I _______

Purpose: Turn signals into understanding.

led inputs that dashboards or qualitative anaIyS|s miss. |
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/ SECTION 1: Worksheets: Establish Context

Worksheet 3: Build the Story (continued)

What happened?

Why did it happen? Use evidence + judgment. Supporting Evidence

Guiding questions: Metrics:

What did customers experience? Verbatims:
Where in the journey did this occur? Context:

What operational or contextual factors explain it?

Bizrate Insights | hizrateinsights.com

Confidence Level
O High

0 Medium

O Low
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/ SECTION 1: Worksheets: Establish Context

Worksheet 4: Define Strategy (continued on next page)

Tip: focus on high impact/low effort first.

Step 1: Action Planning

Using the insight stories from Worksheet 3, list the specific actions that could address the root causes you identified.

For each action:

» Be specific (avoid vague ideas like
“improve checkout”)

* Assign a single owner who is
accountable

« Estimate effort and impact based on
your current resources

* Define one clear success metric so you
know if it worked

* *If an action cannot be measured, it is
not ready to be prioritized.
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Effort Guidelines

Low: Can be completed within 1-2
weeks using existing resources

Medium: Requires coordination or
development effort

High: Large initiative requiring
significant time or budget

Impact Guidelines

Low: Affects a small segment or
secondary metric

Medium: Affects a meaningful portion
of customers

High: Affects a core metric (conversion,
retention, loyalty)
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|
/ SECTION 1: Worksheets: Establish Context :

Worksheet 4: Define Strategy o _______

Ex. Fix mobile promo  Primary driver of Engineering Medium High Mobile checkout
validation abandonment +10%
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/ SECTION 1: Worksheets: Establish Context ‘ :

Worksheet 4: Define Strategy S—— b | N—

Step 2: Prioritization

b ——— = - - ————— =

After listing all possible actions, classify each one based on Impact vs. Effort. Use this step to decide what to do now v$. later.

Impact X Effort Classification | |

U Quick Win O Experiment
High impact, low effort Medium impact, uncertain outcome
— Do these first. — Test, learn, and validate.

U Strategic Bet U Deprioritized
High impact, high effort Low impact or not actionable now
— Plan and sequence carefully. — Document and revisit later.
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|
/ SECTION 1: Worksheets: Establish Context :

Worksheet 4: Define Strategy (Example to follow) T ———————
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|
/ SECTION 1: Worksheets: Establish Context :

Worksheet 4: Define Strategy S— _______

- quidWins Strategic Bets

» Update confusing checkout copy » Rebuild mobile checkout flow

» Add proactive shipping status messaging » Change fulfillment partner

* Test new product imagery « Cosmetic UX changes with no CX impact

» Trial alternative promo messaging
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/ SECTION 1: Worksheets: Establish Context

Limit to 3-5. More than that dilutes accountability and makes results harder to measure.

Top Priorities for This Quarter ----- ““““

Final Reminder

The goal is progress, not perfection. Strong teams prioritize, execute, measure, and learn — quarter by quarter.
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/ SECTION 1: Worksheets: Establish Context ‘ :

Purpose: Summarize your thinking in one page.

Snapshot

Worksheet 5: Insights Summary S SO

Primary risk: e

Primary opportunity:

Key insights

1.

3.
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/ SECTION 1: Worksheets: Establish Context ‘ :

Strategic actions

1.

Worksheet 5: Insights Summary S SO

What we'll watch next
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bizrate insights
/ SECTION 2

Insights Analysis
Quick Reference Checklist

Use this checklist to confirm you’'ve completed a complete, human-led insights analysis.
This is not a data audit — it’s a decision-readiness check. If you can check every box,
you're ready to move from insight to action.

How to Use This Checklist: Review this checklist after completing the worksheets.

Use it as:
e A final quality check
o A facilitator’s guide during a working session

e A reminder when preparing quarterly readouts

You do not need to check every box for every quarter — but un-checked items should be intentional, not accidental.



/ SECTION 2: Insights Analysis Quick Reference Checklist

Context

.

Business goals
documented

Have you clearly stated
what the business was
trying to achieve this
quarter?

Why this matters

O

Promotions and
campaigns noted

Have you captured any
sales, discounts, or
campaigns that could
influence behavior?

O

Operational changes
captured

Did anything change
operationally (shipping,
inventory, platform,
policy)?

.

Seasonal or market
factors considered

Have you accounted for
seasonality, competitive

activity, or broader market

conditions?

Context prevents teams from fixing the wrong problem or overreacting to normal variation.
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/ SECTION 2: Insights Analysis Quick Reference Checklist 1 :

Signals SN SN N—

Core metrics reviewed Trends validated Segments analyzed . ¥
Did you review the most relevant KPIs Did you compare quarter-over- Did you look at differences by device,
(NPS/CSAT, abandonment, returns, quarter or year-over-year — not just customer type, or product category? e
support volume)? snapshots?

Why this matters

Signals tell you what changed — but only when viewed over time and by segment.
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/ SECTION 2: Insights Analysis Quick Reference Checklist ‘ :

L U .

Story S ______ LN

Customer verbatims reviewed Root causes identified Assumptions challenged | |
Did you read real customer Have you documented why the metric Did you test alternative explanations ‘
comments, not just sentiment scores? moved, based on evidence? before settling on a conclusion? =

Why this matters

Stories prevent correlation errors and surface the experience behind the numbers.
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/ SECTION 2: Insights Analysis Quick Reference Checklist ‘ :

L U U L

Strategy S ______ _______

Actions prioritized Owners assigned Effort and impact Success metrics defined |

Have you selected 3-5 s each action owned by a assessed Do you know how you'll ‘

actions that matter most? specific team or person? Have you evaluated measure whether each e
feasibility and expected action worked?

impact realistically?

Why this matters

Insights only create value when they lead to clear, accountable action.
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/ SECTION 2: Insights Analysis Quick Reference Checklist

Ask yourself: |

Could someone new to the business understand why these actions were chosen?

Final Check: Decision-Ready R ———————

Would we know in 30-60 days whether our actions worked?

Are we focused on fixing root causes, not symptoms?

[ 1 Yes — we're ready to act

Final Note

Remember: You don't need perfect data to make good decisions. You need clarity, context, and the discipline to focus on
what matters most.

Every metric represents real customers making real decisions about your brand. When you slow down long enough to
understand why those metrics moved, your decisions become clearer, more confident, and more effective.
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