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Linkage Research continued on page 2

Prior issues of InSights provided an
introduction and overview of linkage

research and most recently, presented the
“readiness factors” and steps necessary to
complete a linkage research study. Linkage
research creates models that show cause-
and-effect relationships among critical
organization metrics (e.g., employee and
customer opinions, productivity, and
financial output). Once the linkages are
mapped, managers can identify specific
areas on which to focus attention in order
to effect change on important outcomes,
for example, same-store sales in the retail
sector. This article (last in this series) illus-
trates this final step in the linkage process.

To recap the linkage process briefly, an
organization should assess several “readi-
ness factors” before beginning (e.g., clear
objectives or goals of the project from the
onset, definition of the conceptual model
illustrating the metrics, and a unit of 
measure identified for each metric). 
Those involved in conducting the linkage
research should also have a good under-
standing of the analytical techniques, 
principles, and history and best practices
of linkage research. 

After readiness has been assessed, linkage
research starts by forming a cross-functional
linking team with representatives from the
various functional groups (e.g., account-
ing, HR, marketing) and having the team
develop a conceptual model. Data are 
then gathered as defined by the conceptual

model and prepared for analysis. Because
the data must be at a common level, such
as a retail store, this may involve averaging
or aggregating lower-level (employee and
customer opinions) data up to the common
store level.

A number of different statistical procedures
can be used to assess the relationships in a
linkage model depending upon its complex-
ity, such as correlation, regression, structural
equation modeling, or relative importance
procedure. Whichever technique is used,
the result is a set of measures representing
the strength of association or the relation-
ship between the metrics in the model.
Displaying results in a graphic format aids
management in understanding the model,
the interaction between metrics, and current
performance levels for each unit. Action
plans can then be defined that will impact
the desired outcomes.

To illustrate this last step, let’s consider a
common finding from these studies, that
employee engagement and service orienta-
tion are significantly related to customer
loyalty. The implication is that improving
employee scores in these two measures
should have a corresponding impact on
customer loyalty. Similarly, customer 
loyalty has been shown to be significantly
related to financial success. In practical
terms, this means that by improving
employee engagement and service orienta-
tion, customer loyalty should increase, which
should improve revenue.
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