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In today’s intensely competitive busi-
ness climate, it is absolutely critical for
an organization to be client-focused.

Doing so re q u i res knowing one’s clients
and ensuring that the little things are
being done to meet their expectations. In
this vein, one of the best contributors to
an org a n i z a t i o n’s success is the creation of
a client-focused culture that re w a rds em-
p l oyees and creates a company- w i d e
ethos of providing top-quality service to
c l i e n t s. This spirit will lead to an incre a s e
in perc e i ved value on the part
of clients and ultimately to
higher satisfaction.

A number of org a n i z a-
tions have turned to linking
client-based perf o rm a n c e
t a rgets to incentive or com-
pensation. The most impor-
tant reason for doing so is the
ability to shape employee be-
haviours to achieve cert a i n
g o a l s, which, in this case,
t ranslates to offering top-
class client service.

These organizations have integra t-
ed client-based targets into tra d i t i o n a l
p ro g rams that tend to focus on financial
targets, such as sales or revenues to form
a broader perf o rmance compensation
program.

When deciding to use the voice of
the client to provide performance-based
i n c e n t i ve pay, executives should ask
t h e m s e l ves a number of questions.
Should we use client satisfaction as our
t a rget metric? If not, what metric should
we use? Should we use multiple metrics?
How should we set targets? All of these
must be answered to successfully imple-
ment the program.

Move beyond client satisfaction as
a target metric. Client satisfaction alone

is simply an emotion-meter and does
not necessarily lead to client value or
l oy a l t y. Mo re ove r, it is difficult to use
client satisfaction to change employe e
behaviour due to its largely abstract na-
ture. Employees must not only be able to
understand the target metric, but also
h ow they can affect positive change in
that metri c. Se rvice delive ry perf o rm-
ance scores tend to provide the best al-
t e rn a t i ve, as they offer clarity in under-
standing.

Use client value to guide selection
of metri c s . Best practices have dictated
that using a perf o rmance measure for
p roviding incentive compensation be
d e veloped as a composite of a number of
underlying metri c s. Gi ven that clients
value a number of service delive ry ele-
m e n t s, understanding what exactly
clients value will help in determining the
most appro p riate underlying perf o rm-
ance metri c s. For example, if an org a n i-
z a t i o n’s clients tend to value timeliness, a
m e a s u re of turn a round time would
make an appropriate underlying metric.

Use the past and the future to de-
t e rmine targ e t s . De t e rmining perf o rm-
ance targets is usually the domain of an
o rg a n i z a t i o n’s executive team. It is not

uncommon to use past perf o rmance to
set future targ e t s. Howe ve r, re m e m b e r
that a number of forw a rd-looking va ri-
ables affect perf o rmance such as a fore-
casted change in business climate and
jumps in client turn ove r, to mention sev-
eral.

Remember where your numbers
come from. Ty p i c a l l y, client feedback is
gathered using an annual client satisfac-
tion or value measurement surve y. T h e s e
studies are usually based on sampling a
smaller number of clients to re p re s e n t
the entire population, particularly for
l a rge companies, where it is unre a l i s t i c
to talk to all clients. A side-effect of using
sample data is the introduction of statis-
tical erro r. This statistical error must be
taken into consideration when deter-
mining targets.

Successful implementation of the
voice of the client in employee compen-
sation is an ongoing pro c e s s, re q u i ri n g
p e riodic revisiting to account for
changes in the marketplace and in what
clients va l u e. In the end, a successful
p ro g ram will serve to strengthen an or-
ganization’s common goal of putting the
customer first, giving it a competitive ad-
vantage.
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