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This presentation shows how your organisation can improve customer 
satisfaction and market share by using measurements in a proper way. 

The presentation is developed by Ellen de Lange-Ros, owner of Faxion. 

Faxion helps organisations to transform the facts of customer research into 
actions to improve the organisation. Faxion can also help you with more 
general questions, for example redesigning customer processes. Herewith, 
Faxion is a guide for organisations on their way to more customer focus. More 
information can be found on: www.faxion.nl
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Customer satisfaction surveys are important to listen to the voice of the 
customer. They show what customers regard as being important and give 
feedback to an organisation. 

Satisfaction surveys can be used to improve performance, and in this way 
drive customer satisfaction, loyalty. It his way, market share and profits can be 
increased. 
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Many organisations need to improve its service to customers. Becoming more 
customer oriented is very important to sustain competitive. 

Therefore, actions are needed to increase customer satisfaction and improve 
performance. 
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Although many organisation do measure customer satisfaction, many of them 
notice that this is not enough to really become customer focussed and improve 
performance. 

To really become customer oriented, only performing satisfaction surveys is 
not enough! 
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To really use customer satisfaction measurements for improvements, the 
measurements must be integrated within the organisational structure and 
processes. Otherwise, measurements will not have the intended effect and 
cannot be properly used to improve. 
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In 2002, top management of KPN started demand absolute focus on customer 
satisfaction.
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Q1 2003 Q4 2004

Q1 2003 Q4 2004

CASE 
STUDY

Within two years, customer satisfaction increased strongly. An important 
reason for this improvement was that KPN integrated customer measures in 
the organisation. 
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Implementing customer satisfaction measurements that are embedded within 
your organisation will help you to improve performance, customer satisfaction 
and market share. 
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To implement embeded customer satisfaction measures, three elements are 
needed: 

1. Integrating customer satisfaction targets in the management structure is 
needed to get focus on the customer

2. Satisfaction must be measured in a coherent structure

3. Organisation must support targets and coherent structure for 
measurements

These three elements will be discussed in depth next.
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To really get focus on the customer, satisfaction measurements must be 
integrated into the management structure of the organisation. Only then, 
surveys will lead to visible improvements and more satisfied customers. 
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Before After
Stop 

interdepartmental 
wars

Customer 
satisfaction is 

really important!

Focus on 
customer issues

Targets in HR-
processes, audits

To really get focus on the customer, satisfaction measurements must be 
integrated into the management structure of the organisation. To integrate 
measurements into the structure, satisfaction results must become part of 
the kpi’s and bonuses of top management. Top management bonuses 
should depend (partly) on realizing customer satisfaction. 

When the company started to use customer satisfaction in the bonus of top 
management, culture of management immediately changed: 

1. Immediately, management became interested in customer satisfaction 
results and measurement methods. Customer satisfaction was not 
‘something from the staff department’ but became important for everybody. 

2. Management started to focus on the real customer issues. They planned 
changes in price and started to discuss the influence of new product 
introductions on the satisfaction of customers

3. Managers of different department started to work together more, to solve 
interdepartmental problems. 

4. Targets of customer satisfaction were integrated in the HR-processes and 
whole new discussions started for the staff department that was 
responsible for the measurements. For example, customer satisfaction 
measurements had to be auditing by external auditors.
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Before After

Shows company is 
committed to customer

Catch ideas and 
bottom up 

improvements

Stop 
interdepartmental 

wars

To really get focus on the customer, satisfaction measurements must be 
integrated into the management structure of the organisation. To integrate 
measurements into the structure, satisfaction results must also become part of 
the the kpi’s and bonuses of employees. 

In this way, the oganisation shows that customer satisfaction really matters 
and is not ‘the next new temporarily project’. 

Adding customer satisfaction to employee bonusses helps to catch the 
improvement ideas on the shopfloor and stimulates bottom up improvements. 
In addition, it will help to stop interdepartmental wars and helps employees of 
different departments to work together to solve the real customer problems. 
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As a result of the new customer targets, the organisation starts to learn that 
the customer is really important and shouldn’t be let down: 

Don’t pass the customer as fast as possible to a colleague…

… but take the customer under your arm and don’t let him down until you’ve 
reached the destiny!
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To really get focus on the customer, satisfaction measurements must be 
integrated into the management structure of the organisation. 

To integrate measurements into the structure, satisfaction results must 
become part of the KPI’s of top management and employees. In addition, 
satisfaction results must be integrated into the regular management reports
and review cycle of the organisation. 

This helps the organisation to really control customer satisfaction results and 
act upon them. 

Next, we’ll discuss how this might be realized.
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If customer satisfaction results are integrated into the management reports, 
management gets regular customer results and is able to act upon the results. 

If you want to become the champion of the Netherlands by the end of the year, 
you have to analyse results closely during every match and every week. It’s 
not enough to look at the results at the end of the year to really steer and 
improve performance! 

Thus: a yearly customer survey without regular information in monthly 
management reports is not enough to improve! 

Customer results should be integrated in the regular management reports and 
review cycle to review performance and progress on a continuous basis. Only 
in this way, the organisation can track if customer results are realized. 
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If customer satisfaction results are integrated into the management reports, 
management gets regular customer results and is able to act upon the results. 

In addition, satisfaction results integrated into management reports show that 
customer satisfaction is not something special or temporary, but that it is part 
of normal business and thus always is important.

If customer satisfaction is really important to your organisation, you should 
integrate results in your regular management cycle! 
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When your organisation starts to integrate customer results in the 
management reports, you might find out that new KPI’s of new reports must be 
developed. 

In many organisations, regular management reports focus on financial issues. 
For example no templates exist to report customer satisfaction, or customer 
satisfaction experts are not involved in the monthly review, while financial 
experts that are involved lack customer knowledge. Thus, new parties might 
be needed in regular management cycles and reports. 
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•Reports fast available
•Reports always in time
•Reports 100% correct

•Easy to use for 
everybody

•High volume, many 
surveys

•Automate publication 
(intranet dashboard, 
Imode dashboard)

Integrating customer satisfaction results in your management structure will 
have large consequences for the department that’s responsible for the 
measurements: 

1. Reports must be available fast, for example shortly after a transaction

2. Reports must always be in time, because they are needed for a 
management review. It’s no longer possible for a research agency to 
deliver a report one week late. 

3. Reports must always be 100% without mistakes, and ‘ready to print for the 
board’.

4. Reports must be complete, but also easy to use for all management. Also 
managers that are no ‘survey-wizzards’ must understand the results. 

5. Surveys might be done in high volumes

6. Publication of results might be automated, eg published semi-automatically 
on the intranet
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To really get focus on the customer, satisfaction measurements must be 
integrated into the management structure of the organisation. Only then, 
surveys will lead to visible improvements and more satisfied customers. 

Next to integrating surveys in the management structure, it’s very important to 
develop a consistent structure to measure customer satisfaction. 

Next, we show important elements of a consistent ‘home of measurements’. 
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Next to the target and report structure, it’s important to measure customer 
satisfaction in a proper way. 
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The most important issue for a solid structure of customer satisfaction 
measurement is that measurements must be developed from the outside in , 
eg from the eyes of the customers. 

This may sound simple, but is not done in many organisations. 

For example, an organisation might put a lot of emphasis on the performance 
of the service engineers and implement several large surveys to measure this. 
However, the service engineers visit only a small group of customers and thus 
are not very important to many customers, while for many customers the 
relatively large price of the organisation’s services are a major issue. This 
organisation should emphasize more on price and less on the service 
engineers in it’s measurements. 
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Measuring satisfaction is always about ‘looking backwards’, it’s an evaluation 
through the eyes of the customer from your performance in the recent past. 
Steering your organisation on customer satisfaction is like steering a car on 
the backsight mirrors…

To stay competitive, it’s not only important how your performance was 
evaluated in the past, it’s more important if customers stay with you in the near 
future for their purchases. It’s important if customers are loyal to you in the 
future. 

Therefore, in a consistent structure of customer measurements, both 
satisfaction and loyalty should be measured and evaluated. 
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To get a complete view on how your customers evaluate your performance, it’s 
both important to evaluate recent transactions as the more general relational 
aspects like image, price, or product range. 

In quality driven organisations (ISO, EFQM), often focus is on transactions and 
processes, and there is a tendency to neglect the relational aspects of 
consider these to be ‘issues for the marketing department’. 
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In organisations, there’s a tendency to measure satisfaction based on the most 
important products or processes. However, the customer often experiences 
the combination of products and processes in combi-events. 

To really measure through ‘the eyes of the customer’ means to focus on the 
combi-events the customer experiences. Often, this is not in line with
organisational hierarchies, responsibilities or products. 

Prevailing organisational structure in measurements will result in losing the 
customer’s perspective and becoming internally oriented. This is a great 
danger for the competitive future of an organisation. 
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To get a complete picture of what’s relevant for your customers, it’s important 
to look at alternative offers they get from competitors. Therefore, performance 
of competitors must be measured too. A benchmark-measurement is very 
important. 

To structure a benchmark-measurement in a proper way, it’s important to ask 
to your customers what they consider as an alternative for your products and 
services. Competitors might be unexpected parties, eg: a competitor for 
Apple’s iPod might be sneakers from Nike for youngsters. 
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Loyalty

Relation

Transaction

Internal KPI’s

Annually/quarterly

Quarterly

Monthly/weekly

Weekly/daily

CASE 
STUDY

Marketing data

P
rojects

Benchm
ark

In a proper measurement structure, attention is paid to loyalty, relational 
aspects, transactions and internal KPI’s and data. These subjects might be 
integrated into several surveys, but also integration within one survey is 
possible, depending on the complexity of the organisation. 
Next to these structural measurements, temporarily project measurements 
focussed on improvement projects might be needed. 
On the level of loyalty and relation, a regular benchmark to compare 
performance with competitors is essential. 

In a proper measurement structure, all aspects are clearly measured and 
linkages between the separate aspects exist. 

Linkages on a lower level should be based on the most important aspects of 
the higher levels. Eg: transaction measurements should be developed on the 
most important aspects for loyalty and the relation, thus not on all aspects or 
all processes!

However: don’t try to calculate improvements in loyalty of revenue by 
improvements in KPI’s. It’s tempting to try this, but there relationships are hard 
to catch in a model. 

Although relationships from the bottom to the top are hard to calculate, 
relationships between two levels (eg transaction and relation) are often clear 
and easy to find with logic thinking and simple regression analysis. 
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Loyalty

Relation

Transaction

Internal KPI’s

60%

99%

25%
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Internal KPI’s should be developed based on the most important aspects of 
loyalty, relation and transactions, thus… through the eyes of the customers. 

In many organisations, the major KPI’s at the operational level are not linked to 
the major drivers of loyalty and customer satisfaction. As a result, the 
organisation is not steering on the most important customer aspects. There’s a 
big risk to loose competitive advantage if this happens in your organisation!

A method that can be used to develop customer oriented KPI’s is six sigma., 
but… don’t put too much emphasis on education.  
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The most important issue for a solid structure of customer satisfaction 
measurement is that measurements must be developed from the outside in , 
eg from the eyes of the customers. 

Additionally, it’s very important to link internal KPI’s to external customer 
measurements. Internal KPI’s should be based on the most important aspects 
for loyalty and general customer satisfaction. 
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Keten algemeen Monteur Inf or matievoor ziening KPN

If internal KPI’s are linked to customer measurements, they do reflect the 
major issues for the customer and can effectively be used to improve customer 
satisfaction and loyalty. 
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90%
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Keten algemeen Monteur Inf or matievoor ziening KPN

If internal KPI’s are linked to customer measurements, there’s a consistent 
picture that arises from internal reports and customer measurements. In this 
way, top management gets a consistent picture of the major issues of the 
organisation. 

However, in many organisations linkages between KPI’s and customer 
measures are not well developed. As a consequence, often KPI’s are on track 
but customer satisfaction measures show a less positive picture. As a result, 
people start to question satisfaction surveys or neglect them. This is 
dangerous, an organisation will loose it’s sight on what’s really happening 
outside!
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Lead time of product
No complaints with introduction

Fast response to problems
Fast solution instead of 20sec answer

If internal KPI’s are linked to customer measurements, they can be very 
effectively used to steer internal improvement projects and improve the 
performance of the organisation. 

For example, an organisation might find out that for it’s customers lead times 
of products are essential, that complaints during the introduction of a new 
product introduction are very critical to success, or that a fast response to 
problems is more essential than answering the phone within 20 seconds in the 
call center. However, in many organisations proper KPI’s to steer on these 
aspects do not exist…
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To assure that the measurements are really embedded in the organisation, it 
must be assured that the target system and the coherent structure for 
measurements are really implemented and used. Ideally, the organisation 
assigns guards to assure this. 

Guards can be for example a corporate ‘customer department’, a business 
excellence group or one or two members within the organisation that report 
directly to the board concerning customer issues. However, guards can be 
organised in several ways, depending on what fits best to an organisation 
in practice. 

The most important aspects that should be guarded are: 

1. Target system for top management and employees based on customer
measures and integration of customer measures in regular management 
system. 

2. Consistent structure of measurements, use of the proper customer KPI’s
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To really improve, embedded customer satisfaction measures are needed. It’s 
important that a guard is implemented to assure that the customer stays on the 
agenda within your organisation. 
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