
TARGET 
SETTING.

Considerations:

• Who is the target aimed at?

• At what level do you want to set targets? (e.g. overall, team, individual)

• How long is the target in place for? (e.g. is it an annual target that 
remains unchanged for the duration of the year?)

• Is a KPI being based on results?

• To what extent can staff actually influence their results?

• What calculation will determine if the target has been achieved?For 
example, if the target is an annual target, will hit/miss be based on 
rolling up results for the year, results for the last month/quarter only... or 
something else?

• Do you want one target which is either hit or missed or will there will 
degrees of hitting target?

• What is the starting point? It is easier to make improvements where 
the starting point is lower.

Customer Satisfaction Index (CSI)
Targets can be based on:

1.  Projected improvement on your base CSI

2. CSI required to enter top quartile of benchmark

3. CSI required to enter top decile (the best of the best)

4. All TLF survey results or sector results only

At TLF we generate projected targets showing improvements over 
5 years. It is usual for us to provide three target options for each 
year: conservative, realistic and ambitious. 

Net Promoter Score (NPS)

At face value, an NPS target could be set in precisely the same 

way as the CSI target. You can do that, but in practice NPS targets 

are complicated by the fact that the NPS is a net figure and ignores 

“passive” scores of 7 or 8 out of 10 (e.g. if your CSI improves as a result 

of 7s becoming 8s, your NPS will not change at all).

If NPS is the main focus for your business, it can be helpful to set 

targets based on the proportion of Promoters, Passives, and 

Detractors. That helps to focus the organisation on the idea of either 

eliminating Detractors or moving Passives to Promoters. This does 

give you a headline NPS target, but focusing on the way it is made 

up gives you a more robust understanding of what is going on with 

customers’ scores.

There are a number of options for setting targets. Every organisation 

is structured differently, and the reason for setting targets differs. 

There is no single right or wrong approach. It is about setting a target 

that works for your circumstances, that meets your objectives. 



Targeting specific areas 
of performance

Something else to bear in mind is that 

your survey will generate recommendations 

for action we call Priorities for Improvement 

(PFIs). 

PFIs tend to be based on the 

‘requirements’ that appear in the 

questionnaire but may also include specific 

behaviours which generate yes/no responses. 

For instance, ‘Did the technician show his ID 

card?’ will generate a percentage of yes/no 

responses. 

Generally, TLF recommends 3 PFIs. It may 

also be worth considering setting targets for 

PFIs. Targets could be:

• An average satisfaction score
• Proportion of top box scores (i.e. score of 9 

and 10) given for a recommended PFI

• Percentage of ‘Yes’ or ‘No’ answers to a 

specific question

Target setting for 
customer satisfaction

1. The Customer Satisfaction Index (CSI)
Customers base their satisfaction 

judgement on the extent to which their 

requirements have been met. The CSI 

therefore measures a supplier’s success in 

meeting these requirements.

The CSI uses the relative importance of 

each requirement to weight the satisfaction 

scores and expresses customer satisfaction as 

a percentage, an index of 100% signifying total 

satisfaction. 

Since the CSI measures an organisation’s 

success in meeting its customers’ 

requirements, it provides a comparable 

measure across different services, industries, 

markets etc.

2. Satisfaction benchmarking
Based on approximately 500 plus 

satisfaction measurement results per annum, 

TLF has developed a database that enables 

comparisons to be made across surveys. 

The range of satisfaction indices on the 

database is approximately 48% to 93% for 

customers. This 45% range of scores mainly 

reflects the fact that some organisations 

perform better than others in meeting 

requirements. 

There is traditionally minimal evidence that 

it is difficult to perform well in some industries 

compared to others.  However, with the 

impact of COVID, some industries have a 

much harder time on their hands as their 

whole way of operating and delivering 

customer service has changed.  Put another 

way, some customers' frustrations with COVID 

will be being transferred onto the brand they 

are dealing with.  These are the important 

contextual factors that need to be considered 

in the establishment of targets.

3. Improving satisfaction
Improving satisfaction is a long haul. People 

are quick to notice problems, slow 

to notice improvements and very slow to 

change their attitudes, especially in situations 

where they have experienced problems in the 

past. Year on year increases in the Customer 

Satisfaction Index therefore tend to be small 

(around 1% on average) Some organisations 

experience a fall in their index. 

Moreover, due to the relative nature 

of satisfaction, it is possible for customer 

satisfaction to fall due to rising expectations 

rather than deteriorating performance. 

Consequently, when setting targets for 

satisfaction improvement based on gut 

feel, organisations almost invariably set targets 

that are unrealistically high. TLF 

has therefore developed a formula that sets 

realistic satisfaction improvement targets.

4. Target setting principles

Based on our database of satisfaction
measurement results, we use the following 

target setting principles: 

(a) The starting point.
The higher satisfaction becomes the 

more difficult it is to improve it further. By 

contrast, larger satisfaction gains can be 

expected from a low satisfaction base.

(b) The maximum achievable
Based on the comments made in point 2, a 

realistic ceiling for customer satisfaction may 

be set at a level lower than the maximum ever 

achieved on the wider database. (This applies 

particularly to internal customers and 

employee surveys.)

5. Time period
It is normal practice to set targets for 

improving satisfaction over a five year period 

and it is sensible to judge success over a 

similar time scale. This minimises problems 

with statistical confidence levels and, in 

the case of organisations embarking on a 

satisfaction improvement programme for the 

first time, allows for the fact that some 

measures will take time to implement and 

that customers’ and employees’ attitudes will 

be slow to move. 




