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We took a brief from a rapidly growing FinTech scale-

up that faced serious talent retention challenges 

stemming from an outdated compensation 

framework that failed to balance internal equity with 

market competitiveness. Through comprehensive 

analysis and strategic redesign, the organisation 

achieved a 40% improvement in retention rates 

amongst top performers whilst maintaining cost 

discipline during a period of aggressive growth.

Executive Summary
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Our client, a 200-employee FinTech company based 

in the UK experiencing significant year-on-year 

growth, encountered a compensation paradox that 

threatened their scaling ambitions. Despite offering 

seemingly competitive base salaries, solid incentive 

structures, flexible benefits package and equity 

provision, the organisation struggled with:

Retention Crisis: 35% annual turnover 

amongst high performers, with exit interviews 

consistently citing "unclear reward structure" 

and "pay inequity"

Market Positioning Confusion: Salaries that 

appeared competitive on paper but felt 

arbitrary to employees, creating mistrust in the 

reward system

Performance Disconnect: Top contributors 

unable to articulate the connection between 

their output and compensation, leading to 

diminished motivation

The Challenge
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The Head of Reward described the situation as "an impossible balance between being fair 

and staying competitive"—a sentiment that resonated across the leadership team as they 

watched talented engineers and product managers accept offers elsewhere.
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Our analysis revealed three fundamental flaws in the existing compensation architecture:

1. Opacity in Reward Logic

The current system lacked transparent criteria linking employee performance to pay progression. 

Employees received salary increases that felt random and out of cycle rather than earned, 

undermining the motivational impact of financial rewards.

2. Market Benchmarking Misalignment

While individual salaries tracked market rates, the overall framework failed to account for the 

unique value drivers in FinTech roles, particularly around product impact and technical 

innovation.

3. Equity Perception Gap

Internal pay disparities had emerged organically through ad-hoc hiring decisions, creating 

situations where similar performers received significantly different compensation packages.

Diagnostic Analysis
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Phase 1: Framework Redesign

We rebuilt the compensation architecture around three core principles:

Transparency: Clear criteria for each pay band and progression pathway

Performance Alignment: Direct linkage between contribution metrics 

and reward outcomes

Market Relevance: Role-specific benchmarking that reflected FinTech 

sector dynamics

Phase 2: Implementation Strategy

Rather than implementing wholesale changes that could destabilise the 

organisation, we adopted a phased approach:

Immediate adjustments for the most egregious pay equity issues

Gradual transition to the new framework over 18 months

Comprehensive communication strategy to explain the rationale and 

process

Phase 3: Measurement and Optimisation

We established clear success metrics and feedback loops to ensure the new 

system delivered intended outcomes whilst remaining flexible enough to 

evolve with the business.

Strategic Approach
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Competency-Based Pay Bands: Replaced arbitrary salary ranges 

with skills-based progression matrices that employees could 

understand and navigate independently.

Performance Multipliers: Introduced variable components tied to 

both individual contributions and company performance, making 

high performers' impact visible in their compensation.

Career Pathway Clarity: Created transparent promotion criteria and 

salary progression maps, enabling employees to see the financial 

rewards of career development.

Regular Calibration: Established quarterly reviews to ensure market 

competitiveness whilst maintaining internal equity.
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Results and Impact
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The transformation delivered measurable 

improvements across all key metrics:

Retention Transformation

40% reduction in voluntary turnover amongst 

top performers

65% decrease in exit interviews citing 

compensation concerns

28% improvement in employee satisfaction 

scores related to reward fairness

Performance Enhancement

Top performers reported significantly higher 

clarity on reward rationale

25% increase in internal promotions as career 

pathways became transparent

Enhanced ability to attract senior talent due to 

credible reward proposition

Organisational Benefits

Leadership team gained confidence in 

compensation decisions through data-driven 

framework

Reduced time spent on ad-hoc salary 

negotiations and grievances

Stronger foundation for continued scaling 

without compensation-related talent risks
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Conclusion
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Client Perspective

As the Head of Reward reflected: 

"For the first time, our top 

performers actually understand why 

they're being rewarded. What 

seemed like an impossible balance 

between being fair and staying 

competitive suddenly made sense."

The transformation enabled the 

organisation to maintain its 

aggressive growth trajectory whilst 

building a sustainable talent 

retention strategy—proving that 

transparent, performance-aligned 

compensation systems can 

simultaneously serve business 

objectives and employee satisfaction.

This case demonstrates that compensation challenges in high-growth environments 

stem not from budget constraints but from structural design flaws. Through 

systematic analysis and strategic redesign, organisations can create reward systems 

that enhance rather than hinder their scaling ambitions, turning compensation from 

a retention liability into a competitive advantage.
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