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Measurement, Customer standards survey. This rotation will continueindefinitely and
will allow the Bureau t@lways havecurrent measures
of customer satisfaction.

1. INTRODUCTION o

Each organizatiorcollects measures for onmmonth
The Bureau otabor Statistics (BLS) serves a variety which can beused to determine which dimension of
of customers -- academic institutioise media, other customer satisfaction needs improving. These
government agencies, private companies, privateneasurements can be further enhancecadsecting
citizens, just to name dew -- both directly and additional, more robustlata fromtheir information
indirectly. While the satisfaction of all these customerglissemination process. For examplesuppose
is important to us, our direct customdrecause of our promptness of response is a problem indicated by the
on-going contact with them, are a muadhore survey. The organizationmay collectdata on the
accessible source of meaningful dialog on the subject déngth of time it takes to answer information requests.
customer satisfaction. These direct customers includéhese process measuremeata areused to improve
people on oumailing lists,those who accessur data the disseminationprocess. The six-month “rest
electronically,and those who makeersonal requests period” gives the organizations time to make
to us. It is the satisfactiodevel of customers improvementsand thenmeasure thesffects of those
requesting information either by telephone or rtat  improvements.
we are measuring with thBLS Customer Service
Survey. This paper willdescribe various aspects of the
survey, provide a summary dfurvey results, and
discuss lessons learned and future steps.

The survey istransactiorbased irthatsurveysare sent

to a sample of customers who requésgiormation
during thesurveymonth. This desigprovidessurvey
responseghat areclosely linked (within 3 business
The BLS Customer Service Survey was developed tadays) tothe actualkervice deliverythus providing the
provide data to set goals, measamegdemonstrate the customer with a recent event to evaluate. The
effect of efforts to improvahe Bureau’s information customer doesot have to recall the transactioner a
dissemination servicesSurveymeasurements refer to long period of time. When information request
the manner in which wprovide information, not the responsesare mailed, thesurvey is deliveredwith
guality or appropriateness of the informatfmmovided. = mailed materials which truly links theurveywith the
The survey was alsaindertaken in response to the information request.

President’'s Executiv®©rder No. 12862, issued to all

federal agencies about setting customservice

standards. Thigxecutive order requires agencies to2. SURVEY DESIGN

surveytheir customers in order to determitige kind
and quality of services they wardnd theirlevel of
satisfaction with existing services.

An employedgeam designed, pretestethdrevised the
survey from Septembdr993 throughSeptember 1994.
The team consisted of peoplewith expertise in
information dissemination, questionnaire development,
procedures developmerand systemsanalysis. The
survey actually consists ofwo formats, one for
This survey is continuous ithat each monttdifferent  telephone requestnd one for mailed requests. For
organizations within the Bureau armairveyingtheir  the remainder of this paper, these different formats will
customers. An organization participates for arenth  be referred to as the telephaheveyand mailsurvey,
and goes out of the survey for six months. In month respectively. Both surveyformats are conducted

1.1 Continuous, transaction-based feedback

* Any opinion S expressed ithis paper ar¢hose of the authand do notonstitute pO“C ofhe Bureau of.abor
Y
Statistics.



through the regular mail service. Tharvey forms are At the bottom of both surveys is areafor comments
one-page self-mailerghat are folded into thirds, or suggestions for improvement.

allowing for return mail without using areturn

envelope. The telephonesurvey consists of seven

questions, while the madurveyhasonly four. Each 2.2 Rating scales

survey contains an introductory note requesting th
customer’s participation, ensuriripe confidentiality
of the responsesnd providing a namendtelephone
number of a person to contact for questions an
comments.

A four-pointrating scale was selected for both surveys.
The generic ratings arezery poor, poor, good, and
ye good. Each of theseategoriehasbeen phrased
in a manner that pertains &ach specific question.
For example, theresponses tahe questionabout
promptness of response avery slow,somewhat slow,
fairly prompt,and prompt. Two of the questionfave

a “not applicable” response category since thestain
The surveys focus onthe most critical quality to explanationsand printed materialsrhich may not
dimensions of the disseminatigrocess. The broad  exist for each informatiotransaction. (Note: Question
customer serviceareas or dimensionselected for #3 on the telephonaurvey concerns frequency of
measurement werdetermined intwo ways. Several contact and has only three response categories.)
front-line employees were askethat dimensions their

customers thoughtereimportant to the dissemination

service. Then theoutput of therecently completed 2.3 Customer Identification

customer survey for the Employment and
Unemployment Statistics programss reviewed. In
thatsurvey,our customers indicated what thinpught
were the most important quality dimensions. The
following are the dimensions on whidboth sources

2.1 Survey Questions

Many mailed customedeedback surveysiake use of a
tear-off customer address portion to allow the
customer’s responses to be anonymoudsis survey
doesnot do so, thereforthe name an@ddress of the
surveyed customer is identified ¢me returnedsurvey.

agreed: While this design precludes anonymity of the
¢ Ease of access customer, it allows us to complete follow-up service
¢ Promptness of reply actionsthat aresometimes requested the comments
¢ Clarity of explanations portion of the returned surveys. Such follow-up actions
¢ Ease of understanding printed materials include requests for: additions tonailing lists,
frequently called telephone numbeemd additional

The BLS Customer Service telephoserveycontains
one question for each tiie abovequality dimensions
as well as a question tate thecustomer's overall
satisfaction. There is also a questiabou_t staff 5 4 Sample Design

courteousnessand one used to determine the

customer’s frequency of contact eanbnth. The first In order to balance the neéaor continuous customer
three questions refer to the Bureau aghale,and the  satisfaction measurementnd the burden on our
last four refer tothe individual information analyst customers and information analysts, a rotating
answering the inquiry. Asection headingfor the  participation schedulevas devised. Seven major
second set of questions statdsmt the "following offices inthe Bureau disseminate informatiomhese
questions refer to the information analyst answeringffices are divided into 41 smalleunits calledcost

yourinquiry" to help the responding custonfecus on ~ centers. Cost centeege thelowest level of service
the specific information request. delivery and are the unitdor which estimates of

. i , customer satisfaction are desired.
The mail survey contains a question to rate the

customer’s overall satisfaction withe process as well The cost centersre grouped into 7 sample panels of
as one question for each dfie following quality — Similar size. Each panel obst centerparticipates in

publications.

dimensions: surveyingtheir customers for onenonth. Thecost
centers mail surveys to customers who make
¢+ Promptness of reply information requests through theail or by telephone.
+ Clarity of explanations As stated earlier, the panelttsenout of thesurvey for
¢ Ease of understanding printed materials six monthsand participates again in month eight. At

the end of seven months, measurementfor all



information units in the Bureau are available. Data2.5 Survey process
aggregated at the Buredavel are availablefor a
continuous time period. Once units begin to
participate the second timeéhey will be able to 1. Surveyswill be mailed to a sample of our
compare their ratings between survey periods. information request customers.

Changes in the customer satisfactiatings will be
tracked at the cost center, office, and Bureau levels.

There are three objectives of the survey process:

2. Theprocess must be simple enough so as not
to interfere with customer service.
Due tothe low number of mailed information requests
we receivethe mail survey issent toevery customer
who makes arinformation request through the mail.
Surveysare sent to a sample of ogustomersthat
make requests for information by telephone. Onélhe survey is administered by theemployees who
advantage to a transaction-basedvey isthat we can answer the information requests. A mairvey form
survey our customers withouthaving to develop is included in all informatiorrequests initiated and
sampling frames. Sampling frame constructiaould  resolvedthrough the mail. Mailedequests which are
normally entail obtaining customer identification datanot eligible for mail surveys include:
(name andaddress) for_all customers biltis design
requires this informatiofor only those customers who
are sampled.

The cost must be kept to a minimum since this
surveywill be carried out continuously for an
indefinite period of time.

¢ Regular send-outs, such as monthly
publications from a regular subscriber list;

¢ Correspondence askingor mailing list

As stated earlier, the measurementijective is to o
changes or additions; and

produce estimates of customer satisfactiothatcost
center level. In order to achieve this objective, we need ¢ Correspondencehat is referred to another
to receive at least S5€eturnedsurveys foreachcost office or agency for response.

center. During the operations test, axperienced a
60% responsegate. Due to the varied number of
telephone requests received by each cester, several
sampling fractionsvere used to producthe desired
results. The sampling ratés Cycle | were based on

The process for telephone requests is more complex.
Eligible information requests adefined as telephone
calls that result in disseminating data bgiephone,
mail, or fax. Telephone calls which are radigible

estimates provided Hyie cost centers dhe number of Include:
information requests handled irtypical month. The ¢ Calls to update customer mailing lists;
sampling rates used during the first sample rotation are o .
given in Table 1. ¢ Calls that are transferred with irformation
provided;
. ¢ Callers requesting dathefore release time
Table 1: Cost Center Sampling Rates for Cycle | with no information provided; and
Number of Sampling Number of Expected ¢ Employees of the Bureau requesting
telephone rate surveys  number of information.
requests per sent surveys The process for eligible telephone requests requires
month returned each information analyst to maintairiog of incoming
Less than census 0-150 0-90 calls. Thelogsareused to keeprack of the sampling
150 pattern to select the proper telephone reqtmsthe
_ survey. Each incoming call is given a sequential
151-400 lin2 75-200 45-120 number to determine if it should be sampled. For
401-900 1in5 80-180 48-108 example, suppose the sampling rate is 1 in 5. Numbers
) 1,2,3, 4 and 5 arprovided orthe log. As the calls are
901-2000 1in10 90-200 54-120 received, numbers 1drecrossed-off. A specidilock
2000 or 1in 15 133 + 80 + for request number 5 is provided to capture needed
more information for the selected call.

At the end of the information request, the analyst tells
the customeaboutthe surveyandrequestgheir name
and mailingaddress. If the namand address have



already been provideduring the request, the analyst is additional person to sample thastomersand conduct
not required to tell the customebout the survey. the survey. To many ofour customers, involving
Should the customeefuse to providéhe information, another persorwould impede one otheir primary
the log entry ioded as aefusal. If an analyst ends a requirements: obtaining information quickly while
selected information request without obtaining thespeaking to thefewest number of people possible.
address information, the call @ded assuch on the Survey bias due tthe lack of customeginonymity will
log. be analyzed for elimination when the survey is revised.

Eachsurvey ispreprinted with a unique identifier or
control number which is marked on the log forfrhis
number is used to entedata and toverify data
accuracy. The analyst writes the cost center number a1 Cost center estimates
the surveyform. Once addressed by the information

analyst, thesurveysare mailed on adaily basis. satisfaction can be calculated is tt@st center level.

Sqrveys for gustomers vyhose requegtqwre Othef Separate estimates are madetlf@r telephonand mail
printed materials are mailed along with the materials;

. information requests. Within eacbost center, a
After a survey isprepared or marked as a refusal or

omission on the log, the sampling pattern is repeated simple random sample of information requests is
9 piing p P “drawn. In order to analyze the dda& each question,

At the end of thesurvey month, each information the responseategories were givegooint values of 1-4,
analyst prepares a summary sheet to document thwith the lowest category being a and the highest

process sdhat response informatiogan be tabulated being a 4. For each cas¢nter h, a mean rating,q.
for each cost center.

3. ESTIMATION METHODOLOGY

The lowest level atwhich estimates of customer

was calculated for each question g as:
Customers who respond tbe survey, send it back to
BLS in the mail. Upon receipt inthe Bureau, the

surveysare datedindreviewed for sufficientlata(cost B £ Yho
center and at least one valid entr{mployeeshames Yhg =
which may be mentioned ithe comments area are Mhq

blackened out to preservéhe anonymity of the
employee. The surveys are then keyed into a
processing system fdmbulation. Reports ofatings for question q in cost center h,
andcomments are availabtme month after theclose
of an organization’s participation in the survey.

where: Y, is the observed rating from survey i

nhq
entries for question g in cost center h.

is the number of surveys with valid

2.6 Survey bias

. . = 2 .. .
There areseveral sources of bias fhis survey. Three ~ The estimate of the variance §f,, S, is given by:
such sources are:

Nhq 5
¢ Analysts know who gets surveyed at service Z (yh G~ A q)
delivery point; this may affect service 2 _ 1=
delivery; Sho n, -1
q

¢ Analysts determine which customexse sent
surveys; therefore customers who received bad
service may not get a survey; and Ninety-five percent confidencatervals arecalculated

+  Customers know thegre notanonymous and for each question q in each cost center h as:

may temper their survey responses. o5, |_hq = th + 1gaghq_

These biaseareallowed to exist irthe system because

eliminating them would create an expensive and A t-distribution is used to calculate confidence
involved survey process.The administration of the INtervals based on fewer than 30 returned surveys.

survey bythe information analyst is perhaps tmest
difficult bias to overcome, as it wouldequire an



3.2 Office and Bureau level estimates

Cost centedata are aggregated intffice and Bureau
level estimates. Fooffice-level estimates, thecost
center estimates areombined using weightghat
represent thecost center's proportion othe total
number of information requests. Thaffice-level
weight for each cost center h in office f is equal to:

where: N, is the number of telephone or mail
requests received by cost center h,
N, is the number of telephone or mail

requests received by all cost centers in
office f.

Using the meamnd standardeviation formulas for a

4. RESULTS FROM CYCLE |
4.1 Staff feedback

Both employeesind managers hawbncerns about the
surveyduring Cycle I. Employeeconcerns centered
aroundtwo items. Some employees were fearfinat
the resultswould be used negativelggainst them.
Discussions aboutlata security eased these concerns
for all but thevery skeptical. Experienciasshown
that these employees’ fears were alleviated as the
survey was underway.

The ®cond concern aémployees wathat theresults
would not be usedfor improving the information
dissemination process but to makenployees work
harder ojjust as a nice report to put on the shelf. The
Bureau culture is to us#ata to make changesd to
do so involving teams afmployees. Working within
that culture with a structured approach
constructively utilizethe survey results shouldease
some ofthe concerns. One such example is an

to

stratified sample, the point estimate of the mearfMPloyee team chartered to investigate customer

customer satisfaction rating for question dOffice f is
calculated using the following formula:

H
yfq = Zl vah%q

where: H is the number of cost centers in office
f.

dissatisfaction with being transferred several times
during one telephone inquiry.

The concern of managers centered onréhevancy of

the survey. The CustomerService Survey measures
our information dissemination service. As stated
earlier, survey measurements refer to thmeanner in
which we provide information, nothe quality or
appropriateness of the information providedihis is

the first time customer satisfaction measuf@s the
guality of the service delivery have been separated from

The estimate of the variance of the mean for question g5t of thequality of the products Historically in the

in office f is calculated as:

SZ(qu): iniSﬁq - S thiq .

= N N,

hg =1

Estimates are calculatddr the Bureau as whole by
applying the same formulations as tloffice-level
estimates. Allcost centers ithe Bureau areised in
the summations at thievel. The weightsused are
calculated as:

N
o =N

where: N, is the number of telephone or mail
requests received by cost center h,
N is the number of telephone or mail

requests received by all cost centers in th
Bureau.

Bureau, when customers have been asked it
think about our products and services, they are asked to
assess a specific BUgoduct in general termsather
than based on one specific encountertm@nsaction.
Pastsurveyshave also occurred much less frequently.
Surveys of customerwhich ask a whole wealth of
information, such as are we producing dgtar can
use, have been done no more frequetiiign once
every 5-10 years.

In response to theelevancy concern, it was decided
that measures of satisfaction with dat@ccuracy,
timeliness, and appropriateness should still be collected
at thespecificprogram level, nofor the Bureau as a
whole. We recommend that the BLS prograteselop
their own customer satisfaction measuremsydatems

for program product quality. The union périodic
customer satisfaction measuremef@gery two to four
years) of BLSproductsand thiscontinuous Bureau-
eWide service delivery satisfaction surveyill show



changes in customer service satisfaction on an onlAe can make improvements in our dissemination

going basis.

4.2 Input data quality

The initial counts of information requests whigkere
used to determine sampling rate®re provided by
individual cost centers.
estimatesthat were overstatements ofie number of
eligible requests. This was due inpart because they
did not have counts to match our definitions of
eligibility. Since the sampling ratese based on the
volume of information requests, thi®verstatement
resulted in lowersampling rates being used. The
ultimate resultwas that an insufficient number of
surveys wereent out. Therefore, for mosost centers,
the estimatesnay be weak.Sampling ratesor Cycle

Il will be based orthe number of eligible information
requests received by each cosnter inCycle I. In
most cost centers, the sampling rate will double.

4.3 Data Results

For the telephone portion of theurvey, mostcost
centers received less than 40 responses. Due to the |
number of requests weceiveandanswer through the
mail, most costenter estimates fahe mailsurvey are
based on fewer than 10 responses.

Table 2 provides mearsnd confidence intervals for
each question at theost center, office, and Bureau
levels for the telephone information requests.
Corresponding data amrovided formail requests in
Table 3. Also includedre samplesizesandresponse
rates.

process by focusing othe improvementsuggestions
and celebratethe aspects of our service delivetizat
are highlighted in the positive comments.

5. LESSONS LEARNED

Most cost centers provideds.1 Survey testing

We conducted a month-long pretesttod surveyprior
to final printing and implementation. Due to the
significant discoveries founduring the pretest, we
learned the importance of testing.

During the test wediscovered that our response
category labels caused some customers to check the
wrong rating. It appeaithat thiswas due tdhe use of
the word “very” on extreme ratings (very paordvery
good) for everyquestion. We estimatdatiat 6% of the
respondents mistooKvery dissatisfied” for “very
satisfied” as the response to the first quesfmrerall
satisfaction). Thiserroneous codingluring thetest
was detected by questionnairesith conflicting
answers on the remaininguestionsand comments
which enforcedthe positive ratings. Theresponse
category labels werechanged so that thefirst

ow

guestion’s“very poor” category is labeled “not at all
pleased”, and no instance of apparent erroneodsg
has occurred in implementation.

Our testuncovered other problems with our mail-out
and return maiprocesses.The culpritwasthe larger
than standardsize test survey. This required extra
postage and additional time andeffort in our
mailroom. Extraprocessing timavas also needed in
the postoffice due to thdarger size. Reduction in the
size and correction of thereturn mailing address

Perhaps the most enlightening information from theshortened the length of time from mailing thevey to

surveys are the customer comments. Table 4
summarizes thebreakdown ofthe nature of the
comments.

Table 4: Summary of Customer Comments

Telephone Mail

Survey  Survey
Total Number of Surveys 1197 150
Percentage with Comments 42% 54%
Percentage of comments 60% 53%
which are positive
Percentage of comments with 33% 32%

improvement suggestions

receiving the responses. These alterations also cut
costs becauseghe surveys could bemailed with
standard postage.

5.2 Survey results

Lessonslearned during the actual operation of the
survey focus orthe results. Overall, 96% of Bureau
customersare “satisfied” or “very satisfied” with the
service they receive. It is difficult to make Bureau
employees see the value of improving their service with
ratings such as these. Iteégen more difficult to enlist
their participatiorfor the nextcyclewhen there hasn't
been any systemichanges in therocess sinc€ycle |
ended. The theory that theresults will be a repeat of
Cycle I. While this may be true, the goal of a



continuous survey is to see how we serve our customecsistomers, will provide us with needéegedback to

overtime. Continuougprocess measurese thebest improve the productsand services ofthe Bureau.

way to seewhether small incremental improvements Through theuse of this information byemployee-

have occurred in the service delivery process. driven work improvement teamdghe Bureauwill
continue to serve our customers well.

6. NEXT STEPS

As stated earlier, whad originally scheduledll cost 8. REFERENCES
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The results of our analysis are to continue with the
survey on anannual basis. Eachcost center will
participate for onenonth eaclyearandwill be able to
compare the results to those of tivevious year. The
estimate of the number of informatiorequests
received by each cosenter forthis survey rotation
will be based orCycle Iresults. Cycle Il will begin in
October 1995 and end in May 1996.

As a result of the feedback obtained in this survey, BLS
is beginningtwo improvement projects. One will
review our automated telephone messagstems for
ease-of-use bpur customers. The oth@roject will
involve benchmarking best-in-business practices for
telephone answering. This team will particuladgk

into call routing; a suggestion raised kseveral
customers on their returned surveys.

Currently thesurvey onlytargets telephonand mail
requests but therare future plans towiden the
universe to include Internet, recorded information
messagesand fax-on-demand systems. Aimilar
survey has also been included in major BLS
publications. By includingall of these customer
groups in our customer service measures, we will
obtain theviews of alarge portion of our direct
customer base.

7. CONCLUSION

The executive order which providethe impetus to
conduct this survey has been renewed with an
emphasis on repeatedly measuring custoriews.
The BLS Customer Service Survey, in conjunction
with program specific surveysand dialogs with our



