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Serving the public, stakeholders, and partners is nothing
new to those working in the public sector. We communi-
cate with them and listen to their ideas as part of our
everyday business. What is new to many is the term “cus-
tomer”. Yet, we all have customers, including one another.

Our customer base is very large and varied, so it is neces-
sary to use every opportunity to hear the voices of our
customers. We hold forums, workshops, conferences,
training sessions and meetings of all sizes. We use infor-
mal sessions, focus groups, surveys, comment cards,
internet feedback screens, and more, to hear what cus-
tomers think of our services. Speakers invite questions
following their remarks. Hotlines and counter services
seek customer comments.

How To Conduct Customer Service Surveysis designed
to help public-sector organizations decide whether and
how to gather customer feedback. All of us have a need
to hear how we are doing. Gathering feedback may take
only a minute or two of listening to an unsolicited com-
ment or it may require an extensive customer survey. This
manual provides an array of techniques to help you seek
and use information that you hear from your customers.
The results of the surveys will enable you to improve proc-
esses, products and services in ways that customers will
recognize and appreciate.

How This Manual Was Developed

This manual is based on a document called Howto Con-
duct Customer Surveys prepared by the Ontario Public
Service Restructuring Secretariat, which in turn was based
on a document called Hearing the \Voice of the Customer
prepared by the U.S. Environmental Protection Agency
(EPA). The Government of Ontario and the EPA have gra-
ciously allowed us to tailor the document for use by the
ICCS.

It also contains a client satisfaction survey tool that was
originally developed for the Citizens Centred Service Net-
work and published by the Canadian Centre for Manage-
ment Development. Called the Common Measurements
Tool (CMT), it contains a set of core questions and pro-
vides a consistent measurement system for surveys con-
ducted by the public service. The CMT is currently sup-
ported by the ICCS.

I nstitute for Citizen-Centred Service
December 2001




O

O

O

Manual



Genera enquiriesregarding
How to Conduct Customer Surveys
should bedirected to:

Institute for Citizen-Centred Service
1075 Bay Street

Suite 401

Toronto, Ontario

M5S 2B1

E-mail: info@iccs-isac.org
Internet: www.iccs-isac.org

Howto Conduct Customer Surveyswas published with permission by the Government of Ontario based on a document
called Howto Conduct Customer Surveys, and by the U.S. Environmental Protection Agency based on a document called
Hearing the Voice of the Customer. A client satisfaction survey tool contained in the manual was originally developed and
published by the Canadian Centre for Management Development.

Published by the Institute for Citizen-Centred Service, 2001
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Executive Summary

About this Manual

The manual provides information about collecting and receiving feedback from
customers. Using it will improve your organizations's ability to effectively col-
lect, receive, and use feedback from customers, both whether the service is
directly delivered by your organization or through a partnership. Thismanual is
about getting the customer-generated information you need quickly and at arela-
tively modest cost. It will also enable you to conduct customer feedback with
lesslabour intensity, trouble, and personal concern.

Why Survey Your Customers?

How many times have you discovered you were missing
a critical piece of information preventing you from:

* Figuring out how service-delivery could beimproved?

* Understanding why customers didn’t seem satisfied?

» Answering aninquiry about your program’s accomplishments or weak spots?

» Making a strong case for continuing the program?

» Being sure you made the right decision about which action would make the
most significant program improvement?

You may have missed an opportunity because you lacked timely and reliable
information. Armed with the right information, you could have made more in-
formed decisions, eliminated abottleneck, understood your customers' problems,
documented your resource requirements, or known which changes would pro-
duce the biggest payoff.

Feedback—which refers to input on needs, expectations, and experiences—
from customers enables you to measure whether the government is increasing
itsability to satisfy customers. The bottom lineisthat finding out what customers
think about what you do and how you do it will help makeimprovementsinyour
products and services, the kinds of changes customerswill notice and value.




The Common Measurements Tool

Themanual a so containsanew client satisfaction sur-
vey tool that is supported by the Institute for Citizen-
Centred Service (ICCS). The Common Measurements
Tool (CMT) isaclient survey tool that offers a set of
commonly used survey items and a consistent meas-
urement system for public service organizations.

Its objectivesareto:

» provide aready-madetool for public service
organizations

* enablelike-organizationsto compare results

» facilitate the sharing of information gained and
lessons |earned between organizations

» enableorganizationsto build internal benchmarks

Public-sector organizations can usethe CMT asatem-
platein designing asurvey for their specific objectives
and services. It measures customer/client satisfaction
with a particular service using 5 elements of the serv-
ice experience on 5 dimensiong/ areas of service. Ad-
ditional questions can be customized asneeded. Once
customized and implemented, it will allow public-sec-
tor organizations to compare results with each other if
they wish, and to measure progress over time.

The CMT isin Appendix A at the back of the manual.

How is the Manual Organized?

Themanua movesthrough afive-step model which can be successfully applied for obtaining customer feedback
inanumber of ways (such assurveysand focus groups). It contains checkliststo help you organize and facilitate
your customer feedback projects.

The manual provides an overview of what you will have to know and do. At the end are several Factsheets that
provide additional in-depth help. They are referenced throughout the text.



Five Steps to i i
ps to improving customer satisfaction systematicall
y

Plan

Consider organization’s readiness t0 receive
customer fee back
Establish purpose of collecting feedback
. objectives
. how feedback will be used and
who will use it
Set core guestions
Determine schedule of asking customers for
feedback
Define your customers

Considerations are
collection

For focus groups consider: logistics, Use of qualified
moderator (S), how to ensure information is adequately
captured

For mail surveys consider: how t0 establish processes for
tracking responses: develop data base to capturé
information; follow up to ensure questionnaires are
answered (good communications with respondents can
help improve response rates)

For phone surveys consider the need to: train interviewers
on packground, SCOPe and answers t0 frequently asked
guestions on the survey; ensure quality control proce-
dures re delivery of survey

For an internet survey. ensure respondents have access
to internet; confidentiality of responses may pe an issueé
to be managed

Set improvement targets
Develop and implement action plans to:
improve/enhance services
reward staff and customers

Share results with staff and customers
. written documentation/brieﬁngs

Construct

Decide data collection procedures (focus
groups, kiosk, telephone, mail surveys)
Determine sample sizé (using external expert if
needed)

Develop questions

. CMT core guestions

. su lemental guestions

Pre-test questionnaire

Analyze

Analysts may want to:
collapse data into a smaller number

s
use graphs, pie charts, O other ways of visually

S
Use subgroup analysis 10 determine whether a
specific demographic o user group has re-
sponded in a particular way
Consider adequacy of findings
sample size, response rate, objectivity of
questions can all affect adequacy of findings
compare With previous survey results
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A note about conducting customer feedback activities

The purpose of this manual is to help conduct customer feedback activities in a systematic, scien-
tific manner. The principles and practices in this document are sound, but there are many other
informal ways to listen to your customers. Some of them may provide you with more valuable
information than you will ever get from a statistically solid formal survey.

The most obvious way to get feedback is to talk to your customers. It may be a casual
conversation while you are providing a service or product, attending a meeting, or sharing informa-
tion. You might find valuable feedback in a complaint that provides good information about what
needs fixing. You may hear a small or large suggestion about how to make things easier for the
customer or the government.

11



Glossary of Terms

Common M easurementsTool (CMT)

A client survey tool which offers a set of commonly
used survey items and a consistent measurement sys-
tem for public service organizations.

Customer
Someone who relies on an organization for a product
or service.

Sakeholder

Someone with an interest in an organization's work
and policies, interactswith the organization on behalf
of another person or group, or who influences the or-
ganization’sdirection.

Client
Someone with a dependent relationship on an organi-
zation (e.g. transfer payment agency).

Judgement Sample
Conscious selection of customers to contact from an
entire group of customers.

Probability Sample
Random selection of customers selected from an en-
tire group of customers.

SampleSize
Number of customers selected to participatein asurvey.

Skip Pattern

Direction in a survey which indicates that, where the
respondent gives X answer to aquestion, the surveyor
isto skip specific questionsthat follow it.

Branching
Direction in asurvey which indicatesthat an answer X
to aquestion leads to a series of subsequent questions.

AnalysisPlan

A tool for organizing the data which specifies how the
organization will analyzethe survey responsesto deliver
products.

Dependent Variable
Degree of customer satisfaction with a specific product.

Independent Variable

Information which explainsdifferencesin responses (e.g.
different types of customers, differencesin servicesre-
ceived).

CensusApproach

Every customer is selected to participate in survey.
(Usually used when the total number of customersis
relatively small).

Sampling Error
The relationship between sample size and accuracy
of findings.

Confidencelnterval

Specifies the range of values within which the true
measure is found. Typically, survey resultsrely on a95
percent confidence interval, but lower levelsare
acceptable.

Unit of Analysis

What is being studied; in customer feedback surveys,
theunit of analysisisgenerally theindividual person
served; when continuous feedback methods are used,
the unit of analysisisgeneraly, theindividual customer
transaction.

12



1 Plan

Plan

PLAN THE CUSTOMER FEEDBACK PROJECT |

Who Should Conduct
a Customer Feedback Initiative?

Customer feedback isva uablefor everyone, and everyone
can easily ask hisor her customersfor direct feedback
about their needs and how things are going. In fact,
staff and managers have many opportunities to inter-
act with customers. Among the most common areface-
to-face discussions, telephone calls, meetingsand other
events, and written correspondence. You can find per-
spectives containing feedback in newd etters and other
information materials, videos, web site messages or
electronic mail, newspapers, radio and television talk
shows, and news. Many customer interactions provide
animmediate opportunity to hear from customers about
how well the government is meeting their needs.

If you wish to track and analyze customer feedback
over time, organizing your effortsisimportant. A criti-
cal question to ask yoursdlf is whether you, astheini-
tiator of acustomer service measurement project, have
the ability to act on the data yourself, or whether oth-
erswill be critical to the process. For a unit or branch

to seek feedback, the decision to proceed may be made
within the group. For larger, more complex, more re-
source-intensive customer studies that have broader
impact, more coordination may be needed at higher lev-
elsof the organization.

If other staff or managerswill beinvolved or affected,
you should includethem in the planning stages as early
aspossible. It isimportant that al interested or poten-
tially affected individual s support the decisionto obtain
feedback and are willing and able to act on the feed-
back they receive. They may have very constructive
ideas about the research objectives and methodol ogy.
Work things out early so that you can be responsive
and act on the feedback you get. Front-end coordina-
tion can avoid potential roadblocks such asextrawork
that may develop from customer suggestions, concern
about possible negative reactionsto customer criticisms,
or unrealistic customer expectations about the organi-
zation'scapabilities.

How Ready is Your Organization for Customer Feedback?

Asyou begin to plan customer feedback activities, consider how ready your organization isfor customer

feedback by asking these questions:

» Do employees know why the organization has decided to get customer feedback?

» Do staff and managers intend to act on the customer feedback?

* |severyone committed to taking action based on customers' input?

» Have staff participated in defining the need for customer feedback and in identifying the approaches to use

for obtaining customer feedback?

» Have managers, employees, and other users of customer feedback information expressed their needs,

issues, concerns, and objectives?

» Arethere any barriers—such as concerns about change, extrawork, and adverse findings—to using

customer feedback successfully?

+ |If there are barriers, have methods been identified to overcome them?

13



If you answered “yes,” to these questions, your or- feedback activities. Instead, understand that you will prob-
ganization is clearly ready for customer feedback. If ably face some challengesin getting the work done and
you answered “no” to some questions, you might con-  assuring customers that your organization is committed
sider what you can do to prepare your organizationto to implementing the changes they may want. You may
obtain and use customer feedback. Simply put, themore haveto start slowly, collecting and documenting unsolic-
ready your organization isfor customer feedback, the ited feedback and taking advantage of informal opportu-
more meaningful and successful the activity will be, nitiesto gather customer input. You can make some posi-
whichin turn meansthat policiesand programswill be  tive changes based on that feedback, and build acasefor
moreresponsiveto customers' needsand preferences.  performing broader and moreformal information collec-
tion to verify and expand the anecdotal information you
If your organizationisnot fully ready for customer feed- gathered.
back, you should not necessarily halt your customer

Establish the Purposes of Customer Feedback

Define the feedback objectives > To inform planning, decision making, and
* What do you want to accomplish with this resource allocation?

feedback? > To reward, recognize, or compensate
* Why are you conducting this feedback employees

activity? > To help validate standards, specifications,

and measures

Determine how the findings will be used
* What will you do with the findings? Determine who will use the findings
« WII they be used: * Who else is interested in the findings?
> As a key business performance indicator? * How much time are they able to give to learning
> To revise, correct, or improve a process? about the findings?
> To identify customer needs and expectations * How would they prefer to learn about the findings —
> As a management tool for customer in briefings, written reports, graphs, action plans?

relationships?

What Kinds of Customer Feedback are Already Occurring?

Before beginning any customer feedback activity, check within your organization to see what has happened
recently. The Institute for Citizen-Centred Service is developing arepository of survey results. Thiswill enable
you to seeif other jurisdictions collected the same or similar information that you can use to avoid unnecessary
duplication and compare or benchmark your results.

What are the Core Questions to Ask for Customer Feedback?

It isimportant to have some core questionsthat are always used in obtaining customer feedback. Core questions
ask customers about the service delivery elements that are most important to them, such as how much time it
took to be served, whether staff were courteous and helpful, and how convenient the facilities were.

The following pages contain the core questions that all customer feedback surveys should include.

14



SERVICE QUALITY
DRIVER

Commom Measurements Tool® Core Questions

RESPONSE SCALE

CMT LOCATION

Timeliness 1. Time required to deliver the service/ How satisfied were ~ How important is this | Section 1 -item A
product you with this aspect  aspect of our service/
of our service/ product to you?
product?
1 - Very Dissatisfied 1 - Very Unimportant
2 - Dissatisfied 2 - Unimportant
3 - Neutral 3 - Neutral
4 - Satisfied 4 - Important
5 - Very Satisfied 5 - Very Important
N/A - Not Applicable  N/A - Not Applicable
Knowledge, 2. Service staff were competent How satisfied were How important is this Section 1 - itemJ
Competence you with this aspect  aspect of our service/
of our service/ product to you?
product?
1 - Very Dissatisfied 1 - Very Unimportant
2 - Dissatisfied 2 - Unimportant
3 - Neutral 3 - Neutral
4 - Satisfied 4 - Important
5 - Very Satisfied 5 - Very Important
N/A - Not Applicable ~ N/A - Not Applicable
Courtesy, 3. Service staff were courteous How satisfied were  How important is this | Section 1 -item G
Comfort you with this aspect  aspect of our service/
of our service/ product to you?
product?
1 - Very Dissatisfied 1 - Very Unimportant
2 - Dissatisfied 2 - Unimportant
3 - Neutral 3 - Neutral
4 - Satisfied 4 - Important
5 - Very Satisfied 5 - Very Important
N/A - Not Applicable ~ N/A - Not Applicable
Fair 4. The service was provided in a fair How satisfied were How important is this Section 1 - item E
Treatment and equitable manner you with this aspect  aspect of our service/
of our service/ product to you?
product?
1 - Very Dissatisfied 1 - Very Unimportant
2 - Dissatisfied 2 - Unimportant
3 - Neutral 3 - Neutral
4 - Satisfied 4 - Important
5 - Very Satisfied 5 - Very Important
N/A - Not Applicable ~ N/A - Not Applicable
Outcome 5. In the end, did you get what you a-YES Section 1 -item 11
needed from our organization? b-NO
¢ - | got part of what | needed
Access 6. Overall, how satisfied were you with 1 - Very Dissatisfied Section 2 - item K
the accessibility of the service/ 2 - Dissatisfied
product? 3 - Neutral
4 - Satisfied
5 - Very Satisfied
N/A - Not Applicable
Information 7. Il was informed of everything | had to do in How satisfied were How important is this | Section 3 - item K

order to get the service/product

© Canadian Centre for Management Development
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you with this aspect
of our service/
product?

aspect of our service/
product to you?

5 - Very Satisfied
N/A - Not Applicable

- Very Important
/A - Not Applicable

1 - Very Dissatisfied 1 - Very Unimportant
2 - Dissatisfied 2 - Unimportant
3 - Neutral 3 - Neutral
4 - Satisfied 4 - Important
5
N




SERVIGEQUALITY | |TEM RESPONSE SCALE CMT LOCATION
Overall 8. Overall, how satisfied were you with this 1 - Very Dissatisfied Section 5 - item 6D
Satisfaction service/product? 2 - Dissatisfied
Rating 3 - Neutral

4 - Satisfied
5 - Very Satisfied
N/A - Not Applicable
Cost 9. Overall, how satisfied were you with the - Very Dissatisfied Section 4 - item F

costing of the service/product you received?

1

2 - Dissatisfied

3 - Neutral

4 - Satisfied

5 - Very Satisfied
N/A - Not Applicable

How Often Should You Ask Customers for Feedbacks?

Many organizationsfind it useful to contact their customers once ayear to get an overall measure of satisfaction.
Other types of feedback, such asfollow-up telephone calls or comment cards, provideimmediate information at
the point of contact with customers. When organi zations need targeted customer information, somefind it useful

to conduct multiple studies each year.

Asarule, you do not want to overburden your cus-
tomers, so take care to:

« Avoid feedback activitiesthat duplicate work al-
ready conducted

e Organize customer feedback projects to avoid
contacting the same customer repeatedly

e Seek consent from customers to participate in
feedback projects, especially thosethat arelengthy
or where customers have been contacted previ-
oudy.

So, there is no standard answer to the question
about how often to ask for feedback. The frequency
of customer feedback will depend on several
factors:

«  Werethefindings of previous customer feedback
studies positive or negative? If action was taken
inresponseto concernscustomersraised, hasthere
been enough time to see whether those actions
have been effective in improving customer satis-
faction?

Considering the issug(s) involved in the feedback
activity, how often does it make sense to ask cus-
tomers opinions?

Can you distinguish annual versus ongoing informa-
tion needs and obtain feedback accordingly?

Is there a way to match feedback with customer
transactions? Can you ask customers at the end of a
call if theinformation provided was useful ? Isthere
any follow-up with them later to see if they used
the product provided?

Has somecritical event occurred for which customer
feedback would be important? (e.g., wasthe office
reorganized to speed customer service or product

delivery?)
Are any changes in programs anticipated that call

for surveying customers both before and after the
change?

16



How Long Should Feedback Activity Take?

Obviously, many variables can affect the time it takes to complete a feedback effort. A few of these variables
might include the type and method of feedback selected, the number of respondents, and the time it takes those
responsible for the survey project to plan and act on theresults. It islikely that many individuals, including the
customer, will have expectations about how long the effort will last, and when results may become available.
Therefore, it isimportant to carefully plan the schedule of afeedback effort. Below isan example of atimetable
for a feedback survey.

Customer Feedback Survey—project timetable
DELIVERABLE TIME FRAME

Project Planning and Design Weeks 1-3 (2-3 meetings)

Design Survey Instrument

Focus groups Weeks 4-5*
Internal draft of questionnaire Week 6

1st draft to survey team Week 7*
Markup meeting Week 7*
2nd draft to survey team Week 8*
Revised draft to survey team Week 9*
Final version sent for approval Week 10*
Final approval Week 12*
Data Collection

Field Testing Week 13
Revisions Week 14
Phoning Weeks 14-16
Analysis and Report

Analysis Weeks 17-21
Report Week 21
Briefing charts Week 23
Process Improvement Workshops

Coordinating committee Week 23
Executive sponsor/committee Week 24
Notes to coordinating committee Week 25
Notes to executive sponsor/committee Week 26

Performance Standards and Process
Improvement Implementation
Improvement teams Week 29

* | f you use the Common Measurement Tool for a paper or electronic survey, you can collapse
these stepsinto a week or two since the questions are already designed and tested for you.

17



Who Are Your Customers and What Services
and Products Do You Supply Them?

A customer is someone who relies directly on aprovider for a product or service. Customers are defined based
on the service or product they receive. They:

» Haveadirect relationship with your organization, or through interactions with
a contractor who represents you

* Receive one or more services or products

» Rely onyour organization for a product or for specialized expertise

» Aredirectly affected by your organization’s actions

* May receive financial assistance, such as grants or subsidies

* Include colleagues as internal customers. Relationships and transactions
among colleagues are essential for delivering consistent, excellent service to
external customers.

Sakeholders areindividuals whose primary relation-  Feedback from stakeholders and clients is also neces-
ship with your organizationis characterized by having  sary and valuable for specific activities of your organi-
aninterest in itswork and policies; they may interact  zation. However, it isimportant to know when theindi-
with your organization for another person or group; or  vidual whoisgiving feedback istrying to influence your
they influence your organization’sfuturedirection (in-  decisions or is very dependent upon your organization
cluding financial resources). and maintaining goodwill inyour relationship.

Clients are individuals and organizations with ade- Before beginning a customer feedback project, itisim-

pendent relationship on your organization. portant to be clear about which customers and which
products and services are the focus.

Most customer feedback focuses on direct service

recipients. For example, the Common Measurements

Tool is designed to get feedback from internal and

external direct service customers.

Why Establish Quality Control Procedures in
Customer Feedback Activities?

Developing and applying good internal control proce-
dures is a sound business practice and helps assure
thequality, rdliability, and integrity of information used
for decision making. The standards and techniques of
quality control should apply to datacollection, admin-
istration of datacollection activities, analysis, and re-
porting of results from customer feedback. LEWIS CARROLL YOGI BERRA

“If you Don’t care “If you don’t know
where you’re going, where you’re going, you
then it does not matter won’t know when you
which way you go.” get there”

18



Controlsvary and may be assimpleasmerely limiting

access to raw, customer-specific data; separating the “Before we start talking, let us
datacollection, administrative, and presentation duties decide what we are talking about.
from those who have to act on the results; or as thor- SOCRATES

ough as performing independent quality assurance re-
views. The purpose of internal controls isto provide
reasonable assurance that the objectives of customer
feedback will be accomplished in areliable and cost-
effective way.

Protection of Privacy

Most jurisdictions have privacy lawsto protect personally-identifiable information held by public-sector organiza-
tions. Personally-identifiableinformation can include, but is not limited to name, address, sex, age, education,
medical or employment history. Complex legal rules protect thistype of information. Do not collect, personally-
identifiableinformation unlessit isabsolutely necessary. If you must work with personally-identifiableinforma-
tion, contact your Freedom of Information (FOI) coordinator or equivalent as soon as you can to avoid contra-
vention of legidlation.

Getting Approval to Proceed with Customer Feedback

You will probably need approval to proceed with your customer feedback survey. Make sure you know the
approval process within your organization, and develop a written plan to submit for the necessary approvals
before you proceed.

DEVELOP AWRITTEN PLAN FOR THE -

> P ANchecklist
> See what feedback you already have
> Decide which questions to add to the core questions
> Decide frequency for customer feedback
> Define the target customer population
> |dentify services supplied to customers
> Establish purposes of customer feedback
> Decide whether to do the activity or contract out
> Determine resources needed
> Obtain approvals to proceed

19



2 Construct

Data Collection
Procedures

( Construct

I.""

Deciding on the Best Approach for

Assessing Customer Satisfaction

Thereisno one best approach for assessing customer
satisfaction. What will work best for any particular
organization will depend on the kind of product or
service provided, the kinds of customers served, how
many customers are served, the longevity and fre-
quency of customer/service provider interactions, and
what you intend to do with the results. Two very dif-
ferent approaches produce equally meaningful and
useful findings:

»  Continuous assessment methods—M ethodsto ob-
tain feedback from theindividual customer at the
time of product or servicedelivery (or shortly af -
terwards).

This manual focuses on methods for obtaining cus-
tomer feedback periodically, but itisvery important to
remember that you can adopt continuous assessment
asastandard method for obtaining customer satisfac-
tion information. Some ways to include continuous
assessment in your work include:

« Inserting afeedback card in every copy (or every
nth copy) of a published report sent out

e Making afollow-up phonecall to every customer
(or to every fifth, or twelfth, or nth customer)
within one or two days of interacting with that
customer.

The information you obtain from continuous assess-
ment can provide valuable and timely insight into the
experiences your customers have had with your or-
ganization.

» Periodic survey approaches—Methods that obtain
feedback from groups of customers at periodic in-
tervals after service or product delivery. They pro-
vide an occasional snapshot of customer experiences
and expectations.

Understanding customers’ expectations and satisfaction
requires multipleinputsfrom customers. It islike peeling
away layers of an onion—each layer reveals yet an-
other deeper layer, closer to the core. Both methods are
helpful in obtaining customer feedback for assessing
overall accomplishments, degree of success, and areas
for improvement.

Deciding on the
Data Collection Method

Before considering systematic methods for collecting
data, remember that informal methods for obtaining in-
formation from customers clearly produce information
that is valuable. Everyone needs to recognize and use
these everyday opportunitiesfor customer feedback. Use
thisinformation to complement the more systematic forms
of gathering feedback discussed here.

Many formal methods can be used to collect customer
feedback data. Methods frequently used to gather cus-
tomer feedback include focus groups, a mail-back post-
card that isincluded among materials sent to customers,
amail survey, electronic kiosk, atel ephone survey, apub-
lication evaluation form included at the back of every
copy, and aprinted or in-person survey (which might in-
clude computer-assisted personal interviewsor aninter-
cept survey where you ask every nth customer attend-
ing afunction or visiting afacility to participate). Elec-
tronic mail and Web based surveys will become an in-
creasingly important meansfor collecting customer feed-
back as more people gain access to the Internet.

20



When you decide which method to use, you should
consider severa factors, such asthe typesand humber
of questions to ask. The decision will also be affected
by available resources to gather customer feedback,
how fast decision-makers need the information, and
how representative the findings have to be. The re-
sponse rate—the number of customers who actually
answer questions divided by the number contacted for
information—is also an important consideration be-
cause it will affect the way you can use findings. A
summary of different methods appearsin the table on
the next page.

When sel ecting amethod for obtaining customer feed-
back, recognize that you need different kinds of infor-
mation for different methods of obtaining customer feed-
back. If, for example, you choose a mail or phone sur-
vey, you will need an accurate name, address, and/or
telephone number. At times it may also be critical to
know which programsor servicesthe customer sought
or received, aswell as demographic information.

Note that several different practices can affect the
ratings of various data collection methods:

»  Focusgroups, telephone, and in-person surveysre-
quiretrained staff to conduct proper interviewsand
prevent interviewer bias.

»  Focusgroups, telephone, and in-person surveyspro-
vide the opportunity to show through direct per-
sonal contact that your organi zation takes customer
feedback serioudly.

»  Telephonesurveyscan morereadily accommodate
differencesinlanguage and literacy levelsthan can
mail surveys, but they cannot accommodate lengthy
guestionnairesor visuals.

» Some peoplearedifficult to reach or do not have a

telephone, and many are reluctant to, or will not,
participate in telephone interviews.
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» Mail surveyscan belonger, since respondents can
work at their own pace, but they have the longest
response time and may not reach theintended peo-

ple.

e Mail surveys alow no interviewer bias, but they
offer little ability to probe or ask complex ques-
tions, and should there be any ambiguity inaques-
tion, it cannot be clarified.

The amount of follow-up can dramatically influence
costs, timeliness, and the ability to generalize results.
Mail surveys, for example, may require several follow-
up mailingsto customerswho do not respond initially.
Customers who initially decline to participate in a
telephone survey may be assigned to a special staff
member who is charged with trying to convince the
customer to answer the gquestions. An advance letter
can increase participation and response rates for mail
and telephone surveys. It can also alay customers' con-
cerns about such matters as how they were selected,
why they have been selected to participate again (if
applicable), anonymity, how long it will take them to
answer the questions, and how findings will be used.
(See sample advance | etter following.)

Deciding on the Sample

If the number of customersof interestisrelatively small
- not more than 50 - each could be contacted to obtain
feedback. Thisisthe census approach. In many cases,
services or products are provided to a large group of
customers - too large for a census approach. In such
cases, a sampling approach is needed, and two op-
tionsare possible:

» ajudgement sample, in which you consciously se-
lect the customersyou will contact from the entire
group of customers served, and

* aprobabilistic sample, in which customers you
will contact are picked randomly from the entire
group of customers served during the period inte-
rest (i.e. the past year).



Comparison of Feedback Methods

FACTOR FOCUS MAIL-BACK MAIL-OUT TELEPHONE IN-PERSON CONTINUOUS ELECTRONIC
GROUPS FORM* SURVEY SURVEY SURVEY (every nth via INTERNET
customer)**
Cost moderate low moderate moderate high moderate low
Convenience for ) ]
customer to complete moderate high high moderate moderate moderate high
Length of survey up to 2 hrs very short upto12pgs | 12-15 mins. up to 1-1/2 hrs | mixed very short
Size of recommended
sample n/a large moderate small small moderate large
Ability to encourage .
customer to participate | high low moderate high high mixed low
Ability to provide
fon to customer | high low low high high mixed low
Require customers
to initiate no yes no no no mixed yes
Respondent’s perception )
of anonymity moderate high moderate moderate moderate moderate not anonymous
. closed & mostly closed & closed & most
Type of questions openended | Yes/no closedended | openended open ended closed ended | canbe both
Opportunity to probe & o o moderate
ask “why” questions very high limited limited to high high limited limited
Need for accurate list
of telephone numbers
or addresses no no yes yes yes yes no
Allows “branching” &
skip patterns*** yes no some yes some some no
Ability to get quick
respoynseg d moderate no moderate yes moderate moderate high
Response rates high low g?ﬁgﬁate high high moderate low
Extent of likely bias
between customers who ; ; : .
choose to participate and high high some low low mixed high
those who decline
Ease of data entry moderate moderate moderate high moderate mixed high
Extent of data clean-up | low some moderate low moderate mixed low
Ability to ) moderate .
generalize results low low high high to high high low

* Refersto feedback formsor postcardsdistributed at a point of contact with the customersor included among
materials sent to a customer.
** Every nth customer would be contacted using telephone, feedback card or survey form; therefore* mixed”
appearsfrequently in thetable.
*** “Branching” iswhen a particular answer to one question leadsto a series of related questions. For example, if
acustomer cited a product as especially helpful, a series of questions might try to ascertain what, exactly,
about that product led to the customer’sopinion; if another customer finds a product especially irrelevant, a
different series of questions might be posed. “ Skip patterns’ refer to instructions about which questionsto
answer and which to skip, depending on the particular answer given to one question.
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[on letterhead]

Mr. John Doe

Alpha, Beta, and Gamma Co., Inc.
555 Main Street

Anywhere

Dear Mr. Doeg:

I am writing to let you know that your name has been selected at random to participate in a survey about customers’ experiences with
our product/services. You are one of a small group of people we are contacting. Your feedback about your experiences can help shape
our future direction.

We at (Organization X) will take findings from the survey into consideration as we plan to improve our services. We are committed
to incor porating customer viewpoints and recommendations into our planning, budgeting, and decision making while recognizing the
need for balancing sometimes competing and conflicting interests.

(if applicable) I realize that we may have contacted you before to answer similar questions. We are tracking our efforts to respond to
customer concerns, so it is very important to hear from you again.

Your responses will be summarized along with those of other respondants and will not be reported seperately. Your name and address
will not be used for any other purpose. If you do provide us with your name and address they will only be used to enable us to contact
you in order to respond to your comments and/or suggestions. Your name and address will not be used for any other purpose. The
personal information provided by you on this form is collected under the authority of (legislation X).

You should receive the survey in the next few days. It will take less than 10 minutes for you to complete. Please consider the questions
carefully and let us know how we can better serve you. In the meantime, if you have any questions about the personal information
collected on this form or any other questions about the survey, please call 1-800-xxx-xxxx to speak to (name of person, title and
address) (or someone at YY'Y Consulting, the firm conducting the survey for you).

Thank you for your time and consideration.

Sincerely,

Signature and title that is meaningful to customer
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In most cases, it is better to rely on a probabilistic sample than a judgment sample. Judgment samples may be
biased because of the way customers are selected for the study. If a sampleis biased, it isimpossible to draw
inferences about the entire group of customers served. Aslong as the response rate is high enough, probabilistic
samples are not biased, so inferences can be made about the entire group of customers represented by the ones

selected.

Determining the Sample Size

If you choose to conduct a mail, telephone, or in-per-
son survey, you will have to decide on the number of
people who will be selected to participate. To deter-
mine this number—the sample size—several factors
should be considered, such asthetotal number of cus-
tomers served, the intended use of the results, avail-
able resources, and time.

e Thelarger the percentage sampled, the more cer-
tain you can be that the feedback obtained will be
representative of the results you would have ob-
tained if you received feedback from every cus-
tomer.

e The smaller the percentage sampled, the greater
thelikelihood that feedback from thosein the sam-
plewill differ significantly from thosein the full
list of customers.

The relationship between sample size and accuracy
of findings is called sampling error, a measurement
that indicates the extent to which the sample of cus-
tomersisdifferent from the entire group of customers
under study. In anewsarticlethat reportsaprogram’s
support rating as 62 percent, plus or minus 5 percent,
the“plus-or-minus’ valueisthe sampling error.

To decide the size of the sample, you can either:

« Determine the largest sample size that you can
afford and calculate the associated sampling er-
ror, or

* Determine the maximum sampling error that is
acceptable and select the sample size that will
produce that level of error.

The sampling error can be estimated through a confi-
dence interval. A confidence interval specifies a range
of values within which the true measureis found. Typi-
cally, survey resultsrely on a 95 percent confidence in-
terval, but lower levelsare acceptabl e, depending on how
you planto usethefindings. Popular mediareportsrarely
stipulate confidence intervals, but they areimplied. Us-
ing support for a government program as an example,
the unstated premise is that the analyst is 95 percent
certain that support for the program is between 57 and
67 percent; that is, 62 percent, plus or minus 5 percent-
age points, thelikely error.

Onelast point to consider in determining the samplesize
is the kinds of comparisons that you will want to make
with survey findings. Often, analysts are interested in
comparing ways in which different customers react to
various services. These comparisons may involve large
versus small businesses, the general public versus edu-
cators, and so forth. If these comparisons are a critical
portion of the analysis, you must plan for them in the
sampl e size so that enough of each customer typeissur-
veyed to make the findings meaningful . See Factsheets
11, 1V, VIl for further information on sampling.
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Developing the Questions

In deciding the questionsto ask customers, it isagood ideato keep two principlesin mind:
1) make sure the questions and answers address your objectives, and
2) setlimitson thelength of the survey instrument.

The Institute for Citizen-Centred Service recommends use of the Common Measurements Tool (CMT) in
Appendix A of thismanual. The questionsinthe CMT have been devel oped for public-sector organizations
and tested in public-sector environements. While you will want to select questions that are appropriate for
your organization, the wording has been tested and should remain asis.

Survey questionsare generally of two types: open-ended and closed-ended. In open-ended questions, customers
create their own answers. The following are examples of open-ended questions:

* Do you have any suggestions for improving service? [IF YES], What are they?
* How could we be more responsive to your concerns?
»  Could you please describe the most satisfying experience you have had with us?

Closed-ended questions limit the responses customers can provide. They may include yes/no answers,
categories of responses, rank-ordered responses, or scales. The following are examples of each type:

YES/NO

In the past 6 months, have you contacted the XYZ office?
1YES 2NO

CATEGORIES

In what kind of community is your business located? Would you say it is:
1 URBAN 2 SUBURBAN 3 RURAL

RANK ORDER

Of the following items, which three are most important to you? Please indicate with a “1” for
the most important, a “2” for the next most important, and a “3” for the third most important

Q REACHING A LIVE OPERATOR Q BEING TOLD HOURS Q BEING TOLD

OF OPERATION OFFICE LOCATION
Q BEING TOLD EXPECTED WAIT Q BEING GIVEN A
TIME IN PHONE QUEUE WEBSITE ADDRESS

SCALE
Please rate your satisfaction with the service you received, using scale of 1 to 5. “5”
means you are very satisfied, and “1” means you are very dissatisfied.

(W (2) (3 (a) (5
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With closed-ended questions, it is relatively easy to
record and analyze responses, and you will not re-
ceiveirrelevant or unintelligible responses. However,
you risk missing the boat. To illustrate, suppose you
ask the closed-ended questions “What was the main
reason for your visit?’ giving several possibleanswers,
and 30 percent of your respondents mark “other.”
Drawing valid conclusions about why customersvis-
ited would be hard. If you decide to use closed-ended
guestions, pretest them to identify all the likeliest re-
Sponses to your questions.

ON DEVELOPING

In developing questions and answers for closed-ended
items, the advisability of including response options such
as “don’t know” and “no opinion” should be carefully
considered. While customers should not be forced into
providing responses when they really do not have an-
swers, it is better to find ways to encourage a response
thantolet customersdefault to aneutral position. In mail
surveys, this encouragement can be accomplished
through instructions. Intelephoneand in-person surveys,
it can befostered by not offering, “don’t know” and “no
opinion” asresponse options.

QUESTIONS

Whatever type of feedback method you choose, allow plenty of time and resources for develop-
ing your questions This process involves several cycles of writing, testing (using actual custom-
ers served), and rewriting. Remember, what you are looking for is information your organization

can act on, so ask yourself what action you co

uld take with this kind of answer.

Questions that are vague can mean different things to different people. Be specific. For example,
you may have identified an issue such as what your customers think of your new application

form.

Use questions such as:

< What do customers like or dislike about the new application form?

< Do customers find the instructions on the new form helpful or confusing?

« |s the new form easier or harder to understand than the old form?

< Do customers spend less time filling o

ut the application?

< Do front line staff spend less time answering questions about the form?

Soecific questions will be more likely to give you information you can act on to
improve your program or services. Ask front line staff for input.
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On the other hand, including “not applicable” asare-
sponse isimportant in mail surveys, so that customers
are able to indicate this when they have not had a par-
ticular experience. In asking questions about a past
event, consider giving a“ don’t remember” option. Keep
the survey to a reasonable length by asking only the
guestions that address the issues of concern that
prompted your survey; leave out the nice-to-know ques-
tions.

Recognizethat open-ended questionswill providearich-
ness of data that can complicate analysis. Reducing
responses to a few categories that can be coded, en-
tered into a database, and anayzed, can be difficult. It
is probably best to use amix of questions, both closed
and open, in most customer feedback questionnaires.

If you are planning an ongoing or periodically repeated
survey, identify afew key program goals that are un-
likely to change very soon, and focusyour questionson
them. Develop questions that will indicate how well
customers think the goals are being met.

These key questions need not be elaborate or profound,
but should be very basic to your program. To compare
results effectively over time, you should use essentially
the same core questions in your survey each time you
conduct it. You should avoid making any major changes
to these key questions, whether in wording, scaling, or
placement, so be sure to ask the right questions from
thebeginning.

Questions should be devel oped to fulfill the purposes
and objectives of the specific customer feedback ac-
tivity being conducted. Although this may seem obvi-
ous, it isimportant to remember throughout the devel-
opment of questions. Be particularly wary of questions
that may be interesting to ask, but may only add time
and cost while not producing useful information. Some
examples are:

Extraneous questionsthat do not address the stipu-
lated purposes and objectives of the feedback ac-

tivity.
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Questionsthat are subject to misinterpretation. These
may have vague words, use unfamiliar jargon, or
could be understood differently by different types of
customers.

Double-barreled questionsthat include more than one
item, such as “On ascale of 1to 5, please indicate
how clear and useful the materials are.” The cus-
tomer may have one opinion about clarity and an-
other about usefulness, but is not given an opportu-
nity to distinguish between them in the response.

Questions that may upset some respondents, such
as household income, should be worded neutrally
(i.e. whether the customer’s household incomefalls
above or below a certain level) and placed at the
end of the survey.

Questions on matters that customers may consider
sensitive or offensive, especially about cultural, eth-
nic, gender, and socio-economic considerations.

Questions that do not elicit responses that point to
specific remedying actions.

If you do not ask the right questions in the right way
relatively soon after the service experience, feedback
will not be as useful asit might have been. Also remem-
ber that, to compare results effectively over time, you
should avoid making major changes to key questions,
whether in wording, scale, or order in the questionnaire.

There is no single correct scale to use. However, there
are two important issues to consider:

Whenever possible, the same scale should be used
throughout agiven questionnaire to help ensure that
different responses within a questionnaire can be
validly compared.

Different survey effortswithin an organization should
use the same scale. To that end, you should consist
ently use the same scale of one to five when

using the core gquestions described on page 7 above.



Constructing the Questionnaire

No matter what method you use to collect data, al
questionnairesfollow asimilar format:

e Introduction—sets forth the purpose of the sur-
vey and guides the customer through the ques-
tions

e Customer experience—establishesthe customer’s
level of knowledge regarding various parts of the
questionnaire

+  Measurement— asks the customer to character-
ize hisor her experiences, needs, and desiresasa
customer

»  Customer information—gathers datathat will be used
to classify respondents.

The methods used to construct questionnaires differ de-
pending on the mode of data collection used to obtain cus-
tomer feedback. In the next section, methods are pre-
sented for constructing questionnaires for focus groups,
mail surveys, and telephone surveys—the most frequently
used forms of datacollectionin periodic surveysto obtain
customer feedback.

Determining the Method of Data Collection

FOCUS GROUPS. As knowledge about customer surveys has expanded and entered the public domain, more
people claim to be conducting focus groups. It is important to distinguish between focus groups—which are
based on scientific procedures and understanding of human interactions—and more casual discussions among
peoplewho share acommon interest or concern. Both approaches provide potentially useful information, but you
should recognize the difference between data from focus groups and data from more informal gatherings.

The key instrument for a focus group is the moderator’s guide. This is a series of questions, probes, and
discussion topics that are set out in alogical order. The moderator uses the guide to €licit opinions and experi-
ences from participants, and to ensure that discussions stay focused as much as possible on the critical issues

around which the group was formed.

SAMPLE MODERATOR’S |GUIDE

Typically, amoderator’s guide is organized as follows:

< Introductions by moderator and participants
<= Review of ground rules, such as:

1. You have been asked here to offer your views and opinions; everyone’s participation is important; the
conversation does not need to flow through the moderator, although the moderator will manage the group.

2. Speak one at a time (avoid side conversations)

3. Note videotaping, audio-taping, and observers (as applicable)
4. There are no right or wrong answers; consensus is not required
5. Itis okay to be critical; if you don’t like something, say so

6. All answers are confidential, so feel free to speak your mind

Definitions
Questions, probes, discussion topics
Closing and thanks.

Brief explanation of the focus group purpose and introduction of the topic
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MAIL SURVEYS. The mail survey has to do everything
you would do if you were with the customer. It hasto
thevisually appealing, haveapleasant tone, and beclear.
Thesurvey instrument isunder the direct control of the
customer. Its physical ook will affect the customer’s
willingness to respond; the clarity of the instructions
and questionswill affect the customer’s ability to inter-
pret their meaning correctly.

Single-page questionnaires and comment cards should
be attractive and easy to read. Longer questionnaires
should be printed in booklet form, on 11" x 17" paper
that isfolded in half and stapled in the middle to pro-
duce astandard 8 %2" x 11" page. The cover should be
visually appealing to interest the customer, and no ques-
tions should appear on the cover. The cover should give
thetitle of the survey activity and indicate who is con-
ducting the work.

Survey questions should be presented in alogical se-
guence. Many survey experts believe that the first
guestion on the survey, morethan any other, will deter-
minewhether your customer completes or discardsthe
questionnaire. Starting with afairly smplequestionisa
good ideabecauseit suggeststo the customer that com-
pleting the survey will be neither difficult nor time-con-
suming. It is also advisable to ask afairly interesting
guestion to gain the customer’s interest.

The next set of questions should focus on matters that
the customer is most likely to consider useful or sali-
ent. This continues the process of attracting the cus-
tomer’s attention so that he or she becomes engaged
with thinking about the questions being asked and be-
comes interested in completing the survey. Grouping
guestions together that share common themes makes
sense because the customer then focuses on that par-
ticular areaof inquiry. To the extent practical, you should
group questions that have similar types of response
options. For example, questions that have yes/no re-
sponses should be together and questions that have
scale responses should be together.

The order of questions should also mirror the thought
processes customersarelikely to follow. For example,
guestions about particular experiences with transac-
tions should precede questions about suggestionstoim-
prove those transactions.
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Thefinal questions should center on those most likely
to be sensitive or offensive. These may include ques-
tions about personal characteristics(e.g. age, income).

The final page of the booklet should not contain any
survey questions. Instead, it should invite the custom-
er'scomments or suggestions about anything raised in
the survey or other issues and concerns important to
therespondent. It should also indicate the address for
returning the questionnaire (in case the survey gets
separated from the reply envelope) and, when possi-
ble, a toll-free number set up exclusively to receive
inquiries about the survey.

TELEPHONE SURVEYS. As customers have no question-
naire in front of them during atelephone survey, con-
cerns about visual appeal are not applicable. Issuesre-
garding ordering and clarity of questionsareimportant,
and the same principles apply aswith mail surveys.

In-person and telephone surveys involve spoken lan-
guage which can be very different from written lan-
guage, and customers must be ableto respond to ques-
tions based only on the information they hear. Soiitis
critical that your interviewersbewell trained and speak
clearly. Also, the interviewers act as an intermediary
between the customer and the questions posed.

Thefollowing principlesapply to telephone surveys.

Theintroduction the customer hearswill probably de-
termine whether theinterview is conducted or the cus-
tomer hangs up. The introduction should be concise,
state the purpose of the call, estimate the length of the
call, and assure confidentiality. Below isasample:




Hello, my name is (fill in), and I’'m with the (your organization or XXX Consulting).
We're conducting a survey of people who have received materials from (organiza-
tion) to learn about their experiences and opinions. Your name and telephone
number were only used to enable us to contact you in order to respond to this
survey. They will not be used for any other purpose. The personal information

provided by you during this survey is collected under (legislation).

We will use the information you provide only to help improve our services and we
will keep information about you and your specific responses confidential.

The survey will take less than 15 minutes to complete and is purely voluntary. Is
this a convenient time, or would you like to set up a better time for me to call you

back?

If you have any questions about the information collected during this survey,
please contact the name, title, address and telephone number of the person in
(organization) who knows how the personal information will be used.

Because customers will rely on verbal cues and
instructions, rather than written ones, questions
should have alimited number of responses (about
three or four).

Each question should berelatively short.

Avoid questionsthat ask customersto look upin-
formation or check with others.

In constructing the questionnaire, be sure to read
the questions aloud to othersto see if they sound
clear and understandable. Remember, what works
for the written word does not alwayswork for the
spoken word.

Complex skip patterns and branching are eas-
ily accomodated through computer-assisted tel-
ephone interviewing (CATI) systems. Sip pat-
ternsoccur when a particular answer to one ques-
tion means the respondent is not asked certain
questions that would otherwise follow; branch-
ing occurs when a particular answer to one ques-
tion leadsto a series of questionsthat are custom-
ized to that particular answer.

* Ranked questions are subject to error in telephone
interviewsin away they are not for mail or in-per-
son surveys. Rather than asking a customer to rank
alist of eight itemsfor example, itisbetter to ask the
questionsin aseriesof pairs (“Whichismoreimpor-
tant to you, X or Y?") or break up the list into a
series of separate scaled items (*On a scale of 1 to
5, where 1 isextremely important and 5isnot at all
important, how do you feel about X?Onascaleof 1
to 5, how do you feel about Y? How about Z7").

*  When changing subjects, telephone surveys should
cue the customer with transitional statements such
as, “Now, I'dliketo turntoyour experienceswith...”

* Instructions for the interviewer must be perfectly
clear, and the same format should be used through-
out the survey. For example, interviewer instructions
aretypically writteninside brackets, inall capital let-
ters.

For asizabletelephone survey (morethan 50 peopl e, for
example), use of CATI should be considered. For large
studies, CATI will be more cost-effective and produce
morereliableinformation.
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Pretesting

A pretest is a small-scale trial of the instrument and
data collection methods. Conducting a pretest is ex-
tremely important because the results will provide op-
portunitiesfor refining theinstrument and methods be-
fore the comprehensive data collection activity begins.
It may seem that a pretest is unnecessary if a survey
has been carefully researched and developed. How-
ever, even the best plans cannot anticipate all real-world
circumstances.

One of the best ways to conduct a pretest is to select
individualsrandomly from the target group of custom-
ers served, invite them to complete the survey accord-
ing to the method planned for the overall effort, and
then participatein afocusgroup session to review their
opinions. If, for example, you intend to conduct atel-
ephone survey, customers should be recruited, cometo
a central location where they can be interviewed by
telephone, then meet as a group to go over the draft
guestionnaire and their experiences in answering the
questions. Thosewho areinvolved in the pretest should
not be included in the sample selected for the actual
survey.

A pretest is helpful for cost projections, and aso pro-
vides information on the amount of time required to
complete the survey.

RESULTS FROM APRETEST
CANTELLTHE ANALYST:

Whether the flow of questions is logical
and orderly

Whether questions seem relevant and
appropriate to customers

If customers are able to easily under-
stand and respond to questions

If response categories are adequate

Whether questions truly reflect the
issue to be measured.

Contingency Plan for Non-Response

Occasionally, regardless of planning, therewill be timeswhen responseratesare simply too low for you to make
inferences and recommend action. In these cases, it is important to have a contingency plan for non-response.
The plan will include the additional steps you will take to increase the level of participant response. Some

potential stepsinclude:

e Sending reminder calls or postcards. If these steps were not included in the original survey
plan, they should be considered if theresponseislow. If they wereincluded intheoriginal plan,

it may be advantageous to repeat them.

« Conducting follow-up contact with nonrespondents. You may have to make telephone calls
or other types of persona contact to nonrespondents to identify the reasons for their non-
response. You may want to learn if they understood the intent of the survey and the questions,
if the questions were relevant to them, and if there were specific factors that caused their

reluctance to respond.
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EFFECTIVE QUESTIONS|LIST

Use short statements or questions
Use simple words

Avoid jargon

Be clear and easy to understand
Arrange questions in logical order

answers)

Do not use double negatives

Be upbeat and interesting

= Write to the appropriate reading level (9™ grade or less for general public. Several word-
processing software packages incorporate a feature that determines reading level)

= Use questions pretested in other surveys whenever possible

< Leave out the questions that are nice to know but not vital to the success of the program/
product/service

Use appropriate response choices (include all possible answers and minimize overlap among the

e Improving contact information. It may be that
many addresses or phone numbers of the target
group areincorrect or out-of-date. Improving this
information would very likely improve the re-
sponse rate. Places to check include the Internet,
and business directories.

* Revising survey instrument. In some instances,
some of the survey questions may make respond-
ents feel uncomfortable or unable to respond, so
you may have to revise the instrument.

Some of these steps may require a great deal of ef-
fort, time, and money. You should carefully consider

the various options. If the response rate remains too
low, you may have to wait for a better time and a
different customer base, or you may wish to rely on
direct conversations with customers.
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3 Conduct Data
Collection

Whatever methods you choose for collecting data, adequate planning,

training and quality control are essential to ensure that the data col- ‘

lected meet certain standards, namely that theinformation is:

«  Timey +  Useful

e Accurate * Rdidable
» Efficient e Vdid
Focus Groups

A focusgroup project typically involves several steps:

»  Composean effective script to recruit participants..
Use this tool to create dialogue between the per-
son recruiting participants and the customer and to
qualify potential participants considering factors
such as age, education and household income.

e Invite individuals who meet requirements to par-
ticipate in the group. You should recruit about 12
gualified participants for each focus group allow-
ing for last-minute change of plansand illness. The
moderator should expect that about nine will at-
tend.

Several practices can maximize the efficiency of the
recruitment process:

*  Well before the group meets, mail a letter to par-
ticipantsthat confirmsthe date, time, and location
of the group and states whether the respondents
will be paid for participating. The letter thanksthe
participants, gives directions to the focus group
facility, and repeats the general objectives of the
focus group.

» Decide whether to provide transportation to the

focusgroup facility for those participantswho need
this service.
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Ontheday of thefocusgroup (or the previousday,
if the group is scheduled for the morning), make a
follow-up telephone call to the participantsto re-
mind them to attend.

Running a successful focus group also requires man-
aging logistics, such as:

Arranging for focus group facilities and refresh-
ments

Providing videotaping and audi o taping equi pment
or people assigned as recorders

Providing avideo hookup between theroom where
thefocus group will meet and the room whereyou
(or others) will observe the focus group (if thisis
part of the design)

Coordinating participants’ schedules.

Itisagood ideato use both a qualified moderator and
an assi stant to conduct the session. The moderator will
pose questions to dicit candid opinions from the par-
ticipants, keep the discussion moving, cover all topics
in the discussion guide, recognize when participants
bring up valuable new information, and steer the dis-
cussion in that direction if warranted. The assistant
supports the moderator as needed, takes notes, and
handleslogistics.



Mail Surveys

In setting up data collection proceduresfor amail sur-
vey, agood databaseisimportant. The database should
contain, for each customer, the customer characteris-
tics relevant for the sample selection (such as geo-
graphic location, or date of last contact), name and
address, mailout date(s), and the date the responseis
received. This database is a tracking system.

A mail survey typicaly involves several separate
mailings, each of which they call a“wave.” Send out
each wave of amail survey on the same date:

» If you use an advance letter, mail all advance let-
ters to customers on the same day.

* About aweek later, mail thefirst questionnaireto
al customers. Attach alabel with the uniqueiden-
tification number to each questionnaire. Includea
letter in the package that refers to the advance
letter, asks for cooperation, and provides a tel-
ephone number (toll-free, if possible) for custom-
ers to call if they have questions. The package
should also contain a prepaid, pre-addressed en-
velopefor customersto return the completed sur-

vey.

As completed questionnaires come in, record their
returninthetracking system. Smilarly, asundeliverable
questionnaires come back (e.g., the customer has
moved and left no forwarding address or the address
isincorrect), note that they were undeliverable in the
tracking system.

e About three weeks after mailing the first ques-
tionnaire, send out the second copy to all those
who have not yet responded. The letter in this
packet should note the importance of the study
and ask customers to respond. The second copy

of the questionnaire should beadifferent color from
thefirst version. Thisdistinguishesbetween thetwo
copies, sendsasignal to customers, and aids
efforts to track responses.

Thefollowing often help improve response rates:

» The advance letter (if used) should be on officia
letterhead, with asignature or title that ismeaning-
ful to customers

* Any signed correspondence should use ared sig-
nature rather than a rubber stamp (scanning in the
signature can work well for many letters)

» Use “address correction requested” to get infor-
mation on customers whose surveys cannot be de-
livered, then use the corrected information in the
next mailout

* Use alarge enough envelope so that the survey
booklet does not have to be folded

» Establish, when possible, atoll-free number for the
duration of the data collection period, and encour-
age customers to call with questions or comments

* Allow respondents to fax back the completed sur-
vey

* |If the budget permits, send out a third mailing via
registered mail or use an overnight delivery service
(thisisalast resort and may produce only minimal
results).

Data from mail surveys must be key-entered or
scanned. It is usually most cost efficient to wait until
you have a sizable batch of completed surveys before
beginning dataentry
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Telephone Surveys

Whether using Computer-Assisted Telephone Inter-
viewing technology (CATI) or atraditional paper-based
technique, you must train telephone interviewers spe-
cifically on the study’s questionnaire and data collec-
tion procedures. Thefollowing aretopicsto cover dur-
ing interviewer training sessions.

Background and scope of the survey. Provide
interviewers with general information about the
background and scope of the project. Explain the
types of information to be collected and the ways
theinformation will be used.

Review of the questionnaire. A person responsi-
ble for data collection goes through the question-
naire and leads an item by item discussion.

Dealing with uncooperative respondents. Expe-
rienced staff lead discussions about ways to start
off theinterview right, enlist cooperation, build rap-
port, and minimize breakoffsand nonresponses. The
interviewerswill also review strategies for waysto
manage challenging situations.

* Answering customers questions. Some frequent
guestionsare:

- How was | selected?

- What isthe survey about?

- Whoisconducting the survey?

- Who wants to know these answers?

- How will theinformation be used?

- Howlongwill thistake?

- Will I beidentified?

- Howdo| know you are who you say you are?

Electronic Feedback

*  Quality contral procedures. Monitor matterssuch
asposing questionsaccurately, tone, courteousness,
and responsiveness to customers’ concerns
throughout the survey, and review these procedures
with interviewers. Telephone interviews for any
sizable study are usually conducted using CATI
technology. CATI systemsuse computersto facili-
tate the interviews, which is a vast improvement
over traditional paper-based systems because
CATI:

- Greatly reducesthe possibility of mistakes

- Ensures accurate recording of the survey re-
sponse

- Instantly establishes a tracking system and a
record of each call

- Providessignificantimprovementsin quality con-
trol and efficiency

- Allows complex branching and skip patterns.

When using CATI, the computer automatically handles
tasks such as controlling pace, organizing which ques-
tions are to be asked and which are to be skipped, re-
jecting invalid or unlikely responses, and recording
closed-ended and open-ended responses. This enables
the interviewer to focus on smooth delivery and good
interviewing skills. It also eliminates the need to enter
data after the survey is completed. The net result isa
higher-quality interview and morereliableinformation.

Internet surveys use aweb-based form that the user completes on-line at a designated web address. You should
only consider this method of data collection if the potential respondents have accessto the Internet.

To administer an Internet survey, you must have amethod of contacting the people selected for the sample. After
compiling the samplelist, send an e-mail alert that will lead potential respondentsto the survey web site. Upon
entering the website, respondents can then log in and take the survey. Internet surveys have several advantages:
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e They areinteractive, like telephone surveys, allowing programmed skip patterns and links to more detailed
survey instructions. Unlike a telephone survey, respondents can see the questions.

* Respondents can complete the questionnaire at atime convenient to them.

e Thereareno caling or mailing costs.

E-mail surveys are one of the fastest and least intrusive means for gathering customer feedback. Up to 50
percent of the responses are received within 24 hours. They are also cheaper to conduct since you pay no
interviewersor printing and distribution costs. In addition, the survey will definitely get to theright individual; they
will usually not be intercepted and routed to another person.

However, there are al so some disadvantages. For example, itislikely that respondentswill have no perception of
anonymity. Also, ase-mail useincreases, people are becoming less patient with the many unsolicited messages

they receive.

On-Line Focus Groups

On-linefocusgroup research offers exciting new pos-
sibilities for on-line conferencing. Traditiona focus
groupsrequire:

e Therentd of aphysical facility, transportation for
participants, refreshments, recording facilitiesfor
transcription purposes, and time set-up and clean-

up

»  Therecruitment of participantsfrom theimmedi-
ate local area

¢ Travel costsfor moderators who must be located
at the same site as the participants.

On-linefocus groups overcome many of these limita-
tions. Features of on-line focus groupsinclude:

» The ability to restrict access to pre-authorized
participants

CONDUCT

*  Automatic production of instant word-for-word tran-
scripts

* Useof on-line survey formswithout leaving the fo-
cus group

* Useof on-line participant profiles filled out in ad-
vance (reducing the need for “get acquainted” ac-
tivities)

« Elaborate electronic moderator discussion controls

» Display (with no action needed by participants) of
discussion material s such as PowerPoint slides, Ex-
cel charts and spreadsheets and other text materi-
als, photographsand other visuals, liveweb sitesand
their contents, live pictures from web cameras, and
even streaming audio and video

Theability to continue discussion on asplit screen while
viewing materials such as those described above.
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4 Analyze the Data |

Throughout the customer feedback activity, the framework for -
analyzing findings should be established and modified. An analysis
plan is a useful tool for organizing the data analysis. The analysis

=

Analyze

plan should specify how your organization will analyze the survey

—

making sure that the data you collect will answer the overarching

responses to deliver the desired products. The plan is helpful for L

questions being posed, for ensuring that you do not gather extrane-

ousdata, and for setting expectations about the kinds of information

that will result from the customer feedback activity.

You shouldincludetwo important itemsin the analysis plan:

1) thedesignation of dependent and independent variables, and

2) thestipulation of theunit of analysis

A dependent variable is the phenomenon you are investigating. The dependent variable may be the degree of
customer satisfaction with a specific product or service. Independent variables help explain the observed level
of the dependent variable, and may include factors such as differences in the nature of the product or service
(e.g., customers were consistently more satisfied with one service than with another), frequency and type of
interaction, and customer differences (e.g., educators, students, local planners, and small business ownersusing

the same service).

The unit of analysis is what you are studying. In customer feedback surveys, the unit of analysis will, in most
cases, be the individual person served. When you use continuous feedback methods, the unit of analysis will
generally bethe individual customer transaction. For further discussion of unit of analysis, see Factsheet VI1.

Data Clean Up

Once you have set up the database and entered all the
data, you must review and prepare them for analysis.
Thismay entail abroad set of activities, such as delet-
ing cases that left all answers blank on a mail survey
and coding open-ended responsesinto categories.

Generally, thisisthetimeto arun aset of frequencies
to show the number of responses of each kind to each
guestion (the number of yes and no answers to ayes/
no question) and the total number of responses of all
kindsto each question. Thisquick analysisgivesyou a
rough check on the completeness and accuracy of your
data (the total number of responses to any one ques-
tion cannot exceed the total number of respondentsand
rarely will differ greatly from the total number of re-
sponses for each of the other questions). Frequencies
flag out-of-range values (i.e., responses to one ques-
tion which are so different from responses to similar
guestions that you doubt their accuracy).
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Types of Data & Analysis

Data from focus groups tend to be qualitative in
nature. Analysts may tabulate datafrom focus groups,
such as “x percent of the participants expressed satis-
faction.” You should treat these numbers cautiously
and not generalize them to the full set of customers
because:

1) focusgroupsusually haveonly arelatively small
number of participants, and

2) participants may have been recruited because
they had specific experiences or character-
istics. You may review transcripts from focus
groups to detect patterns and inconsistencies or
you may apply more rigorous content analysis.



For quantitative data you can produce avariety of statistics:

» Descriptions of central tendencies, such asthe mean (the average value), median (themiddlevalue - half are
larger and half are smaller), or mode (the most frequently occurring value).

»  Other descriptive statistics, such as frequencies, percentiles, and percentages. In customer satisfaction sur-
veys, the most commonly reported result is the percentage of respondents who expressed satisfaction with
a specific aspect of a service.

» Cross-tabulationsthat array independent variables against the dependent variable (for example, geographic
location of customer against asummary measure of customer satisfaction, like the percentage of customers
of each type who reported being satisfied with the product or service they received).

» Statistical analysissuch asfactor analysis, analysisof variance, and regression analysisincluding multivariate
analysis to determine the rel ationship between and among selected variables.

»  Chi-sguare, z scores, t-tests, and other statistics to determine statistical significance.

If the survey is repeated, there is an opportunity for time-series and trend analyses to determine long term
changes and seasonal and cyclical patternsin the data.

Thefollowing table containsinformation about the statistical techniquesthat will most likely meet all the needs
and expectations of the program or project conducting feedback:

STATISTICAL

Mean

TECHNIQUE

To determine the average response

EXAMPLE

The mean rating for overall satisfaction is an 8.4.
(Sum of all scores divided by number of respondents)

Median

To identify the middle response

The median score for overall satisfactionisa 9.

(When responses are listed in numerical order, the
middle response if odd number of respondents, or the
average of the two middle responses if even number of
respondents)

Mode

To determine frequency of response

If you surveyed 50 people and 26 rated the service 2,
out of 5 the mode would be 2.

Frequencies

To summarize the distribution of responses

67% of respondents rate overall satisfactiona 9 ora 10.

Cross-tabulations

To summarize the distribution of responses by another
variable

78% of Toronto respondents rate overall satisfaction a 9
ora 10, compared to 60% of Timmins respondents.

T-Test

To test for statistically significant differences between two
independent groups

Windsor respondents are significantly more satisfied
overall than Kingston respondents.

Analysis of Variance (ANOVA)

To test for statistically significant differences between three
or more independent groups

Overall satisfaction differs significantly among Timmins
respondents, Kingston respondents, and Windsor
respondents.

Correlation

To determine how responses to one question predict
responses to another question (measures the strength of
relationship between variables)

Of all aspects of the office, satisfaction with the
cleanliness best predicts overall Satisfaction.
(Respondents who are satisfied with cleanliness tend
to be satisfied overall, and respondents who are
dissatisfied with cleanliness tend to be dissatisfied
overall)

Regression

To analyze the effects of a relationship among responses to
two or more questions (measures the effects of one or more
variables on another variable)

As satisfaction with cleanliness decreases, overall
satisfaction decreases.
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Analyses: An Example

The following is a ssimple example of how you might analyze data from customer feedback. Suppose your
organization has distributed several thousand copies of the ABC Booklet, and because you want to know how
satisfied customers are with the booklet, you asked 450 respondents to complete a survey that included:

On a scale of 1 to 5, where 1 represents “highly dissatisfied” and 5 represents
“highly satisfied,” how would you rate your satisfaction with the ABC Booklet?

If you were to tabulate all the scores, the average response score would be the mean. Although the mean isa
very important piece of information, thereisalot more you can do with the datafrom your customers. It is often
useful to begin with a frequency distribution where you determine the number and percentage of respondents
who gave each score between 1 and 5. Here is one way to present that distribution:

CUSTOMER SATISFACTION WITH THE ABC BOOKLET (n=450)

% OF THOSE EXPRESSING AN OPINION

SCORE NUMBER OUT OF 393 OUT OF 450
1-Highlydissatisfied 42 11% 9%

2 27 7% 6%

3 122 31% 27%

4 132 34% 29%
5-Highly satisfied 70 17% 16%
SubTotal 393 100% 87%
Don’tRemember 22 5%
Don’tKnow 35 8%
Total: 450 100%

This example points out several items
you should consider.

First, of the 450 customers responding to this ques-
tion, 22 did not remember receiving the booklet and 35
said they had no opinion or did not know how they would
rate their satisfaction with the booklet. In the example
provided above, the information about those who do
not remember or have no opinion is presented outside
the table because the analyst decided it was more im-
portant to focus attention on those who did have opin-
ionsto express. The percentage of those with opinions
based on the 393 respondentsis presented in cloumn 3.
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If it isimportant to determine the percentage of custom-
erswho do not remember or who have no opinion about
the booklet, you would calculate those figures using
450—the total number who were asked the question—
asthe denominator. Thus, using 450 as the total number
of respondents, percentages of people with opinionsare
calculated and presented in column 4.

Second, the information may be too detailed for many
peoplein your organization to whom you will be present-
ing the results. The difference between al and a 2 rat-
ing, for example, may not be meaningful for them. Thus,
you may find it useful to collapse theinformation into a
smaller number of categories. One possibility isto cre-
ate three categories:. dissatisfied, neutral, and satisfied.



CUSTOMER SATISFACTION WITH THE ABC BOOKLET (n=450)

SCORE NUMBER NUMBER % OF THOSE EXPRESSING AN OPINION
Dissatisfied 69 18

Neutral 122 31

Satisfied 202 51

Total: 393 100

Don’'t remember receiving the ABC Booklet: 22 (5 percent of 450)
Don't know/no opinion: 35 (8 percent of 450)

Note that the information can now be grasped much
moreimmediately. It isreasonableto ask why the ques-
tion posed to customers has 5 possible answers when
the responses will eventually be collapsed. Research
has shown that peopleanswering survey questions prefer
to have a fairly wide range of responses because they
donot liketofeel forced into alimited set of options. In
addition, analystsmay have different approachesto col-
lapsing categories. As well, a range of responses pro-
ducesvariability inresponselevels.

If you are analyzing the data to help you make service
improvements, you may not want to collapse the data
because the difference between satisfied and very satis-
fied isimportant. When you collapsethe data, you miss

information you will needin analyzing and planningim-
provements.

The responsibility for reducing information to a man-
ageable amount falls to the analyst. It is the analyst’s
task to identify sensible ways to collapse categories
and to present these decisions to the audience (often
as afootnote or technical appendix).

Third, asdiscussed inthe next section, you should con-
sider how to present the data. Although these tables
are simple and easy to interpret, compare them to a
chart that summarizesthe information instantly.

CUSTOMER SATISFACTION WITH THE ABC BOOKLET

31% - Neutral

18% - Dissatisfied

M Dissatisfied
H Satisfied
1 Neutral

51% - Satisfied
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Fourth, the analysisyou anticipated during the planning phase of the customer feedback activity should help you
determine whether you should do subgroup analysis. Subgroup analysis examines whether different kinds of
customers have different kinds of responses. Suppose you want to examine whether researchers and stakehol ders
have the same or different opinions about the ABC Booklet. You could collapse categories and sort respondents
by their status as researchers or stakeholders (some respondents may be both researchers and stakehol ders, but
for simplicity, assume your customersindicated their primary role), then present the findings:

SELECTED CUSTOMERS’ SATISFACTION WITH THE ABC BOOKLET (n=263)

RATING RESEARCHERS STAKEHOLDERS
NUMBER PERCENT NUMBER PERCENT
Dissatisfied 27 17 17 16
Neutral 94 60 78 73
Satisfied 35 22 12 11
Total: 156 99* 107 100

* Total is less than 100 due to rounding.

Thistable providesimportant information to the audience, but you might want to present it using charts for the
two separate groups. You could also perform a statistical test to seeif the two groups differ significantly intheir
satisfaction with the ABC Bookl et.

Fifth, you should consider the adequacy of your findings. Many factors affect adequacy, such asthe samplesize,
response rate, and objectivity of questions posed—plus the way you will use the findings. With a sufficient
sample size, a good response rate (more than 75 percent for mail and telephone surveys, for example), and
guestions that are not biased, you can use the information with confidence. Eighty percent response rate for

survey resultsisusually considered to be statistically valid

However, when less than 80 percent of those sampled
return questionnaires in a customer feedback and sat-
isfaction measurement activity, the information gath-
ered should still be used to improve customer service.
You should notignorethefindings. Supposethat, inthe
above example, there was an additional group of peo-
ple — stakeholders — who were your customers, and
that atotal of 17 stakeholders responded to your sur-
vey. Thisisasmall number and therefore the sampling
error for thisone group of customersmay be quite high.
Nevertheless, you should pay attention to the results.
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Onefina comment on thisexample: A large number of
organizations have customer bases much smaller than
the numbers used in the example. If your customer
base is quite small, you must first decide whether a
statistical sample and quantitative survey isstill viable
because other techniques may be more suited for your
purposes. If you decide to go ahead with a survey,
recognizethat the analyses you conduct should be care-
fully considered and constructed.



SELECTED CUSTOMER’S SATISFACTION WITH THE ABC BOOKLET

Researchers Stakeholders
17 - Dissatisfied 16 - Dissatisfied
M Dissatisfied
O Satisfied
I Neutral
60 - Neutral 22 - Satisfied 73 - Neutral 11 - Satisfied

Sixth, you may want to consider how past responses compare with the new responses, and to ensure that
you can compare the current results with future responses. This is time series or trends analysis, and it is
vital to measuring change.

Even if your sample does not adequately represent the larger group of stakeholders who are your customers, you
can still:

Decide whether the findings are suggestive (rather than definitive). Should you pay attention to
the concerns suggested by these findings?

Compare the findings to other similar data. Are stakeholders generally pleased or displeased with
other products?

Compare the findings to information you get from continuous feedback methods. If you call
stakeholders after providing a service or product, what do they have to say?

Compare the findings with the results of this survey.

Discuss the findings with colleagues. Have they received similar reports? Is there a pattern
emerging about stakeholders’ level of satisfaction with products?

Raise the findings with program managers, being careful to note that this might be an area that
requires attention to improve customers’ satisfaction

Investigate the findings further. Should you use this as a starting point for more in-depth

discussions with stakeholders? Should you conduct focus groups to see how products
could achieve higher levels of satisfaction?

“ A reasonable probability is the only certainty.”
E.W.Howe
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Driver Analysis

An analytical approach that isvery useful in customer
research is driver analysis. Driver analysis identifies
the service or services that most significantly affect
respondents’ satisfaction. Thistypeof analysisprovides
decision makerswith atool to put thefindingsin prior-
ity, which isimportant because customer feedback ef-
fortsoften yield moreinformation than an organization
can deal with. Also, you may not have enough resources
to adeguately address all aspects of customer service
that receive low satisfaction ratings. Driver analysis
enables you to identify which areas deserve the high-
est levels of attention.

As an example, assume that a program is assessing
three ways of providing information: by telephone, by
mail, and through published materials. Analysisof cus-
tomer feedback can identify which of these methods
results in the highest level of respondent satisfaction.
This is the delivery system that most strongly drives
satisfaction with the program’s products and services.
When you identify the method that significantly affects
satisfaction, additional analysis can determine which
factor within that method most significantly affects
satisfaction.

Continuing with the example, assumethat you identify
information received by telephone as the method pro-
ducing highest satisfaction. You can also use driver

analysis to identify the factors that most affect the re-
spondent’s opinion. Such factors may include one or
more of thefollowing: the accuracy of theinformation,
the courtesy shown by the employee, or the accessibil-
ity of the correct person to answer the question. Iden-
tifying the driver in this way greatly enhances your
ability to set prioritiesfor improvement efforts.

Two primary analytical techniques, stated importance
and derived importance, are used in driver analysis:

Stated importance uses respondents’ answers to
specific questions regarding the importance of the
services. The respondent ranks or rates items on a
prescribed scale (such as a scale from 1 to 5) ac-
cording to their importance.

Derived importance uses multivariate analysis to
identify the most important factors affecting satis-
faction. In short, the overall level of satisfaction
with the program is compared to the levels of satis-
faction with particular products or services re-
ceived. Driver analysis will identify the degree to
which variation in the overall level of satisfaction
is explained by the variation in the product or serv-
ice received. Those individual products or services
that most adequately explain the variation in over-
all satisfaction are the drivers.

The following table provides a useful method of comparing importance data from driver analysis and
satisfaction data. When the answers to a question are plotted according to the levels of importance and
satisfaction, some helpful inferences can be drawn.

) HIGH < Important to customers < Important to customers
o = Poor performance = Better performance
= Customer expectations not being met = Customer expectations being met
c
@©
- © 4
S
o = Less important to customers = Less important to customers
= Poor performace = Better performance
o = Low customer expectations matched = Clearly exceeding customer expectations
e to poor performance = Efforts may be unrecognized, prorities
_ = If importance increases, performances misplaced*
LOW will become an issue

LOW

S
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*In quadrant four, the importance of the service is low and customer satisfaction is high. In this case,
you should redirect your efforts to the issues in quadrant 2 where importance is high but satisfaction is
low. Alternatively, if you think the factors in quadrant four should be considered more important to

customers, you may move them to quadrant 1.

Presenting the Data

One critical activity isto remove all information from
the data that identifies the customer. To ensure cred-
ibility and confidentiality, you should never present find-
ingsthat could be used to identify a specific customer.
A typical practice is to strip names, addresses, and
telephone numbers from the analytical database and
keep them in a separate file that includes the unique
identification number assigned during the data collec-
tion activity. If warranted, you can link the file with
identifying information with customer feedback through
theidentification numbers.

Most peopleareinterested in the bottom line, presented
assuccinctly and clearly aspossible. Therefore, it may
be best to present the data reflecting survey resultsin
simple, straightforward ways to most audiences and
save the mathematical details for an appendix or sup-
plementary briefing. Many audience members want a
brief summary of the study’sfindings. You should con-
sider preparing an executive summary and using it as
the basis for preparing an overhead presentation.

Graphic representations of data are powerful displays
of findings. Itisvery easy for audiencesto grasp infor-
mation presented in bar graphs, pie charts, and similar
designs. The rapid growth of low-cost colour printers
means that these displays can be easily produced in
colour, adding to their ease of understanding. Exam-
ples of graphs are presented in Factsheet VII.

Formulating Recommendations

Customer feedback may suggest many potential im-
provements or enhancementsto consider. Narrowing
down the list to those that will have the most direct
effects on overall customer satisfaction is the ideal.
Most branches have limited staff and other resources,
so practical considerations must guide your choices.

Each organization will consider its own capacity for ac-
tion. However, it is important to do something or cus-
tomers may feel that their input was not valued and the
effort they expended to respond was wasted. Recog-
nizetoo that not everyonewill be ready for the feedback
results. Presenting them can raise issues for some indi-
viduas.

To get support and influence change, results must be
honest and presented in a constructive way that empha-
sizesthe positives. Results, findings, and recommenda:
tions should be presented as opportunities for improve-
ment. If the survey cannot be used to influence change
or improvement, it did not meet its objective, no matter
how carefully the whol e feedback activity was conducted.

Developing Recommendations

Whether you should devel op recommendations depends
on the purpose of the feedback activity, the significance
of theissues, the quality and significance of thefindings,
and the audience. Your origina purpose should be ac-
tion-oriented; answers to your issue gquestions should
naturally lead to ideas for actions that would improve
program effectiveness.

If you develop recommendations, they should be feas-
ible, supported by the findings (which are in turn sup-
ported by the data), and stated unambiguously. Provid-
ing alist of options for achieving a recommended im-
provement may increase thelikelihood that it will beim-
plemented.

Another critical, although sometimes subtle, considera-
tionin devel oping recommendationsisthe climatewithin
your organi zation. Some recommendations, no matter how
well you support them, will not be accepted due to fac-
tors beyond your control. Be aware of these factors so
that you can develop an alternative recommendation or
recogni ze that your recommendation may not beimple-
mented until the climate changes.
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Presenting Recommendations
Using Graphics

Remember, at least 70 percent of the messageisvisual,
so take advantage of the way people take in informa-

tion. Use the right visuals to communicate your mes-
sage. You can:

»  Emphasize main numerical facts

* Uncover facts, trends, comparisons and relation-
shipsthat might be overlooked in text or atable

e Summarize, group or segment (stratify) data

* Addvariety andinterest to text, tables, and briefings.

It is best to use pie charts to display components or
parts of awhole. Use line charts to show independent
or cumulative valueswhen:

* Your datacover along period of time and severa
series are compared on one chart
* You want to show change, not quantity

e You want to show trends
¢ Youwant to show relationships
e Theplot or the series fluctuates sharply.

Do not use column charts for comparing severa data
Sets, showing datawith many plots, or showing anumber
of components.

Finally, use picture graphs to demonstrate concepts or
ideas. (See Factsheet VII for examples of graphics.)

ANALYZE CHECKLIST

Clean up data

Perform analyses
Present data

N O B I

based on the data

(|

Determine the appropriate types of analysis

Formulate conclusions and recommendations

Present the recommendations
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5 Act on the Results |

s this the Beginning or the
End of the Process?

When the efforts to collect customer data appear to
be coming to a close, your real work may just be
starting. If thisisthe first time your organization has
collected and analyzed customer datain asystematic
way, you are probably discovering a new world of
information. Depending on the feedback method you
have chosen, you have probably created a baseline
of information that characterizes how your custom-
ers evaluate your products and services. You may
wish to repeat the same processagain in ayear, or in
whatever period of time makes sense in your situa-
tion.

Customers who respond expect you to act on their
feedback and to tell them what you have done. When-
ever possible, you should build in some way to let
them know.

To be cost effective, your organization wantsto make
best use of theinformation. Therefore, thisnext stage
of the process is vitally important to the success of
thefinal phase—action planning and imp-lementation

How Do You Decide What to Do
with the Feedback?

Once you receive and analyze the feedback, most
people will be anxiousto know the results. How did
wedo?What'sthe bottom line?You should avoid giv-
ing answersthat oversimplify the feedback you have
received. Depending on the methodology you have
used, you may have an average score or rating to
report, but chances are that you will have moreinfor-
mation that can provide a wealth of insights about
how your customers view the products and services
they have received from your organization.

Act

How Good is Good Enough?

Theonly real way to answer thisquestionisto say that it
depends. For example, isan average score of 3.9 ona5b-
point scale a good score? If last year's average score
was 2.5, indeed you may have reason to celebrate—and
for more than onereason. For onething, your score has
nearly doubled. Even better, it has |eaped from the dis-
satisfied range to the middle of the satisfied range.

However, you may want to look deeper. How does the
customer rate other service providerswho provide simi-
lar services? | sthat organi zation getting ratings above or
below the 3.9? What about the distribution of ratings—
are some customers still rating your service below a2.0
while some are rating it above a 4.5? If so, the more
positive ratings may be obscuring the negativeones. You
still may have customers who are critical of the prod-
ucts and services you provide.

Setting acceptable goals for customer satisfaction rat-
ingsisadecision that each organization must make for
itself. Keep in mind, however, that leading service or-
ganizationstend to:

» Target overal satisfaction scores at the upper end
of thescale. On a5 point scale, that should bea4.0,
and in very competitive situationsit may even be at
the4.5level or higher.

View any less-than-satisfied ratings as unacceptable
because they indicate an opportunity for dissatisfied cus-
tomersto quickly convey their dissatisfaction to others
by word of mouth. In the long run, that can undermine
your effortsto achieve areputation for service and pro-
duct excellence.
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How Do You Know What to
Work on First?

Many organi zations are overwhel med with the amount
of information they receive from customers. This is
especially true if a survey instrument is lengthy, or if
there is alarge number of open-ended comments and
ideas. Decision makers, particularly at senior execu-
tive levels, are likely to ask these questions: What do
we do first? What actions will yield the best improve-
ment in overall customer satisfaction? What improve-
ment or enhancements are worth making?

During the planning phase, you and your colleagueswill
have identified potential methods and procedures for
acting on the results of customer feedback activities.
Thefollowing are some ideas to consider.

Recover. Be prepared to hear from customers who
report a negative experience. Set up aquick aert and
response mechanism to respond in a case such asthis.
(It may require a special question that asks if the
respondent iswilling to beidentified and contacted for
follow up. A quick response is a very positive way to
convert a negative impression into a positive one for
the customer.)

Report. Even if the primary means for action is an
oral briefing, preparing written documentation for oth-
ers to read and refer to is critical. It aso creates a
historical record for tracking changes over time. Most
people who will review information about customer
feedback want to see graphics and summary tables.
Reports may include an executive summary, adescrip-
tion of the study objectives and data collection meth-
ods, acomprehensive overview of findings (illustrated
with graphs and tables), and conclusions and recom-
mendations. To keep the report a reasonable length,
supplementary material can be presented in appen-
dices.

Hold a briefing. Gather decision makers together
and go over the findings with a verba presentation.
Software graphics packages can help make the brief-
ing interesting and informative. Conducting a dry run
beforeyour presentation helpswith timing, pacing, and
finding out how well you can verbally communicate your
writtenfindings.

47

Hard-copy handouts give participants a tangible re-
minder of theinformation.

Set priorities. It is likely that customer feedback
will provide a wealth of information. Try to package
the information so that it leads the audience or reader
to a series of practical action steps that fit together
logically. Acting on results may be more successful if
several smaller action plans are devel oped that contain
three to five next steps, rather than one large plan that
may appear overwhelming.

Communicate. In addition to holding a briefing, it is
agood ideato communicate resultsto others. Sending
athank-you letter to focus group participants and cus-
tomers who completed the survey is important. The
letter should note what was learned and what will be
done with the findings. Also, employees are often ea-
ger to learn what customers have said, so you should
summarize the results and distribute them within your
organization.

Improve. There is no reason to elicit customer feed-
back unless you will use the information to improve
processes, services, or products. The best way to use
customer feedback may be to develop action plans.
Action plans are most likely to be successful when
owners of each issue can:

* Beidentified and included

* Help assess their activities and customers' feed-
back

e Participate in review and strategy sessions

* Havean opportunity to discuss concernsand short-
comings.

Enhance. Sometimes customersare satisfied, but want
the organization to expand or further improve what it
offers. Thisis an opportunity to enhance products or
Sservices.

Reward. Conducting customer feedback activities can
be exciting and worthwhile; the process can also be
exhausting and threatening. You should recognize the
efforts of staff and customers who made the activity



possible and reward them for their involvement. Re-
wards can take the form of public acknowledgment,
mention in performance reviews, and attention to
findings.

Plan. Use the immediacy of the customer feedback
activity to see what worked well and what could be
improved for the next similar activity. | dentify aspects
that facilitated or impeded achieving the project’s ob-
jectives, including features of the processes followed
for planning, datacollection, analysis, and devel opment
of findings.

Where meeting the objectives in the action plan re-
sulting from the customer service survey requires ad-
ditional resources, you may have the opportunity to
incorporate the survey results along with the action
planinyour organization’s annual business planning
and allocation process.
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FACTSHEETS

Who Are Your Customers?

FACTSHEET |

Thefollowing table can help you get started in
identifying your particular customers and the prod-
ucts and services they receive from you.

SERVICE RELATIONSHIP

EXAMPLE OF CUSTOMER GROUPS

TYPE OF PRODUCTS/SERVICES

Transactional Individuals, businesses Drivers licenses
Birth certificates
Information
Permits
Advisory Individuals/businesses/industries/ Program advice
sectors Information
(e.g. agriculture) Referrals
Financial assistance
Guidance
Access to decision making
Regulatory Industries, small business operators Permits
Compliance enforcement
Hearings

Facility inspections
Due process

Negotiations

Intergovernmental, professional associa-

tions, bargaining agents

Agreements
Dispute resolution

Funding Schools, hospitals, community based Transfer payments
services, vendors (e.g. pharmacists, Co-payments
oxygen suppliers) Information
Advice
Program support
Internal Human resources support

Employees

Facilities

Financial management
Training

Information technology
Audit and evaluations
Legal services

Data and Information

Individuals, other governments, busi-
nesses, industries

Data collection
Access to data
Research

Justice
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Individuals, offenders, interest groups

Policing

Crime prevention

Legal defense

Parole

Incarceration
Victim/Witness Assistance
Court services



Freedom of Information
and Protection of Privacy

FACTSHEET |1

Background for discussion with your freedom of
information and privacy coordinator about
personal privacy issues

Thisbasic summary of the requirements should only beused asabasisfor
discussionwith your Freedom of Information coordinator.

TOPIC SOME BASIC INFORMATION

1. Personal Information Any Information about an identifiable individual, including
but not limited to: name, address, sex, age, education,
member of visible minority.

You can only collect personal information if:

A) Collection of Personal a) The collection is specifically authorized by statute or,

Information
b) The collection is used for law enforcement or,
¢) The collection is necessary to properly run a program or
activity of the organization that is permitted by law.
B) Collection of Personal When you collect personal information, you must
Information notify the person of:

a) The legal authority for the collection,

b) The main purpose(s) for which the personal information
is intended to be used; and

¢) The title, business address and business telephone
number of an officer or employee of the organization who
can answer the person’s questions about the collection.

You can usually only collect personal information from the person to whom
it relates unless you have their consent to get it from someone else. There
are a few specific technical exceptions to this rule.

. Collection of Personal Information

You can usually only use or disclose personal information for the purpose

[I. Use and Disclosure of Personal Information for which it was collected or for a consistent purpose—a purpose the person
would have reasonably expected. There are a few specific technical
exceptions to this rule.

You generally have to retain personal information for one year after the date
it was last used. You can destroy the information earlier with the consent
of the person to whom the information relates.

1. Destruction of Personal Information
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Sampling - The Basics
FACTSHEET Il

If you have decided to use a survey approach for ob-
taining customer feedback, you need to determine what
sample size to use. This Factsheet discusses sample
sizes, sampling error, and confidence intervals—all of
which factor into decisions about the sample size. It
then presentsatablefor you to usein determining sam-
ple size and tells you step by step how to make use of
that table. The Factsheet a so describes how to go about
randomly selecting the number of customersfrom the
total list of customersyou have served during thetime
period to be covered by the survey.

Before reviewing specific guidelines on how to choose
the sample size, it is useful to set some general expec-
tations. National public opinion pollstypically use sam-
plesizesintherangeof 1,350to 1,800. These pollsuse
fairly large sample sizes to obtain a result that repre-
sentsthe entire adult Canadian population with asam-
pling error in the order of plusor minus2.5 percentto 3
percent. Such small levelsof sampling error are needed
because the polls often address matters of national
importance. The decisions made, based in part on the
results of these national polls, may befar-reaching, long-
lasting, and affect millions of people.

Thesurveysyou will be conducting to obtain customer
feedback will be of avery different nature. The target
group will besmaller: it will probably bethe peoplewho
have come to you and your colleaguesin one specific
program area, within a limited time (e.g., during one
year) to request certain products or services. You are,
therefore, looking at atarget group of maybe as many
as 500 to 100,000 people (few programsdirectly serve
more customers than that) and in some cases 50 peo-
ple or fewer. The scope of decisions to be made in
most caseswill be, for example:

< What you have learned from the survey

= Whether to change a process to reflect customer
comments

= Whether to revise some of your written products

= Whether to provide customer service and feed-
back training to staff .
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Even intheworst case—you make the wrong decision
about whether your products have to be revised and
whether staff need further training—you will (if you
continue to obtain feedback from our customers over
time) discover your error soon enough and be able to
correct it, without incurring excessive or irreparable
damage in the meantime.

Based on these considerations, it is reasonable to have
higher sampling errors than those associated with na-
tional surveys. You can feel comfortablewith sampling
errors of 5 percent or even 10 percent.

Additionally, for getting feedback from customers, you
have relatively small target groups who were served
by aspecific program during the time period of imme-
diate interest. For this reason, you can use a much
smaller samplesizethanisusedintheAngusReid polls,
which seek to accurately capture the opinions of mil-
lionsof people.

For most surveys, maximum and minimum practical
sample sizes apply. A sample of 30 or fewer respond-
entsistoo small to lend itsalf to rigorous statistical analy-
sis. Nevertheless, such a sample may provide very
useful anecdotal information. For large populations,
researchers usualy consider a sample size of about
100 respondents as the minimum.

The maximum practical and cost effective samplesize
for very large populations of customersisusually con-
sidered to be around 1000. A good rule of thumb for
determining maximum samplesizefor large populations
is 10 percent. Therefore, for a population of 1,000, a
samplesize of 100 would usually be considered appro-
priate. For apopulation of 5,000, asample size of be-
tween 100 to 500 (i.e. 10 percent) would usually be
considered as very acceptable. For populations of
10,000 or larger, asample size of between 200 to 1000
respondents would be appropriate. Contrary to public
perception, the size of the population haslittle or noth-
ing to do with the size of the samplerequired, whichis
why polling companies seeking information on, for ex-
ampl e, the opinion of the Canadian adult population on
acertain matter, do not have to select samples of hun-
dreds of thousands or millions of respondents.



Sampling Error

“Sampling error” is normally presented as a percent-
agewith aplusor minussigninfront of it. For exam-
ple, the sampling error in one particular situation may
be + 3.5 percent. That means that the true value of a
given measure for the entire population—that is, the
wholetarget group you are getting feedback from—is
the value obtained from your sample of customers,
plus or minus 3.5 percent. If, for example, 62.4 per-
cent of your sampled customers are satisfied, the ac-
tual percentage of satisfied customers lies within the
range between 58.9 percent (62.4 percent - 3.5 per-
cent) and 65.9 percent (62.4 percent + 3.5 percent).

But that is not quite true. In fact, there is no range of
reasonable size for which you can be certain that the
truevaluefor thefull list of customersliesin that range.
There is always the possibility of very unlikely cir-
cumstances —with the result that the characteristics
of the customersin the sample are very different from
the characteristics of the customersnot in the sample.
In such circumstances, the true value for al custom-
erswill bevery different from the value obtained from
the customersin the sample surveyed. The only way
to get around this statistical fact isto specify how cer-
tain you want to be that the true value does, in fact,
fall within a specific range around the value you ob-
tain from the sample. Thisdegree of certainty isknown
as the “confidence level.”

Confidence Level

The confidenceleve indicateshow confident you want
to be that the true value lies within a specific range.

There is no one confidence level that isthe right one
to use. There are many different possible confidence
levels, and only you can decide which confidencelevel
IS appropriate for your survey.

Much of thework inthe areaof public opinion surveys
uses the 95 percent confidence level. This means that
if you determine the sampling error using the 95 per-
cent confidence level, you can be 95 percent certain

that the true value for all your customers (i.e. the total
population) will lie within a specific percentage band
(equal to the size of the sampling error) around the result
you obtain from the sample of customers you contact.

Another confidence level commonly used isthe 90 per-
cent confidence level. With a 90 percent confidence in-
terval, you can be confident that 9 times out of 10, the
true valuefallswithin the value obtained from your sam-
pleof customers, plusor minusthe sampling error. Some
analysts use 80 percent confidence intervals.

To decide what confidencelevel to use, you might want
to think of a scale running from 80 to 95, where 95 rep-
resents a high level of confidence and 80 represents a
lower level of confidence.

Decide which confidence level to use based on the way
your resultswill be used, how products and services may
be affected by the results, and the frequency with which
you will collect additional information to confirm or re-
viseyour findings

Determining the Sample Size

Now that you have established appropriate expectations
with regard to sampling error and sample size, the fol-
lowing offers some guidance on selecting your sample
size. There are several factors to consider in determin-
ing the sample size. The information provided here is
intended to help get you started. Refer to the additional
information provided in Factsheets|V, V and VII1. You
may also wish to consult a statistician within your
organization.
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NUMBER IN TARGET GROUP* SAMPLING ERROR CONFIDENCE LEVEL SAMPLE SIZE
1000 5 80 141
1000 5 90 214
1000 +5 95 278
500 5 80 124
500 5 90 176
500 +5 95 218
200 15 80 90
200 5 90 116
200 5 95 132
100 5 80 62
100 5 90 74
100 15 95 80
50 5 80 39
50 5 90 43
50 5 95 45
1000 +10 80 39
1000 +10 90 64
1000 +10 95 88
500 +10 80 38
500 +10 90 60
500 10 95 81
200 10 80 34
200 +10 90 51
200 +10 95 66
100 +10 80 29
100 +10 90 41
100 +10 95 50
50 10 80 23
50 10 90 29
50 10 95 34

The above table is appropriate for simple random sampling (SRS), which is a sampling procedure based on
sampling without replacement. Smple random sampling is the most commonly used sampling procedure.
The table is based on the approximate formula given in Factsheet | V. This approximate formula includes an
adjustment comparable to the finite population correction factor for each combination of target popula-

tion and sample size.
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The precise formulathat can be used instead of this approximate formulais also given in Factsheet |V. For a
discussion of the finite population correction factor, see Factsheet 1V. For a discussion of the meaning and
significance of sampling without replacement (as contrasted with sampling with replacement), see the last sec-

tion of Factsheet VIII.

The procedure described below for randomly selecting a sample from the full list of customers served in a
specific period of timeis simple random sampling and is therefore consistent with the above table.

How to Use the Above Table

The instructions that follow assume that the unit of
analysis for the survey will be the “person served.”
(SeeFactsheet VI for adiscussion of “Unit of Analy-
sis.”)

1) Identify the number of persons you have served
inthetime period of interest. Find that number in
the column labeled “ Number in Target Group.”

2) Select the confidence level you consider to bethe
most appropriate given the magnitude of the deci-
sions that will be made based (in part) on the re-
sults obtained from the survey:

« If the decisions to be made using the survey re-
sultswill befar-reaching, long-lasting and/or costly,
use the 95 percent confidence level

« If the decisions to be made are less far-reaching,
lesslong-lasting or less costly, use the 90 percent
confidencelevel

» If thedecisionsto be made have morelimited con-
sequences, mostly in the short-term (e.g. in the
next six to 12 months) and the cost implications of
the decisions will be moderate, you may use the
80 percent confidence level.

3) Selectthelevel of sampling error you consider to
be acceptable given the magnitude of the deci-
sionsthat will be made using the results obtained
from the sample.

e For many customer satisfaction surveys, a sam-
pling error of £10 percent should be acceptable.

4)

In cases where the decision to be made based (in
part) on the survey resultsis of such anature that a
smaller level of sampling error isneeded, asampling
error of £5 percent or smaller can be used instead

Read off the corresponding sample size.

If the total number of customers served fals be-
tween two of the values shown abovein the column
“Number in Target Group,” you can use interpola-
tionto obtain aninitial estimate of the appropriate
samplesize.

You can then use the approximate formula for de-
termining sample size presented in Factsheet |V to
obtain a much better estimate of the sample size
needed.

You can stop here and make use of the approximate
value for the sample size obtained in step 4) b) im-
mediately above. Alternatively, you can, if youwish,
make use of the trial and error approach presented
in Factsheet IV or, even better, the combined ap-
proach, also presented in Factsheet IV, to calculate
the precise value for the sample size needed.
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How to Randomly Select a

Sample of Customers once
you have Determined what
Sample Size

Onceyou have determined the appropriate samplesize,
the next step isto randomly select that number of cus-
tomersfrom the total number served in the time period
of interest. Below is a procedure you can use to make
that random selection:

1

2)

3)

b)
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Make a complete list of all the persons served in
the period of interest for which you already have
(or can obtain, with a reasonable expenditure of
effort) the needed contact information (i.e., name,
plus address or phone number). Put the customers
in aphabetical order to ensure that there are no
duplicate names

Once all duplicate names have been eliminated,
number each name starting at the top of the list.
The result is the master list of customers served.
The number next to each name is that person’s
customer number.

Here is acomputer based approach for selecting a
sample of customers from the master list:

Use spreadsheet software (like Lotus 1-2-3 or
Microsoft Excel) to carry out the remaining steps
of this procedure. Before you begin to make use of
any particular spreadsheet software, make surethat
it hasa“randomize’ function. Not all spreadsheets
do.

Enter the customer numbersin numerical order into
the spreadsheet, one number per row.

Place each of these numbersin the second column
of the spreadsheet, leaving thefirst columnin each
row blank. The result will be a spreadsheet with
the number of rows equal to the number of cus-
tomers and with the rows having the numbers 1, 2,
3, and so on (up to the total number of customers
served). These numbers will appear in the second
column of each row.

d)

f)

0)

h)

Use the randomi ze function on the second column
of the spreadsheet. The numbers in the second
column are now in random order.

Enter numbers into the first column of each row.
Enter thenumber 1 intothiscolumninthefirst row,
enter 2 into this column in the second row, and so
on. These new numbers are the row labels.

Mark off the number of rows corresponding to the
sample size chosen above. For example, if the sam-
plesizeis 65, mark off thefirst 65 rows.

The numbers appearing in the second column of
the rows marked off in f) above are the customer
numbers corresponding to the customersto bein-
cluded in the sample. For each of these customer
numbers, read off the name of the customer ap-
pearing next to this number on the master list pre-
pared in step 2) above and place it in a new list.
Thisisthenew list of customers selected for inclu-
sion in the sample—the people you will contact
during the survey and ask to respond to the survey
guestions.

If, due to alower than expected response rate, the
number of customers from whom responses are
received isfewer than the desired sasmplesize, and
all reasonable follow up efforts have already been
made to increase the response rate, go back to the
spreadsheet and mark off the additional number of
rows needed to reach the desired sample size. The
numbers appearing in the second column of these
additional rows are the customer numbers for the
customers to be added to the sample.



Sampling - More on Sample Size

FACTSHEET IV

The Effect of the Response
Rate on Sample Size

Theinitial samplesizeisthe number of customersyou
attempt to contact and obtain aresponse from during
the survey. Thefinal sample sizeisthe actual number
of customers for which responses were received dur-
ing the survey. The response rate is the percentage of
customers included in the initial sample for which a
usable response was received. The response rate will
vary depending on the kinds of customers being con-
tacted, the kind of product or service received, the
kinds of questions asked in the survey, and so on.

Sincetheresponserateisamost awayslessthan 100
percent, the total number of customers from whom
responses arereceived will almost alwaysbelessthan
the number of customersinitialy selected to be part
of the sample. The table in Factsheet 111 shows the
approximate sampling error associated with the final
samplesize. Sinceacertainfinal samplesizeisneeded
(which considers only the customers from whom re-
sponses were received), the number of customersin-
cludedintheinitia sample(theinitial samplesize) must
aways be greater than the desired final sample size.

For periodic surveys that repeat, in whole or in part,
guestions asked in the previous version of the survey
(in order to determine the extent to which customer
satisfaction has changed in theintervening period due
to changesin service provision), the responserate for
the next version can be estimated by using the re-
sponse rate actually observed in the previousversion.
Where a particular survey is being conducted for the
first time, it would be reasonable to assume aresponse
rate of, say, 85 percent when determining how many
customers to select for the initial sample. If the esti-
mated response rate turns out to be too high, more
customers can be added to the sample later, using the
procedure described in step 3 g) of the procedures
presented in Factsheet |11 for selecting the sample
of customers.

Note, however, that it is better to achieve the desired
final sample size by having a higher responserate and a
smaller total number of customers selected to be in the
sample than through alower response rate and a higher
number of customers selected to be in the sample. The
reason for thisis non-response bias. Non-response bias
is encountered if the customers who did not respond to
the survey aresignificantly different from thosewho did
respond. Non-response may be due to the inability of
those conducting the survey to reach aspecific customer
inthesample, (e.g., because hisor her telephone number
has changed), or may be due to the unwillingness of that
customer to participate in the survey at all, or to answer
one or more questions in the survey. Because some
customers contacted will answer some questions but not
others, the degree of non-response will vary from ques-
tion to question on the survey questionnaire.

Non-response bias is one source of the overal biasin
the survey results stemming from thefact that those sur-
veyed are not representative of the target group you are
seeking to characterize. Another source of such biasis
use of a poorly chosen or poorly constructed master list
from which you randomly select the sample of peopleto
be surveyed.

For this reason, non-response should always be kept to
thelowest level achievable. Thisisaccomplished through
activefollow up with those customersin the samplefrom
whom you were not able to get a response. Only after
all reasonable follow up efforts have been made should
ashortfal inthenumber of customersresponding (compared
with thedesired final sample size) be made up by select-
ing additional customersto be part of the sample.

An Adjustment Factor

The values for the sampling error shown in the tablein
Factsheet |11 are approximate. One reason they are
approximate is that they do not take into account a fac-
tor that, if considered, would result in lower values. Be-
low is an adjustment factor you may use to account for
thisadditional factor and, in so doing, obtain amore pre-
cise value for the sampling error
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An adjustment factor to reflect that the sample
result was greater than or less than 50 percent.

One significant complication associated with the cal-
culation of sampling error is that the sampling error
varies markedly with the magnitude of the sampling
result obtained. Sampling result means, for example,
the percentage of customers in the sample who say
they are satisfied with the product or service they re-
ceived. All else being equal, the largest sampling error
is associated with a degree of satisfaction of exactly
50 percent. Any higher or lower level of satisfaction
will result in alower level of sampling error. The low-
est level of sampling error isassociated with alevel of
satisfaction of 100 percent or O percent.

Here are the specific values of this adjustment factor
that should be used for various specific values of the
sampleresult:

THE SAMPLE RESULT (1.E., THE PERCENT-
AGE OF CUSTOMERS IN THE SAMPLE

WHO SAID THEY WERE SATISFIED WITH

THE PRODUCT OR SERVICE RECEIVED) ADJUSTMENT FACTOR
99 percent 0.20
98 percent 0.28
95 percent 0.44
90 percent 0.60
80 percent 0.80
70 percent 0.92
60 percent 0.98
50 percent 1.00 (i.e., no adjustment)
40 percent 0.98
30 percent 0.92
20 percent 0.80
10 percent 0.60
5 percent 0.44
2 percent 0.28
1 percent 0.20
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Thus, if the sampl e result showsthat 90 percent of the
customersin the sample were satisfied with the prod-
uct or service they received, then the associated sam-
pling error is abtained by multiplying 0.60 times the
sampling error shown in the standard tables (including
the table in Factsheet 111). So if the sampling error
shown in the table is +10 percent for the sample size
used, then the actual sampling error isreally only +6
percent (= £10 percent x 0.60).

If the sample result shows that 80 percent of the cus-
tomerswere satisfied, and the sampling error obtained
from the table was £10 percent, the actual sampling
error would be £8 percent (= +10 percent x 0.80).
These are rather significant adjustments.

If thelevels of satisfaction for most of your organiza-
tion'sproductsand servicesarelikely to beintherange
of 80 to 90 percent or more, it is highly advisable to
take thisadjustment factor into consideration: 1) when
estimating the sampling error that will result from use
of asgpecific samplesize, and 2) when determining the
actual sampling error associated with a given sample
result after the sampling process has been completed
and the results have been obtained.

Thereisamajor implication in the fact that the sam-
pling error varies with the sample result. Since the
sample result varies from question to question asked
in the survey, there is no one level of sampling error
associated with the survey asawhole. Instead, there
will be a different level of sampling error for each
result obtained (i.e., adifferent sasmpling error for the
response to each question). If the degree of satisfac-
tion obtained from the customers sampled is close to
50 percent on one question and close to 100 percent
on another, the sampling error for the second will be
much lower than (possibly much less than half) the
sampling error for the first. The plus or minus figure
should therefore be different for each result reported
(i.e., it should be different for each question for which
the response is shown).

It is common practice, however, for only one level of
sampling error to be shown. Thismay beeither 1) the
largest sampling error associated with any of the re-
sults reported, or 2) the sampling error that would be
obtained in the worst possible case, i.e., if the result
had been alevel of satisfaction of 50 percent.

In presenting the results from customer satisfaction sur-
veys, you may either conform to this common practice
or show question-specific sampling errors. Thelatter can
be accomplished by simply presenting a plus or minus
figure after each sample result shown.

For example:

THE QUESTION ON THE THE DEGREE OF

SURVEY FOR WHICH SATISFACTION
THERESULT IS BEING REPORTED

REPORTED

Question 1 83 percent + 8 percent
Question 2 91 percent £ 6 percent
Question 3 78 percent + 9 percent
Question 4 87 percent £ 8 percent
Question 5 94 percent + 5 percent

Precise Formula for
Calculating the
Sampling Error

Here is an alternative approach for 1) estimating the
sampling error that will occur in aplanned sampling sur-
vey or 2) calculating the actual sampling error associ-
ated with a specific result in a survey that has already
been compl eted. I nstead of obtaining values of the sam-
pling error from atable (like that included in Factsheet
[11) and applying the adjustment factor presented above
(and if necessary aso applying the second adjustment
factor presented in the next section below), simply cal-
culate the sampling error directly from the precise for-
mula

The precise formula presented above is based on the
simple random sampling (SRS) procedure, in which the
sampleisdrawn using the sampling without replacement
procedure. Simple random sampling is the most com-
monly used sampling procedure and is the procedure
recommended in this manual for use in customer satis-
faction surveys. It isthe procedure reflected in the table
in Factsheet 111 and in all but the last section of
Factsheet VII1. For further discussion of thistopic, see
the last section of Factsheet VII|
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Theformulabelow will give the exact size of the sam-
pling error for any combination of number of custom-
ers served, sample size, sample result and confidence
level. Using this formula automatically takes into ac-
count and reflects the differences in the magnitude of
the sampling error dueto differencesin the samplere-
sult and automatically includesthefinite population cor-
rection factor, which isdiscussed in the next section of
this Factsheet

where p = the sample result (i.e., the percentage of customers
who were satisfied with the product or service they received)

q=1-p

n =the sample size

N = the total number of customers served

Z = is aconstant coefficient (i.e., multiplier) associated with the
confidence level that is being used. (This must be looked up in a
table in a statistics book). Each of these constants is known as the

Z-score for that confidence level.

Here are the coefficients (i.e., Z-scores) for the three confidence
levelsthat have been suggested for use in these Guidelines:

For the 95 percent confidence level, Z = 1.960

For the 90 percent confidence level, Z = 1.645

For the 80 percent confidence level, Z = 1.282

The Adjustment Factor

The table presented in Factsheet 111 reflects both the
sample size (n) and the total number of customers
served (N) in determining the sampling error for any
given confidencelevel selected. You may come across
reference books on statistics or sampling procedures
that present tables in which the sampling errors are
shown for various different sample sizes but in which
no consideration is given to the total number of cus-
tomers served. In such cases, to get the actual sam-
pling error, it is necessary to multiply the sampling er-
ror in such tables by an additional factor known asthe
finite population correction factor.
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The Finite Population
Adjustment Factor

The standard sample survey techniques were devel-
oped for use in situations where there is a very large
number of peoplein the pool of those from whom the
sample is to be drawn. This is true, for example, of
surveys of national public opinion. The standard for-
mulas and tables are therefore predicated on sampling
from avery large pool, onethat is, in practical terms,
as good as infinite and is treated by statisticians as
thoughit wereinfinite.

When the number of people in the target group from
which the sample is to be drawn is much smaller, an
adjustment factor (one known as the finite population
adjustment factor) should be used to correct for this
circumstance. The finite population adjustment factor
can aways be used (its use never gives an incorrect
result), but it isgenerally not needed if the sasmple size
chosen is less than about one-tenth (10 percent) the
size of the target group.

If the sample sizeisgreater than 10 percent of thetotal
number of customers served, then the finite population
adjustment factor should be used in calculating the size
of the sampling error.

These circumstances will apply in alarge percentage
of customer satisfaction surveys conducted by public-
sector organizations. Luckily, use of thefinite popula-
tion adjustment factor always results in alower sam-
pling error than would have been obtained without its
use. Therefore, if you are satisfied with the magnitude
of the sampling error calculated for a specific survey
without using the finite population adjustment factor,
there is no need to use it for that survey, unless you
want to know exactly how much lower the true sam-
plingerror is.

The finite population adjustment factor (FPCF)
can be calculated using thefollowing formula:

FPCF = the square root of _(N-n)
(N-1)
where: N = the total number of customers served

n = the number of customers in the sample (i.e., the sample size)




Theadjusted sampling error is obtained by multiplying
the finite population adjustment factor and the sam-
pling error obtained from astandard table that consid-
ered only sample size and confidence level (and did
not consider the size of thetarget groupi.e., the popu-
lation from which the sample is to be drawn). Be-
cause of theway the finite popul ation adjustment fac-
tor iscalculated, the adjustment factor varieswith the
sample size asafraction of the size of thetarget popu-
lation from which the sample isto be drawn. See the
followingtable:

SAMPLING SIZE AS A APPROXIMATE VALUE
FRACTION (PERCENT- OF THE FINITE POPU-
AGE) OF THE SIZE OF LATION ADJUSTMENT
THE TARGET POPULA- FACTOR

TION=n/N

10 percent 0.95

20 percent 0.89

40 percent 0.77

50 percent 0.71

60 percent 0.63

70 percent 0.55

75 percent 0.50

As can be seen from the above table, if the sample
sizeisapproximately 10 percent of the size of thetar-
get group (i.e., the total number of customers served,
from which the sample is to be drawn), then the ad-
justment factor isapproximately 0.95. Thus, when using
asamplesizethat is 10 percent of the total number of
customers, the sampling error will be reduced to 95
percent of what it otherwise would have been (e.g.,
the sampling error would be reduced from +10 per-
cent to £9.5 percent).

If the sample size is 20 percent of the size of the tar-
get group, then the adjustment factor is approximately
0.89. Thus, when using asample size that is 20 per-
cent of thetotal number of customers served, the sam-
pling error will be reduced to 89 percent of what it
otherwise would have been (e.g., the sampling error
would be reduced from +£10 percent to £8.9 percent).

If the sample size is 50 percent of the size of the target
group, then the adjustment factor will be approximately
0.71. Thus, when using a sample size that is 50 percent
of the total number of customers served, the sampling
error will be reduced to 71 percent of what it otherwise
would have been (e.g., the sampling error would be re-
duced from +£10 percent to 7.1 percent).

There is a genera rule of thumb used by many statis-
ticians: thefinite population adjustment factor should be
applied whenever the sample sizeis 10 percent or more
of the size of the target group from which the sampleis
to be drawn.

Note, however, that use of the finite population adjust-
ment factor always gives a more accurate value for the
sampling error than by not using it. You should therefore
never be reluctant to useiit. It isjust that there are cer-
tain circumstances (i.e., when the sample size obtained
from a standard table is |ess than 10 percent of the size
of the target population) whenit is possible to disregard
it without adversely affecting the estimated size of the
sampling error.

Note also that thelast element in the precise formulafor
calculating sampling error inthe previous section of this
Factsheet isthe finite population adjustment factor. Use
of that precise formulatherefore will ensure that the fi-
nite population adjustment factor is automatically taken
into account when determining the size of the sampling
error.

A trial-and-error procedure and an approxi-
mate formula for determining sample size

A Trial-And-Error Procedure

The precise formula above can be used directly to de-
terminethelevel of sampling error for any combination
of confidence level, number of customers served, and
sample size. That same formula can also be used to de-
termine sample size when the desired confidence level,
the desired maximum level of sampling error and the
number of customers served, are known. It just cannot
be solved directly to obtain sample size in such situa-
tions. Thisisso because sample size (n) appearsin two

60



different places in the eguation, and the form of the
equationissuch that it isnot possibleto rearrangeit to
solve directly for sample size. Instead, you must use
the precise formula as shown to determine the needed
sample size. You can do so asfollows:

1) Begin by estimating the needed value of the
samplesize.

2) Usethat value of the sasmple size (i.e., your
initial estimate) to solvethe precise formula
equation for sampling error.

3) &) If thevaue of sampling error you obtain from
theformulaisless than the maximum level of
sampling error you are willing to accept, then you
should decrease your estimate asto the corresponding
value of the sample size and solve the equation

again.

b) If the value of sampling error you obtain from
the formulais greater than the maximum level of
sampling error you are willing to accept, then you
should increase your estimate as to correspond-
ing value of the sample size and solve the
equation again.

4) Continue steps 3) @) and b) above until you
arrive at the appropriate sample size. That will be
the largest value of the sample size that, when
plugged into the precise formulaalong with the
number of customers served and the Z-score
corresponding to the confidence level you have
selected, gives you the highest possible value of
sampling error, i.e., onethat equals (or isdightly
lessthan) the level of sampling error you have
set as the maximum you are willing to accept.

The Approximate Formula for
Determining Sample Size

The trial-and-error approach described above will al-
ways give you the best possible value for sample size.
However, the process for arriving at that value can be
rather tedious. For thisreason, an approximate formula
has been devel oped that will giveyou areasonablevalue
for the sampling error that is closeto the one you would
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get from thetrial-and-error procedure. Thisapproximate
formulaneeds only to be solved once—no repeated cal-
culations are needed. The resulting value will, however,
in most cases, be a larger sample size than what you
would get from the trial-and-error procedure. That is,
the approximate formula will give you alarger sample
size than that actually needed to achieve your target
level of sampling error. Here is the approximate for-
mula

NxZ?2
n=
[4x(N-1)xE?]+[Z?]

Where
n=samplesize

N = number of customers served (from which the
sampleisto be drawn)

E = the maximum acceptable level of sampling error,
expressed as adecimal fraction (e.g., 5 percent
=0.05)

Z =the Z-score corresponding to the confidence level
selected (this can be obtained from most standard
gtatistics references, including most basic
statistics textbooks). The Z-scores for the 80
percent, 90 percent and 95 percent confidence
levels are given above in this Factsheet in
conjunction with the precise formula.

A Combined Approach

You can, if you wish, make use of both the approxi-
mate formulaand the trial-and-error approach. Begin
by using the approximate formula to get an approxi-
mate value for the sample size. Then use this approxi-
mate value as your first estimate of sample sizein the
trial-and-error approach, and proceed from there with
the trial-and-error approach as described above.

Thiscombined approach will allow you to comeup with
the lowest possible sample size with the [east amount
of effort.



Why is So Much Attention
Given to Sample Size?

Much of Factsheet |11 and all of this Factsheet have
been devoted to considerationsrelated to sample size.
You should spend sometime determining an appropri-
ate sample size becauseif alarger sample sizeisused
thanisreally needed, you will haveincurred agreater
cost in conducting the survey and you will have im-
posed a greater response burden on your customers
than necessary.

The extra, unneeded costs alone can be quite con-
siderable. For each extracustomer in the sample,
additional time hasto be spent conducting thetel-
ephone interview (assuming for clarity that atel-
ephone survey was conducted), following up with
those who did not answer when originally called,
following up with thosewho did not initially agree
to participate, and so on. It a'so means more data
to be recorded and analyzed.

The extra burden on your customers (in terms of
time spent responding) can also be quite large
when the total time spent by all customers sur-
veyed is considered.

If the sample size turns out to be greater than was
needed, the extra cost incurred and the extra bur-
den imposed were wasted.

Onthe other hand, if you usetoo small asamplesize,
you may end up with so much uncertainty about the
true degree of satisfaction of your customers (because
the sampling error was so large) that you do not learn
much from the survey. You were uncertain about their
degree of satisfaction before (that iswhy you decided
to conduct the survey) and you may now find that
your level of uncertainty afterward is not much re-
duced. In this case, the whole cost of conducting the
survey may prove to have been wasted.

Keep in mind that any wasted time and dollars associ-
ated with conducting surveys using sample sizes that
were too large or too small could otherwise have been
used to improve the products or servicesyou provideto
your customers. So the effort you spend ensuring that
you usethe most appropriate samplesizewill help maxi-
mize the time and dollars you have left for improving
customer service in the ways your survey has shown to
be needed.

In conclusion, sample sizeisvery important—you want
it to be large enough to give meaningful and useful re-
sults, but not so large that you incur extra expense or
unduly burden your customers with the time needed to
respond. When you conduct a customer satisfaction
survey, you should usethe smallest sample sizethat will
giveyou results of sufficient precision to be meaningful
and useful to you. And greater precision—whichisan-
other way of saying alower level of uncertainty—comes
from asmaller level of sampling error. The smaller the
sampling error the greater the precision.
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How to Obtain Approvals for Customer Service Surveys

FACTSHEET V

While the approval process will vary from jurisdiction to jurisdiction,
here are some general areas to consider when preparing to seek approval.

Outline for Approval

Research Objectives

*  What information the organization wantsto collect

e Whyitisimportant

* Howinformationwill beused
What kinds of decisionswill be made asaresult of
research

*  What benefits will be achieved by having thisin-
formation

e Whowill benefit

Strategic Relevance

* How the research ties in to the priorities of the
larger organization

*  Whether the program areawhich will usethefind-
ings have been involved in the design of the re-
search

Target Audience:

* Who is the target audience, client group or
stakeholders that the research is surveying or in-
terviewing?

Methodol ogy

* Researchdesign, e.g. questionnaire, telephone, mail,
face-to-face, focus groups, executive interviews

* Samplesize, e.g. demographics and why that par-
ticular sizeisappropriate

* Information requirements including the measure
(awareness, usage, attitude) or the data that the
study will collect;

e  Description of sample, e.g. thegeneral public, spe-
cific target groups such as farmers, business reps
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TimeLines
» Projected start and completion dates

Cost
+ Estimate or actual cost

Firm

*  Whether thework isbeing done in-house or witha
third party consultant

*  Whichfirmwill be used and why they were chosen

*  Whether tendered

Related Research

*  Whether similar research has previously been
conducted

*  Whether datais part of alarger project

e Other information relevant to the study

Consultations
e Consultations that have taken place
* If none, explain why not

Alternatives

*  Whether alternatives were considered for abtain-
ing required information;

» If no alternatives have been considered, why not.

Distribution and Release Plans
* How theorganization plansto rel easeinformation

Contact Name
*  When appropriate, name and telephone number
of contact person



Unit of Analysis

FACTSHEET VI

This Factsheet compares three alternative units of analysis that might be used for customer feedback activities
and recommendsthat one of them, the person served, be used asthe unit of analysisin most surveys of customer
satisfaction conducted by public-sector organizations. It also recommends that another unit of analysis, the
individual customer transaction, be used for most activitiesthat rely on continuous feedback to track the level of

customer satisfaction and how it is changing over time.

The unit of analysis selected for the collection of customer feedback information isimportant for a number of
reasons: it affects the size of the list from which the sample has to be drawn and therefore affects the decision
asto sample size: what kinds of thingswill beincluded on that list; what isasked of each person contacted; and
how the responses of those in the sample (i.e., those contacted) are analyzed.

Three principal aternative units of analysis may be
used for any given customer feedback activity:

1) The unit of analysisis the customer transaction.
(Thisisexplained in the discussion that
followsbelow.)

2) Theunit of analysisis the person served.

3) The unit of analysis is the organization served
where the person served was acting on behalf of
anorganization.

To clarify the differences among these three possible
units of analysis, the implications of choosing one of
these units of analysis are compared with each of the
others.

Tofacilitate this comparison, assumethat the customer
feedback method that has been selected for use is a
telephone survey. Oncethe unit of analysisto be used
is selected, the next steps are to determine what sam-
plesizeto use, and to select randomly that number of
specific people (or organizations) to be called.

Keep in mind that any customer feedback activity
should seek feedback from customers on their satis-
faction with products and services received in a cer-
tain specific period of time. For clarity, assume that
the period of time of interest is a specific calendar
year.

In examining al the customers served in aspecific (hy-
pothetical) program area for the year of interest, you
discover that atotal of 236 different people were served
(by being provided a product or service). On closer ex-
amination you discover that there were a total of 377
customer transactions. The reason for the difference in
these two numbersisthat some customers, after obtain-
ing one product or service, called back later in the year
to request another product or service. A few called back
athird time, and so on. Each occasion on which a spe-
cific person called to obtain a single specific product or
service is a customer transaction.

Comparison of Person Served
Versus Customer Transaction
as the Unit of Analysis

If the unit of analysisis the person served, then use 236
asthetotal number of people/thingsto be characterized
and thiswill bethe basisfor choosing the sample size. If
the unit of analysisis the customer transaction, use 377
asthetotal number of people/thingsto be characterized
and thiswill be the basisfor choosing the sample size.

If you decide to use the person served (of which there
are 236) astheunit of analysis, and you chooseto usea
sample size of 40, then you have to make a random
selection of 40 persons served.
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So at this point you will put together alist of al 236
persons served. Note that each person served will ap-
pear on thislist only once, no matter how many times
he/she called during the year to obtain a product or
service. As a consequence, when 40 names are ran-
domly picked fromthislist, each person served hasthe
same chance of being picked as every other person
served, no matter how many times he/she called dur-
ing the year to obtain aproduct or service. Finally, when
the persons randomly selected are called, they will be
asked about all of their experiences during that year as
customers of the organization.

If instead you decide to use the customer transaction
(of whichthereare 377) asthe unit of analysis, then all
else being equal, you will need a larger sample size
because you now have more things (transactions) to
sample from. Say now, as a conseguence, you choose
to use a sample size of 70. To randomly select 70 of
these 377 customer transactions, you will haveto make
adifferent, longer list of thingsto pick from. Thistime
thelist will contain 377 items, and each item inthelist
will beacustomer’s name plusthe one product or serv-
ice obtained in a single transaction. (Each item in the
list may a so include the date on which that product or
service was obtained—this will be desirable in those
program areaswhereyou find someindividual s obtained
the same product or service more than once during a
singleyear.)

Customers who obtained more than one product or
service during the year will appear on the list more
than once, and customers appearing on the list twice
(because they obtained two products or services dur-
ing the year) will have twice as great a chance of be-
ing randomly selected to be part of the sample asthose
customers who only obtained one product or service
during the year. Furthermore, what will be picked is
not just the name of a customer but the name of the
customer plus the specific product or service he/she
obtained in aspecific transaction during the year (plus,
if needed, the dateit was obtained). Finally, when those
picked are called, the questions they are asked will fo-
cus specifically on that one transaction, i.e., they will
be asked to limit their response/comments to how sat-
isfied they were with that one particular product or
service (obtained on that date), how courteously they
were treated when obtaining that one product or serv-
ice (on that date), etc.
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Because of the greater complexity associated with its
use, it isexpected that most public-sector organizations
will not use the customer transaction as the unit of
analysis for their customer feedback surveys. At the
same time, when there is reason to believe that the
degree of customer satisfaction varies greatly from one
product or service to another provided by the same
organization, it may be decided that it isappropriatein
that case to use the customer transaction as the unit of
analysis. If so, when contacting customersincluded in
the sample, it isimportant to ask them to limit their
commentsto that one particular product or service ob-
tained in the transaction for which they was selected
even if they obtained two or more products or services
during the year.

Notethat useful product and service-specific customer
satisfaction data can al so be obtained by using the per-
son served as the unit of analysis. This can be accom-
plished as follows: use the total number of persons
served asthe basisfor choosing the sample size. Next,
use the list of persons served as the basis for random
selection of the specific personsto be contacted. Then,
when calling each person selected, first ask him/her to
identify al of the various products or services he/she
received during the year; second, ask about overall
satisfaction with those products and services; and fi-
nally, ask about degree of satisfaction with each indi-
vidual product and/or servicereceived. Theanalysisof
the results can then be used to characterize the overall
degree of satisfaction of the 236 customersasawhole,
and will also provide useful information about differ-
ences in degree of satisfaction with specific products
and services.

Comparison of Person Served
Versus Organization Served as
the Unit of Analysis

For this same example (236 persons served in 377 cus-
tomer transactions), there is yet another possible unit
of analysis. the organization served (rather than the
person served) for customers that were acting on be-
half of an organization. In this (hypothetical) case, of
236 persons served, 96 were acting on their own be-
half, and 140 were acting on behal f of an organization.



Furthermore, there were several cases where more
than one person served was acting on behalf of the
same organi zation. For example; seven different per-
sons called to abtain products or services on behalf of
the XY Z corporation, five different persons called to
request products or services for the ABC law firm,
and three different people called requesting products
or services for the LMN environmental group. You
find, on further examination, that the 140 persons
served who were acting on behalf of a organization
were acting on behalf of atotal of 63 different organi-
zations.

With these facts in mind, you may decide that you
want to know how satisfied each of these organiz-
ations as a whole was with the products and services
it obtained. In this case, depending on how it is de-
cided to approach those not acting on behalf of an
organization (i.e., persons acting as members of the
general public), you could end up with atotal of 159
total customers (persons and organizations)—the to-
tal of the number of organi zations served (63) plusthe
total number of personsfrom the general public served
(96).

Or you could treat the 96 members of the generd public
as one group and the 63 organizations served as a
second group, and sample separately from each of
these two groups. In that case, you would again have
atotal of 159 people or thingsto sample from (63 or-
ganizations in one group plus the 96 members of the
general public treated as one group), but you would
approach the sample selection process differently.

Say that the program area seeking customer feedback
decides to use the second approach: you then have a
total of 159 people and thingsto sample from, separated
into two different groups. You will haveto sample sepa-
rately from the group consisting of the 63 organiza-
tions served and from the group consisting of the 96
members of the general public who were served.

This sample selection process can be conducted with
the group consisting of the 96 members of the general
public. You want to select a sample of these 96 per-
sons to contact in your survey. In this case, all else
being equal, with only 96 personsto samplefrom, you
can use a smaller sample size than you used earlier

when the unit of analysis was people served (of which
therewere 236) or customer transactions (of which there
were 377). Say it is decided to select a sample of 25
from this group. The most straightforward method for
selecting these 25 would be to create a list of the 96
members of the general public and then randomly select
25 names from that list. You then contact each of these
25 peoplein your phone survey.

Now address the group consisting of the 63 organiza-
tions. You want to select from these 63 a sample to be
contacted in your phone survey. Again, al else being
equal, with only 63 thingsto sample from, you can once
again use a smaller sample size than you used earlier
when the unit of analysiswas people served or customer
transactions.

Furthermore, you can also useasmaller samplesizethan
you used for the group consisting of the 96 members of
the general public. Say it isdecided to use asamplesize
of 20. You now have to select 20 organizations to con-
tact in your survey. Once again, the most straightfor-
ward method for selecting these 20 would beto create a
list of the 63 organizations served and then randomly
select 20 organizationsfrom that list.

But you now have another problem. You have to decide
who to call at each of these organizations. For those
organizations where only one person called during the
year to obtain a product or service on behalf of that or-
ganization, there is no problem—that is the person who
will becalled. But for organizationsincluded in the sam-
ple for which more than one person obtained a product
or service on behalf of that organization, a decision has
to be made as to whether al of these persons will be
called during the phone survey. If not all, then how will
those to be called be selected and how many will be
selected for each organization?

Asyou can see, using the organization served asthe unit
of analysisresultsin anumber of complexities. Further
complexitiesarisein analyzing theresults obtained from
using such an approach. For thisreason, you should gen-
eraly not usethe organization served astheunit of analysis
(unless of course you have a compelling reason to do
S0).
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CONCLUSION

In most cases, for reasons of simplicity and conven-
ience alone, the preferred unit of analysisfor obtaining
customer feedback by means of surveys will be the
person served. Experience with customer surveyselse-
where has shown that using the person served as the
unit of analysis gives meaningful and very useful re-
sults. Since surveys based on person served are the
easiest to design and carry out, organizations under-
taking customer surveys are encouraged to use per-
sons served as the unit of analysisfor all of customer
feedback activities, except when thereisacompelling
reason to do otherwise. Furthermore, adopting the per-
son served as the unit of analysis for most customer
feedback surveys will maximize the comparability,
across different program areas and over time, of the
results obtained from these surveys.

Please note that the above conclusion applies only to
customer satisfaction surveys(periodic surveys). Where
a continuous feedback approach is to be used (like a
comment card included in each copy of a publication
sent out or afollow-up phone call to each nth customer
two days after aproduct or service hasbeen provided),
the unit of analysis will normally be the specific cus-
tomer transaction (the transaction in which the product
or service was provided) about which the feedback is
being sought.
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Presenting Customer Feedback Results

FACTSHEET VII

Once data have been collected, think hard about how you want to present them. Often, you may focus alot of
attention on collecting feedback and performing complex analysisand forget that you haveto market the findings
to help bring about change. The form you select for presentation can make or break all the previous work.
Results need to be communicated clearly to the appropriate people before an organization can begin learning
from its customers.

There are many variables to consider when presenting data, such as the nature and level of the audience, the
reasons the feedback was collected and how it will be used, and the nature of the dataitself. Some of the more
common forms are listed below, with a brief explanation of the unique use of each presentation.

A very basic bar graph can be used to convey the
percentage of the population that responds within a Overall Satisfaction
givenrange. For example, thisgraphindicatesthat 1.2
percent of the respondents rated their overall satis-
factionas1, 2, or 3onascaleof 1to 10; 15.5 percent
rated overall satisfaction as4 or 5; 46.1 percent as 6,
7, or 8; and 37.2 percent as 9 or 10. Note that these
groupings of 1-3, 4-5, 6-8 and 9-10 are somewhat
arbitrary, and can be changed to suit the needs of your

46.1

254 15.5

Permpntaigy Fesponding

1-3 Very 4-5 6-8 9-10

project. Additionally, thelabelsvery dissatisfied, dis- satisfied but Highly

satisfiied, satisfied, but room for improvement and highly mprovament
satisfied are al so subject to change according to indi-

vidual needs. | iction by Region

It is often useful to organize responses by customer _ Pooer
segments that are meaningful to the survey audience. 1234506789 0 ) 107
Inthiscase, the mean, or average, overall satisfaction 84
ratings are organized by geographic regions. Noteaso south ’ 81
that the base, or number of respondentsin that region, Southwest J
appearsto theright of each bar. This can beimportant West J

toidentify therelative validity of theinformation. S A
Responses can also be organized by other types of
segments. In this case respondents answered ques-
tionsabout their length of use, and the amount of grant Among those who received
money they had received. Note that the number of ~9rants of less than $50.000 a year

respondents in each category is to the right of each o those who received grants
bar. from $50,000 to $500,000 a year

Overall Satisfaction

Among those who received grants
of more than $500,000 a year
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Billing/accounting staff A bar graph can a so be used to identify the mean,

83 or average, response to various services received.
Thisisuseful to compare the levels of satisfaction
Technical staff between services offered.

Administrativestaff

Contract staff

0 2 4 6 8 10
Mean satisfaction rating

A dlightly more complex graph can allow the compar-
Adults Surveyed ” o o I ison of responses between two segments of a popul-

ation. In the example, 60 percent of the children sur-
veyed considered the quality of the service they re-
I ceivedtobe 9 or 10 onascale of 1to 10. In generd, it

Children Surveyed S % appearsthat more children rated the quality of the serv-
iceashigher, while more adults provided lower ratings.
O‘% 26% 46% 66% 86% 106%
] sometimesor never [ usually [ Always

Another way to compare two populations is to use segmented bar charts, as shown above. The graph above
indicated that children surveyed were more likely than adultsto feel they received the service they needed when
they needed it.

If driver analysisis being performed, a useful way to present the resultsisin aquadrant chart, asin the example
below. By comparing the levels of satisfaction with the level s of importance, you can put theresultsin priority. In
the example below, the serviceslisted in the upper right quadrant were very important to the customer and were
rated as providing high levels of satisfaction.

These services, information clearinghouse and inter- Priority Issues for Building
actions with staff are identified as areas where the or- Customer Loyalty
ganizationismeeting or exceeding the customers needs.

In contrast, the upper left quadrant identifies services Action Matrix

<
that are very important to the customer, but are rated £
asproviding low satisfaction. It is these services, con- A| Contracts ¢ Information

management clearinghouse

tra_CtS _manag_ement and grants manager_nent’ that re- ¢+ Grants + Interactions with
quire immediate attention. The lower right quadrant 8 management agency staff
identifies servicesthat provide high levels of satisfac- §
tion, but are not important to the customer. In this ex- =
ample, no services were found to be in the lower left E + Advocacy
quadrant. This quadrant identifies servicesthat are not + Distribution of
important to the customer and provide low levels of v reports
satisfaction. 2

-

A
v
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o
=

Satisfaction High
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Drivers of Satisfaction

High «¢ Satisfaction » Low
High .
Promote Maintain Improve
Importance
Commit minimal resources
Low

Compared to other Government or Government-like grant
or funding
processes would you say that your experience was...

Worse?
10.0%

The Worst?
1.6%

Better?
31.7%

About the
same?
31.7%
The Best?
10.0%
Don't know .
No answ er

Examplesof Customer Remarks Concerning Billing

Needs

. “Billing is sketchy and difficult to understand.”

. “We are running approximately 6 months behind
schedule.”

. “I have had problems with billing, and would like XYZ to
reassess the way they are billing; timeliness and
accuracy.”

. “Poorly itemized billing.”

. “Billing report really hard to understand, very
inconsistent.”

. “More prompt billing, so that | can delete them off the
records.”

. “Billing is a twilight zone.”

Another example of a chart that related the results of
driver analysisisto theleft . In this case, subjective la-
bels have been applied to the areas of the chart, accord-
ing to the needs of the project.

A piechart isanother method useful for relating the pro-
portions of a population that responded in a particular
way to a question. In the example on to the left, the
majority of the respondents clearly felt that the funding
process was about the same as with others.

What Products or services do XYZ customers want
to see offered?
(# of responses)

> Information distribution 34
- Internet 9
- Mailings 15
- Other 10
> Improved/clarified policies 20

(supplies, photographic printing,
microfilm, signs, library, etc.)

> Improved customer service 7
> Informing customers of existing services 8
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One additional type of chart is the trend or run chart
whichisusedtoidentify meaningful changesfrom year
to year, or between feedback activities. Such charts
are used to monitor progress and show improvement.
A time series chart not only can show trends, it can
portray relationships. With time series, change and re-
lationshipsin two or more items can be compared that
would otherwise appear on different scales (applesand
oranges) if the net change from one point to another is
defined as a percentage.
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Appendix A

Common Measurements Tool ©

INSTRUCTIONS TO ORGANIZATIONS

At first glance, the Common Measurements Tool (CMT) looks like a “ ready-to-use” client satisfaction survey,
butitisnot. The CMT, asit exists here, islengthier than most organizations would want for a client satisfaction
survey. Customization by the user iscritical toitseffectivenessinimplementation. The CMT providesacompre-
hensive collection of potential survey itemsthat public service organizationsmay select fromin designing aclient
satisfaction survey.

Before proceeding with customization, there are afew methodol ogical recommendationsthat organi zations should
consider. The CM T was designed to facilitate consistency and comparative analysisamong similar public-sector
organizations, who choose to use it. In addition, the CMT will offer organizations an easily accessible survey
system to use to build benchmarks within their own organization. Thisisachieved by using thetool in the same
way repeatedly and then comparing results.

For the aforementioned reasons, it isimportant to maintain the measurement scale and the wording of theitems
that are selected by the organization. In addition, item ordering should also be maintained. The CMT has a
prescribed section where organizations can add questions unique to their organization — placement of these
questions should al so be maintained in the designated section to decrease the effects these questions have on the
other itemsincluded in the survey. The customi zation processwill involvethefollowing steps:

1. Define the goals of your client satisfaction survey

2. Review the CMT in its entirety

3. Decide which items are relevant to your organization and the goals of your study

4. |dentify any questions you want to ask that may not beincluded inthe CMT

5. Design those questions and add into the designated section for additional questions
6. Customizethewording of theintroduction to suit your organization

7. Customize the wording (service/product) throughout the CMT to make it relevant to
your organization and the specific service transaction the survey appliesto.

It isrecommended that organizations conduct pre-testing of the customized tool beforeimplementing
the survey. Pre-testing will indicate where any adjustments might be necessary before implementing
the survey, avoiding errorsthat clientswill be exposed to.

For more information about the CMT, please contact the
Institute for Citizen-Centred Service at www.iccs-isac.org

© Canadian Centre for Management Development
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Client Satisfaction Survey

This client satisfaction survey isintended to provide
(organizationfillsin name) with information that will
assist in better serving your needs. This survey pro-
vides you, the client, with the opportunity to tell us
how we are doing and how we can improve. We are
interested in what you have to say about our service/
product and value the time you take to complete this
survey. Thank you!

We are surveying clients who have used our service
in the last (organization fillsin time period). Partici-
pants are selected on arandom basis (or organization
fills in otherwise). The information collected in this
survey will be used by (organization) to better under-
stand your needs and help us make improvementsto

the way we deliver our service/product. Your responses
will remain anonymousaswewill be summarizing all the
information we receive.

This survey asks questions about many aspects of your
experiencewith our services/product. Theseinclude how
you were served, how reliable our service/product was,
how easy it was to access, and others.

When you have completed this survey please (method
of return specified by organization, i.e. placeit in the box
provided, mail it into our office with the self-addressed
envelop) by (fill indate). If you have any questions about
this survey and the use of this information, feel free to
contact (fill in contact person) at (fill in contact number).

SECTION 1 - Service/Product Delivery

This section asks about the way this service/product was provided to you by the service staff.

For the following questions (#1 — 10), please circle the one

response that best describes your experience.

1. Have you received the service/product or is the service delivery process continuing at thistime?
a) service/product received > go on to question #2.
b) service/product delivery in process or ongoing > go to question #6.

2. How long did it take to receive the service/product — from the time you first contacted the
organization that provided the service/product until you first received service/product?

Note to Organizations. The intervals for question 2 & 3 can refer to minutes, hours, days or
weeks depending on the nature of the organization using the instrument.

0-4 5-9 10-14 15-19 20-24 25-29 30+

3. What is an acceptable amount of time to receive this service/product?

0-4 5-9 10-14 15-19 20-24 25-29 30+

4. How many contacts did it take for you to receive this service/product? A “ contact” is each
different phone call, e-mail, posted letter, fax, or office visit.

1234567 8(+)

5. What is an acceptable number of contacts required to receive this service/product?

1234567 8(+)

6. Did you visit a service location to access the service/product?

a) Yes > go to question #7
b) No > go to question #9 on next page

73



7. How long did you have to wait at the service location before having contact with the staff who
provided the service/product? Responses are in minutes.

1-5 6-10 11-15 16-20 21-30 31-45 46-59 60(+)

8. What is an acceptable amount of time to wait at the service location before having contact with
staff who provide the service/product? Responses are in minutes.
1-5 6-10 11-15 16-20 21-30 31-45 46-59 60(+)

9. How many different people did you have to deal with in order to get what you needed?
12345678o0r more

10. What is an acceptable number of people to deal with in order to get what you need?
12345678o0r more

11. In the end, did you get what you needed from our organization?
a) Yes
b) No
c) | got part of what | needed

12. Was the service/product provided without error?
a) Yes
b) No

If you answered NO to the question # 12, please comment on the errors you experienced in receiving
our service/product.

74



Please circle the response that best describes your satisfaction
with the following aspects of our service/product.

HOW SATISFIED WERE YOU HOW IMPORTANT IS THIS
WITH THIS ASPECT OF OUR ASPECT OF OUR SERVICE/
SERVICE/PRODUCT? PRODUCTTOYOU?

1=VeryDissatisfied 1 =Very Unimportant

2=Dissatisfied 2=Unimportant
3=Neutral 3=Neutral
4 =Satisfied 4 =Important

5 =Very Satisfied
N/A-Not Applicable

5=Very Important
N/A-Not Applicable

A. Time required to deliver the service/product. 12345N/A 12345N/A
B. Number of contacts with the organization required

to receive the service/product. 12345N/A 12345N/A
C. Waiting time at the service location. 12345N/A 12345N/A
D. Number of people dealt with to get the

service/product. 12345N/A 12345N/A
E. The service was provided in a fair and equitable

manner. 12345N/A 12345N/A
F. It was clear what to do if | had a problem. 12345N/A 12345N/A
Service staff were:

G. Courteous 12345N/A 12345N/A
H. Helpful 12345N/A 12345N/A
I. Good listeners 12345N/A 12345N/A
J. Competent 12345N/A 12345N/A
K. Had up-to-date information 12345N/A 12345N/A
L. Respectful 12345N/A 12345N/A
M.Flexible 12345 N/A 12345 N/A
N. Met my safety and security needs 12345N/A 12345N/A
0. Protected my privacy/confidentiality 12345N/A 12345N/A
P. Overall, how satisfied were you with the way the

service/product was provided by the service staff? 12345N/A

Q. If we could only improve in three of the above areas, which should we focus on? Please circle three.

A B c D E F
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13. Please provide us with any further comments you may have about the people who served you.
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SECTION 2 - Access & Facilities

Please circle the answer that best describes your experience in these areas.

HOW SATISFIED WERE YOU HOW IMPORTANT IS THIS
WITH THIS ASPECT OF OUR ASPECT OF OUR SERVICE/
SERVICE/PRODUCT? PRODUCTTOYOU?

1 =VeryDDissatisfied 1 =Very Unimportant

2 =Dissatisfied 2=Unimportant
3=Neutral 3=Neutral
4 = Satisfied 4 =Important

5 =Very Satisfied
N/A-NotApplicable

5 =Very Important
N/A-Not Applicable

The facility that provided this service/product:

A. Was easily accessible by telephone 12345N/A 12345N/A
B. Was conveniently located 12345N/A 12345N/A
C. Had adequate hours of service 12345N/A 12345N/A
D. Had adequate parking 12345N/A 12345N/A
E. Was easily accessible (e.g., there were no

barriers to physically entering and using the

buildings) 12345N/A 12345N/A
F. Had offices and waiting areas that were

comfortable 12345N/A 12345N/A
G. Had signs that were easy to locate 12345N/A 12345N/A
H. Had signs that were easy to understand 12345N/A 12345N/A
I. Appointments with service staff were easy to make 12345N/A 12345N/A
J. Offered various methods of access (i.e., fax,

internet, telephone, e-mail) 12345N/A 12345N/A
K. Overall, how satisfied were you with the

accessibility of the service/product? 12345N/A

L. Overall, how satisfied were you with the

facilities for the service/product? 12345N/A

M. If we could only improve in three of the above areas, which should we focus on? Please circle three.
A B C D E F G H I J K L M N O
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1. If you found that the service location was not convenient, where would you like the facility to be located?

2. What are your preferred ways of accessing this service?
Please write in the numbers 1, 2, and 3 next to three of the items below to
indicate your preferences.

___InPerson
____Telephone
_ Fax
____Internet
___ E-mall

____ Posted mail
___Courier

____ Other

3. Do regular office hours meet your needs for accessing this service/product?
Regular office hours are defined here as Monday to Friday (approximately 08:30 am — 4:30 pm).

a) Yes
b) No

If you answered NO to question # 3 please answer the following question;

If regular office hours as described above do not meet your needs, and we were able to extend hours,
what is your preference for extending office hours? (Circle one response)

a) Open office earlier in morning one day a week (07:00 am for example)

b) Keep office open later one evening a week (07:00 pm for example)

¢) Open office one day during weekend

d) Other suggestions (fill in blank)

4. Please provide us with further comments that you may have about the access and facilities
through which you received the service/product. (For example, do you have any special needs
that were not met?)
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SECTION 3 - Communication

To receive this service/product a number of aspects of our communications with you may have affected
your experience. Please circle the response that best describes your service experience.

HOW SATISFIED WERE YOU HOW IMPORTANT IS THIS
WITH THIS ASPECT OF OUR ASPECT OF OUR SERVICE/
SERVICE/PRODUCT? PRODUCTTOYOU?

1 =Very Dissatisfied 1 =Very Unimportant

2 =Dissatisfied 2=Unimportant
3=Neutral 3=Neutral
4 = Satisfied 4 =Important

5 =Very Satisfied 5 =Very Important
N/A-Not Applicable N/A-Not Applicable

In receiving this service/product:

A. My questions were answered. 12345N/A 12345N/A
B. The information that | needed was available. 12345N/A 12345N/A
C. I received consistent information/advice. 12345N/A 12345N/A
D. Written and verbal language was clear (e.qg.,

not complicated). 12345N/A 12345N/A
E. I had a choice of English or French languages 12345N/A 12345N/A
F. Service staff were easy to understand. 12345N/A 12345N/A
G. Documents and other information were easy

to understand. 12345N/A 12345N/A
H. Forms were easy to understand and fill out. 12345N/A 12345N/A
I. Procedures were straight forward and easy to

understand. 12345N/A 12345N/A
J. Itwas easy to find out how to get the service. 12345N/A 12345N/A
K. lwas informed of everything | had to do in order

to get the service/product. 12345N/A 12345N/A
L. How satisfied were you with our communications? 12345N/A

M. If we could only improve in three of the above areas, which should we focus on? Please circle three.

A B € D E F G H I J K L M
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1. Which of the following would be the best way(s) for us to communicate with you about our service/product? Circle
as many as you wish.

a) media advertisements (e.g., newspapers, radio, TV)

b) pamphlets/booklets in the mail

C) posters

d) information on the internet

e) e-mail

f) other (fill in blank)

2. Please provide us with further comments that you may have about the communications that
supported the product/service you received.
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SECTION 4 - Cost

To receive this service/product you paid a fee (e.g., license, registration, toll fee). Please circle the
response that best describes your service experience relating to cost.

HOW SATISFIED WERE YOU HOW IMPORTANT IS THIS
WITH THIS ASPECT OF OUR ASPECT OF OUR SERVICE/
SERVICE/PRODUCT? PRODUCTTO YOU?
1 =VeryDDissatisfied 1 =Very Unimportant
2 =Dissatisfied 2=Unimportant
3=Neutral 3=Neutral
4 = Satisfied 4 =Important
5 =Very Satisfied 5 =Very Important
N/A-Not Applicable N/A-Not Applicable
A. Billing for the service/product was timely. 12345N/A 12345N/A
B. The billing process was straight forward. 12345N/A 12345N/A
C. The method of payment was convenient. 12345N/A 12345N/A
D. The payment period was reasonable. 12345N/A 12345N/A
E. The cost was reasonable. 12345N/A 12345N/A
F. Overall, how satisfied were you with the
costing of the service/product you received? 12345N/A

M. If we could only improve in one of the above areas, which should we focus on? Please circle three.
A B c D E

1. What is your preferred method of payment? (Please circle one)
a) Cash
b) Cheque
¢) Debit Card
d) Credit Card

2. The most reasonable payment period would be within: (Circle one)
a) 1 week
b) 2 weeks
c) 3 weeks
d) 4 weeks
e) 5 weeks
f) More that 5 weeks

3. An acceptable range of cost for this service/product would be:
(Fill in blanks) $ to $

4. Please provide us with further comments that you may have about the cost of the service/product
you received.
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SECTION 5 - General Questions

Please circlethe answer that best describes your use of this service/product.

1. If you have used this service more than once, how often do you use it?
First time users > go to question #3
Every:

a) week or less

b) 2 weeks

¢) month

d) 2-5 months

e) 6-11 months

f) year

g) 2-5 years

2. When was the last time you used this service?
In the last:

a) week or less

b) 2 weeks

¢) month

d) 2-5 months

e) 6-11 months

f) year

g) 2-5 years

3. My use of this service was:
a) a legal requirement > go to question #6
b) my choice > go to question #4

4. Will you use this service again?
a) Yes > go to question #6
b) No > go to question #5

5. Please tell us why you will not use this service again.

6. Did you have any of these problems while getting the service? Check all that apply.

| didn’t know where to look

I couldn’t find the service in the Blue Pages of the telephone book

| got bounced around from one person to another
Telephone lines were busy

| had trouble with automatic telephone answering systems or voice malil

_____lwasgivenincorrect information
____lgotconflicting information from different people
____Ihadtotravel too great a distance

_____Parking was difficult

_____No one took time to explain things to me

_____ Other (fill in blank)
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Please circle the response that best describes how much you agree or disagree with the following
general statements about this service/product.

1=Strongly Disagree
2=Disagree
3=Neutral

4=Agree
5=Strongly Agree
N/A-Not Applicable

A. This organization was responsive to my needs.. 12345N/A
B. The staff who served me did an excellent job. 12345N/A

C. When | needed this service, | knew where to
goto getit. 12345N/A

Please circle the number that best describes your overall level of satisfaction with this service/
product delivery.

1=VeryDissatisfied
2 =Dissatisfied
3=Neutral

4 =Satisfied
5 =Very Satisfied
N/A-Not Applicable

D.Overall, how satisfied were you with this service/
product? 12345N/A

7. 1f we could only improve three areas of this service/product delivery, in which three of the
following should we make improvement upon?

Please write in the numbers 1, 2, and 3 to indicate the first, second and third most impor-tant
areas for improvement next to the three items you select.

_____amount of time to receive service/product

_____number of contacts required to receive service/product
_____waiting time in line ups

_____waiting time on telephone

_____waiting time for mailed response

_____more methods to access service/product (e.g., internet, email, fax)
____adequate office hours

_____convenience of office location

_____courtesy of service staff

_____skill/competence of service staff
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___ease of accessing information about the service/product
_____simple forms

____ clearinstructions/directions

_____accurate and consistent information

____dependability of the service

_____convenient payment methods

_____reasonable cost for service/product

____other (fill in blank)

*Note: This iswhere organizations can place additional customized items.
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SECTION 6 - Information About You
(For External Clients):

We would like to know more about our clients to better understand your needs for this service/

product. Thisinformation isused to assist our organization in planning improvementsin the way we
delivery our service/product to you. We would appreciateit if you would answer the following
questions. This information will be confidential — we have no way of identifying any specific people
who fill in these questions.

Please circle response that most closely describes your situation.

1. Gender
a) Female
b) Male

2. Age
a) 18-24 yrs
b) 25-34 yrs
c) 35-49yrs
d) 50-64 yrs
e) 65+ yrs

3. Please indicate the type of residence you live in.
a) Single Family Dwelling
b) Multi-Family Dwelling (townhouse, duplex)
¢) Secondary suite in a single family residence
d) Apartment
e) Other

4.Doyou:
a) Rent
b) Own

5. Please indicate the type of household in which you live.
a) Couple with no dependent children
b) Couple with one dependent child or more
¢) Single parent with one dependent child or more
d) Single adult
€) More than 1 single adult sharing a residence
f) Extended family
g) Other

6. Are you presently employed?
a) Yes > go to question #7
b) No > go to question #10

7. If you are employed, do you work?

a) Full time (35 or more hours/wk)
b) Part time (less than 35 hours/wk)
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8. What is your primary occupation?
a) Homemaker
b) Manager, executive, business owner
c¢) Office work, sales, service
d) Professional
e) Self-employed
f) Student
g) Trades, factory worker
h) Other

9. Please circle the appropriate letter to indicate the type of organization in which you work.
a) Municipal government
b) Provincial or Territorial government
c¢) Federal government
d) Other publicly funded organization, e.g., public health system, school system,
university, courts, etc.
e) None of the above

10. If you are not employed, are you:
a) Retired
b) Student
¢) Receiving Employment Insurance
d) Other

11. Which of the following do you have personal access to? Circle all that apply.
a) Computer
b) Internet
¢) Fax machine
d) Electronic Mail (E-mail)

12. What formal education do you have, to date?
a) Some public or high school
b) Completed high school
¢) Some post-secondary
d) Completed college or university
e) Graduate or professional degree

13. What is your approximate total household income, before taxes? Your household includes all
members of your family who are living with you.

a) Under $10,000

b) $10,000 to $19,999

¢) $20,000 to 29,999

d) $30,000 to $49,999

e) $50,000 to 69,999

f) $70,000 to 89,000

g) $90,000 or more

14. Are you a member of a visible minority group?
a) Yes
b) No

15. Are you Aboriginal?
a) Yes
b) No
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16. Where do you live?
(organization inputs relevant options here) (e.g., within community, region,province).

17. How long have you lived in Canada/Province/Region/Municipality/Community?
(the organization selects the appropriate variable)

a) All my life

b) Ten years or more

¢) Less than tenyears

SECTION 7 - Information About You and Your
Organization: (For Internal Clients)

We are collecting information about you and your organization to bring more meaning to the answers
you have provided uswith. Thisinformation is used to assist our organization in planning improvements
in the way we deliver our service/product to you.

Please fill in blanks.

1. The name of your organization.

2. The name of the division or area in which you work.

3. Your position/title.

4. Length of time you have worked in this position (in number of months).

5. The length of time you have worked for this employer (in number of months).

6. The number of people who report directly to you.

Client Satisfaction Surveying: Common M easurements Tool
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SECTION 8 - We are Most Interested in
Your Comments

Please write any other comments you have about this government service/product. Feel free to
elaborate on questions from the survey or any other thoughts you wish to convey relating to the
delivery of serviceto you.

Thank you for providing this information!
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Appendix B

Sampling - More Advanced Topics

FACTSHEET VIII

This Factsheet addresses the following more advanced
topic in the areaof sampling:

o Stratified sampling—what itis, whento useit, how
todoit.

This Factsheet also provides:

* A crosswak between the customized terminol ogy
with regard to customer feedback sampling used
in this manual and Factsheets and the more gen-
eral statistical terminology used by survey statisti-
cians.

* A discussion of some other kinds of errors (be-
yond sampling error and non-response bias) that
will be encountered in sampling.

A discussion of sampling without replacement and how
thisdiffersfrom sampling with replacement. This sec-
tion al so contains a description of how to select asam-
ple randomly without using acomputer or acomputer
spreadsheet.

Stratified Sampling

Thebasic principleunderlying stratified sampling isvery
simple. For each subgroup of customersfor whichitis
important to know their degree of satisfaction with a
specified level of precision (i.e., with a known maxi-
mum level of sampling error), the sample size for that
subgroup should be determined separately and a ran-
dom sample of those customers selected separately.
Thiscan be done by applying the procedures presented
in the manual and in Factsheets|I| and |V separately
for each of these subgroups of customers. Itisasthough
you are no longer conducting one survey but instead
are conducting two or three (or more) surveyssimulta-
neoudly, one for each subgroup of customers who are
so important that their degree of satisfaction must be
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known and tracked with a known maximum level of
sampling error for that specific subgroup.

The results are then analyzed separately for each of
these different subgroups, again using the methods of
analysis that are presented in the manual. The results
of these analyses are then used to track separately the
degree of satisfaction of each subgroup of customers.

Theresultsfrom each subgroup may then also be com-
bined to give an overal result for al the subgroups
surveyed taken together. They may be combined by
using thefollowing formula:

pa”:(flxpl)+(f2xp2)+(f3x p3)+....

Where the equation continues for as many subgroups
of customers as were used in the survey and where

p,, = thesampleresult for all customers served
the sample result for the first subgroup of cus-

tomers (i.e., the number of customers in the
first subgroup who reported being satisfied)

P, =

thefraction (percentage) of all customers served
who fall in the first subgroup of customers

the sample result for the second subgroup of
customers

thefraction (percentage) of al customers served
who fall in the second subgroup of customers,
etc.



For the above formulato give an accurate result for
al customers, every customer must beincluded in one
(and only one) of the subgroups. If, for example, there
arefivedifferent kindsof customersand only twokinds
are so important that they have to be tracked sepa-
rately with aknown level of sampling error, then the
remaining three kinds of customerscanbeincludedin
athird subgroup cons sting of theremaining threekinds
of customers grouped together.

Thereisonefurther consideration. Since you have set
the sample size separately for each of the subgroups
in order to get a known level of sampling error for
each of them, you will know thelevel of sampling er-
ror for each subgroup, but you do not know the level
of sampling error for all the customerstaken together.
Thereis, however, asecond formulathat can be used
to determinethis

E, = the square root of the following sum
N, N,-n E?
sum = X X
N> N -1 n
N2 N,-n, E?
+ X X
N> N,-1 n,
+ etc.
Where

E,, = the sampling error for sample results appli
cable to all customers taken together

N = the total number of customers served

E, = the sampling error for the first subgroup of
customers

N, = the total number of customers served for the
first subgroup of customers

n, = the sample size for the first subgroup of
customers

E, = the sampling error for the second subgroup of
customers

N, = the total number of customers served for the
second subgroup of customers

n, = the sample size for the second subgroup of
customers

etc. (for each additional subgroup of customers

served)

Note that what is referred to as sampling error in this

section on stratified sampling isactually the standard error
since values obtai ned from the sample were used in com-

puting it. The standard error is used by statisticians to
estimate the sampling error. (See the next section of this
Factsheet for further clarification of thispoint.)

A Guide to the Applicable

Statistical Terminology

In the discussion of surveysand sampling in the manual
and Factsheets, some statistical terminology has been
modified to makeit easier for the non-statistician to un-
derstand. Some users of the manua may, however, wish
to consult textbooks, reference books or journal articles
on one or more aspects of sampling. Below isaway to
compare terminology used hereand the terminol ogy used
in general works and articles on sampling procedures.
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TERMINOLOGY USED IN THIS

MANUAL & FACTSHEETS

MORE GENERAL TERMINOLOGY
USED BY SAMPLING STATISTICIANS

1. “The customers servedin a
specific period of time” (for
which information about their
level of satisfaction is being

1. “The target population”

or

sought) “The population”
or or
“The customers served” “The universe”
or
“The target group”
2. “The sample of customers” . “The sample”

3. “The sample result” (shown as
the percentage of customers
who responded who said that
they were satisfied in response
to a specific question about
some aspect of the product or
service they received)

. “The sample proportion”

4. The “master list” of
customers served.

4. “The sampling frame”

5. “The sampling error” (values
obtained from the full target)

. “The sampling error” (when calculated using population—which

is not possible under normal circumstances because it would be
too costly to conduct a census of the target population. Itis to
keep costs to a reasonable level that you are using a sampling
procedure.)

“The standard error” (when calculated using values obtained
from the sample—which are what you must use in most cases.
This is so since the corresponding values for the entire target
population are not known and cannot be learned without going
to great additional expense. Going to such expense would defeat
the purpose of using a sampling procedure rather than a census).
“The standard error” is also known as “the standard error of the
mean.”

6. “The unit of analysis”

“The unit of analysis”
or

“The sampling unit”

7. “The 95% confidence level”

7. “A 95% confidence level” By tradition, the article “a” is used, which

suggests that there is more than one kind of 95% confidence
level. In fact there is only one kind of 95% confidence level, so

“the” is more appropriate. “The” is used in this manual to improve

clarity for the sake of non-statisticians.
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Other Kinds of Error
Experienced in
Sampling Surveys

So far, the discussion of error encountered in sam-
pling surveys has been limited to three kinds: 1) sam-
pling error, 2) non-response bias, and 3) the biasassociated
with use of a poorly chosen master list of the persons
in the target group to be sampled. Each of these has
been discussed earlier, sampling error was discussed
in Factsheet 111.

Non-response bias and the bias associated with use
of apoorly chosen master list were discussed earlier.
Two other kinds of error that occur in sampling sur-
veys are described briefly below:

e Reporting error. This is the kind of error that
results when the customer misunderstands the
question asked and therefore gives an incorrect
answer. It can also occur if the customer misun-
derstands how to use an interval scale (by think-
ing, for example, that a high number on the scale
means “ highly unsatisfied” when infact it means
“highly satisfied”). It can also occur when a cus-
tomer purposely gives awrong answer.

Thiskind of error can be kept to a minimum by pre-
testing the questionnaire on people who are similar to
those who will be surveyed. Such pretesting can help
identify: 1) questions that are confusing, 2) instruc-
tions on how to respond (e.g., how to use the interval
scal e to answer a question) to questions that are con-
fusing, and 3) questions that customers may find so
intrusive, threatening or offensivethat they may prompt
some customers to give a false answer.

Recording error. Thisiserror on the part of the staff
conducting the survey. Even if the customer has re-
sponded correctly, the survey staff may misunderstand
or misrecord what the customer said (in a telephone
or in-person survey) or may misread or misrecord what
waswritten (inamail survey). It should, however, be
noted that, unlike sampling error, which results from
the use of aprobabilistic sampling procedureandisan
inevitable consequence of using such aprocedure, the

additional kindsof error identified abovewill be encoun-
tered whenever customers are contacted and asked to
respond to specific questions. These kinds of errors
would, for example, still occur evenif afull censuswere
conducted of all customers served. In other words, use
of acensuswill eliminate sampling error, but reporting
error and recording error will still occur. Similarly, non-
response bias will occur in the results obtained from a
census as much as in those obtained from a sampling
survey.

Should the Sample be
Selected With or
Without Replacement

There is one basic decision that must be made before
sel ecting arandom sampl e of customersfrom the larger
total number of customers served: will the selection be
made with replacement or without replacement?

In order to explain what this means, an aternative pro-
cedure is described for selecting a random sample of
customers that tracks closely with that presented in
Factsheet | I1. Thisalternative procedurewill, however,
be simpler and easier to follow. In particular, the proc-
ess will parallel perfectly the procedures in Factsheet
I11, but the procedure will be described not in terms of
entering customer numbersinto a spreadsheet on acom-
puter, but rather in terms of putting the customer num-
bers on dlips of paper, putting these dlipsinto abox, and
then pulling these slips from the box. Thissimpler alter-
native approach will clarify the difference between sam-
pling with replacement and without replacement.

Here is the alternative approach for selecting a random
sample of customers:

Begin by carrying out the actions called for in steps 1)
and 2) of the procedurethat beginson page 5 of Factsheet
[11. After having compiled the master list of persons
described in step 2), take thefollowing additional steps:

a) For each of the customers on the master list, place
the number corresponding to that customer onaslip
of paper, one customer number per dlip of paper.
Then fold each slip of paper in auniform way. All
dlips of paper should beidentical in every way.
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b) Put thefolded dlips of paper into abox, and shake
the box so that the slips of paper have been mixed
well within the box.

¢) Havesomeonebegintoremovedlipsof paper from
the box one at atime. Whilethisisbeing done, the
box should be held or positioned in such away that
the person removing the dlips of paper cannot see
them.

d) Have a sheet of paper (a recording sheet) ready
with numbers running from 1 to anumber at least
twicethe sze of the sample sizethat has been chosen.
For example, if the sample size chosen was 65,
have numbers on the sheet of paper running up
130. This sheet will be used to record the outcome
of the selection process.

€) Aseach dip of paper is picked from the box, un-
foldit, read the customer number onit, and record
that number in order on the recording sheet. Then
set that dlip of paper aside (or throw it away). The
customer number on thefirst slip picked should be
recorded next to the number 1 on the recording
sheet. The customer number on the second dlip
should be recorded next to the number 2 on the
recording sheet, and so on. Continue this process
until aslip of paper and a corresponding customer
number has been picked for each number on the
recording sheet.

f) Determinethe number of customersto beincluded
intheinitial sampleby taking into consideration both
the desired sampl e size and the anti cipated response
rate. Thus, for example, if the desired sample size
is 65 and the expected response rateis 85 percent,
the number of customersto beincluded in theini-
tial sample should be 65/85 percent = 76.47. The
size of the initial sample should therefore be 77
(sinceit isaways prudent to round fractions up to
the next whole number in situations where a cer-
tain minimum level must be achieved).

g) Theinitial sample will then consist of the custo-
mers whose customer numbers are recorded next
to positions 1 through 77 on the recording
sheet.Carry out the survey using these 77 custo-
mers.
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h) If the response rate in the survey is 85 percent or
greater, nothing further need be done and you will
have no further usefor therecording sheet. If how-
ever, the response rate turns out to be less than 85
percent and all reasonable follow-up actions have
been taken to increase the response rate and it is
till lessthan 85 percent, then adetermination should
be made asto how many additional customersneed
to be added to the sample to bring the number of
customers responding up to 65.

If, for example, the number of customersrespond-
ing is 62, three more responding customers are
needed. Since the response rate so far has been
62/77 = 80.5 percent, the minimum additional
number of customers who need to be added to the
sampleis3/80.5 percent = 3.73 or 4 after rounding
up. However, since there is no guarantee that the
response rate for the next set of customers con-
tacted will beidentical to that of the customersal-
ready contacted, it might be prudent to add not 4
but 5 or 6 additional customers to the sample to
ensurethat athird survey cyclewill not be needed.
Inthiscase, the number of additional customersto
add to the sampleis 6.

i) Starting at the point where you left off in taking
customer numbersfrom the recording sheet in step
g) above (position 77 in the sampl e used here), take
the customer numbers appearing in the next 6 po-
sitionsonthelist (i.e., thosein positions 78 though
83), and add the customers' names corresponding
to these customer numbers to the sample.

The above procedure is an example of sampling with-
out replacement. This expression is used because the
procedure called for dlips of paper to be picked from
the box and after each dlip of paper was picked, it was
not replaced (i.e., put back) in the box.

The aternative procedure would have been to sample
with replacement. Using the same physical arrange-
ments described above, sampling with replacement
would have entailed picking thefirst dlip of paper from
the box, unfolding it, reading the customer number on
that dip, folding thedip asit wasand putting it back in
the box, shaking the box up again, sothat al thedipsin



the box, including the one aready removed and put
back ininto it (i.e., replaced into it), are once again
fully mixed. A second dlip of paper isthen picked from
the box, unfolded, the number read, the dip folded
again and put back in the box and the box is shaken

again.

This procedure continues until the same number of
dlips has been taken from the box as before or, to be
more precise, until the same number of picks have
been made from the box (in this case, 130).

One of the obvious implications of this procedure
(which callsfor sampling with replacement) is that it
ispossiblefor asingle slip of paper to be picked from
the box more than once. In fact, it could be picked
threetimesor more. If that happens, that same number
is recorded a second time (and if necessary a third
time, afourth time, etc.) on the recording sheet. Say,
for example that the slip with customer number 278
wasthefourth dip picked and wasa so the 36th picked.
Then customer number 278 will appear on the record-
ing sheet both at position 4 and at position 36. Slips
continue to be picked a total of 77 times as before
(i.e., atotal of 77 picks are made from the box).

Anadditional dlip should not be picked to makeup for
the duplicate picking of customer number 278. Cus-
tomer 278 has been picked twice, so he or she now
counts as two customers. This does not mean that
customer 278 will be contacted two different times
during the survey and on the second occasion be asked
to respond a second time to the survey questions.
Customer 278 will be contacted only once, but his or
her response will be used twice in computing the sur-
vey results, as though two different customers had
responded in exactly the sameway to the survey ques-
tionnaire (which does in fact sometimes happen).

Itispossiblefor asingle dlip to be picked three times
or four times or more. Similarly, itis possible for two
different dlips to be picked two or more times each.
When the total number of customers served is rela-
tively low and the sample size is relatively large in
comparison, multiplepicksof two or moredipswill be
afairly common occurrence.

The initial reaction of most people to a description of
sampling with replacement is generally rather negative.
Putting the slip of paper back in the box, knowing full
well that it may be picked again, seems bizarre and un-
reasonableto them. Sowhy isthisprocedure used? The
answer is that the mathematics that result from using
the sampling with replacement procedure is much sim-
pler than those that result from use of the sampling with-
out replacement procedure. The odds of any one dlip
being picked are the same throughout the sampling with
replacement procedure. If, for example, there were a
total of 534 customers served (and therefore 534 dlips of
paper in the box) from which the 77 customers to be
included in the sample are to be selected, the odds that
any one customer will be selected on thefirst pick are 1
in 534, the odds of any one customer being selected in
round two are 1in 534, the odds of being selected on the
third round are 1 in 534 and so on. The odds of being
picked never change from the beginning to the end of
the process of picking 77 dlips of paper from the box
(and thereby picking 77 customersto be surveyed from
the total of 534 customers served).

With the sampling without replacement procedure, how-
ever, the odds of any one customer being picked have
constantly changing from the beginning of the processto
theend. Onthefirst pick, every customer’s odds of hav-
ing hisor her dlip picked are 1in 534. But, after onedlip
has been picked, the customer number on that slip has
been recorded, and that dlip has been set aside, every-
one's odds on the second pick have changed. For the
customer already picked, hisor her odds of being picked
again are now zero. That dlip has been set aside so there
is no further chance of being picked on that or any fur-
ther round of picks. But for the remaining customers,
the chances of being picked are now 1in 533. The odds
arelower sincethereisnow onefewer slip in the box—
only 533 instead of the 534 that were there before the
first pick was made. The odds of being picked on the
third round then go down to 1 in 532. The odds continue
to decrease in this same way throughout the process of
picking 77 slips. Because of these changing probabili-
ties, the resulting mathematics get rather complicated.

In summary, there are two different procedures for se-
lecting a random sample of customers from the total
number of customers served. Sampling without replace-
ment is the process that seems most reasonable to non
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-statisticians, but it results in very complicated math-
ematics that make calculations much more difficult.
Sampling with replacement seems bizarre to most non-
statisticians (especially counting acustomer’sresponse
twiceif that customer gets picked twice), but resultsin
much simpler mathematics.

Statisticians have generally adopted the sampling with-
out replacement procedure for selecting the samplein
most surveys. Statigticiansrefer to thisprocedureas Sim-
pleRandom Sampling (SRS), but it might instead becalled
the standard approach for random sampling. The stand-
ard stratified sampling procedure described in the first
section of thisFactsheet isadightly more complex vari-
ant of Simple Random Sampling. Stratified sampling as
described above is aso based on sampling without re-
placement. This manua strongly recommends use of
sampling without replacement becauseit isaprocedure
that employees who are not statisticians are much more
likely tofeel comfortablewith and isthe procedure most
commonly used by dtatisticiansaswell.
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