ICASS Customer Satisfaction Survey

Frequently Asked Questions

SURVEY BASICS - - WHO/WHAT/WHERE/WHY/HOW

Q: Who needs to complete this survey?

A: Everyone who receives an ICASS service at any U.S. embassy should complete the survey.  The ICASS Executive Board wants to hear your views about the service you receive from ICASS providers.  We hope for a strong turnout.  We want responses not just from direct-hire American employees but also from eligible family members over the age of 16, locally employed staff, third-country nationals, and personal services contractors.  

Q:  "What if I've only been at post for a few weeks?"

A: If you’ve been at post for only a couple of weeks, you probably won’t have adequate personal experience with any of the services that your agency subscribes to under ICASS.  However, the timing of the survey was moved from October to January so that newly-arriving employees and their family members  will have received at least some of the services.   So generally, any individual who has been at post for at least a month should fill out the survey


Q: Should I fill out a survey on the post I just left?

A: No.  We ask that people only provide input on the post where they physically reside right now.  Your successor at your last post will have an opportunity to provide input on service there.  We have people shifting around the world every year.  As we expect the ICASS customer satisfaction survey will become an annual event, this will tend to even out for all those who serve at a post for more than one year.  They will have already provided input on customer satisfaction in earlier surveys before they move on to a new assignment.

Q: Who is an eligible family member?

A: Anyone who is listed as traveling with you to your post of assignment at U.S.G. expense under the official U.S. Government travel orders, issued by your agency’s headquarters.  You should follow the determination made by your agency’s headquarters.

Q: My daughter is under 23 and has been off at school.  She traveled to post last summer, but only for a few weeks.  Should she fill out the survey?

A: We are asking people who receive ICASS services to provide their input on customer satisfaction.  It sounds like your daughter, while on your orders, may not have a strong familiarity with the quality of customer service at post.  While we have not established a strict rule regarding minimum amounts of time or levels of usage, we don’t want people filling in the surveys based on things they’ve heard or guesses about what kind of service they might get if they asked for it.  We want people to answer based on actually requesting and receiving service from an ICASS provider.  The survey does, however, allow respondents to select a limited number of services to comment on.  It is quite possible that your daughter was at post long enough to form an opinion about your house, qualifying her to comment on leasing even though she might not have needed service from the financial management center or human resources.

Q: I am a regional attaché and cover four countries from my base here at Embassy Shangri-La.  I get five ICASS budgets to sign and receive support from five ICASS providers (at my home post and the four countries I cover regionally).  On what post should I fill out the survey?  

A: You certainly should fill out a survey for Embassy Shangri-La.  You also could complete surveys for the services that your agency receives and that you have personal knowledge of at each of the four regional posts.  Unfortunately, that means you would have to go through the survey five times.  The survey tool does not have the capability to accommodate information on multiple posts simultaneously.

Q: I am a Peace Corps volunteer.  I’m not really an employee of the Government.  Should I fill out this survey? 

A: Peace Corps volunteers should not fill out the survey as they are not entitled to use ICASS services.
Q: I am an eligible family member who doesn’t work at the embassy.  I know that my agency subscribes to a number of services including such things as the reproduction cost center, but I’ve never used that service myself.  What should I do when it comes to that part of the survey?

A: The beginning part of the survey asks you to check the box of any service that your agency subscribes to and that you, personally, have used.  Only check the boxes of those services you’ve consumed during the last year.  If you haven’t used reproduction services, don’t check that box.  Then you won’t get any questions about reproduction services.

Q: I’m an eligible family member but also work at the embassy part-time.  Should I fill out the survey as an eligible family member or as an LES American?

A: Fill out the survey as an eligible family member.  Eligible family members have access to almost all the ICASS cost centers while LES Americans don’t normally receive certain services like housing or access to the Medical Unit for services other than occupational health.    

Q: I am a locally employed staff member at the Embassy.  I know my agency subscribes to a number of cost centers that I don’t use.  For example, it subscribes to American personnel services, residential furniture pools and the motor pool as well as payroll, non-residential maintenance and LES personnel services.  What questions will I have to answer on the survey?

A: One of the changes this year is that locally employed staff at the embassy will not be asked to respond to questions that clearly don’t apply to them.  For example, as a locally employed staff member of an embassy, you won’t be asked questions about American Personnel services or residential furniture pools.  As an LES, however, you might have to use the motorpool to deliver invitations for your agency.  Certainly, you will have an opinion about the payroll operation, maintenance for your office if ICASS does the upkeep or LES personnel services.  You should check the box for any ICASS services that you have personally used within the last year.

Q: I’m an LES employee at this post and report to a regional attaché in another country.  How should I approach this survey?

A: You should check only those cost centers that you use or have a knowledge of at the post where you use, or have a knowledge of, them.  Thus, your agency might use the motorpool at post  to deliver invitations.  In that case, please tell us how satisfied you are with motorpool service.

Q: I work for a company that is on contract with Agency X to provide services or help them carry out their program.  Should I fill out this survey?

A: No.  Only people with a direct employment relationship to the U.S. Government should fill out this survey.  People who work for a company that has a contract to provide goods or services to the U.S. Government or a particular government agency do not have a direct employment relationship with the Government.

Q:  I’m having trouble signing-on to access the survey.  What should I do?

A: Contact Steve Wright (APQC) via email at swright@apqc.org or by phone at (713) 685-4651. 
Q: How long does it take to complete this survey?

A:  Based on the experience of initial survey respondents, we estimate that it will take about 20 minutes for someone belonging to an agency that subscribes to a full range of ICASS services.  For those belonging to an agency that subscribes to a more limited range of services, it will take less time.

Q: When do I need to complete this survey?

A: We will run the survey from January 16 through February 6.

Q:  What period of time does the survey cover?

A: You should comment on the customer service you received during the past year.   The ICASS Executive Board wants to know how you feel about the services its agencies subscribed to since the last survey.

Q:  Where do I find the survey?

A: We will have a website on the internet dedicated to the survey (www.apqc.org/ICASS_survey).  You can also access the survey through the ICASS website (www.icass,gov). 
Q: What do I need to complete this survey?

A: The only thing you absolutely have to have to complete the survey is a computer with access to the Internet.  It doesn’t have to be your office computer.  It could be a computer at home, in an Internet café (if there is one in your country), at some building open to the public like a library or school, at the home of a friend or family member, or anywhere else.  

Q: How do I find out who is my agency’s representative to the post ICASS council?

A: Some embassies post the membership of the post ICASS council on internal websites, on bulletin boards in public portions of the embassy or in community newsletters.  Your head of agency at post, especially if you have a small agency, could very well be the representative to the post ICASS council.  Certainly, your agency head will know who he or she designated to serve on the council.  If you work in a larger agency, it might be the executive officer, operations coordinator, administrative officer, controller or someone with a similar title.  

Q: What does “customer satisfaction” mean? 

A: The Oxford Dictionary defines satisfaction as “(1) the act or an instance of satisfying; the state of being satisfied. (2) a thing that satisfies desire or gratifies feeling. (3) a thing that settles an obligation or pays a debt…  A generic definition of customer satisfaction is that the customer feels good about receipt of the goods or services they asked for.  In ICASS, customer satisfaction also touches on the third meaning of satisfaction (i.e. settlement of an obligation).  ICASS obliges service providers to render service according to established performance standards (quality and timeliness) at the agreed-upon cost. 

Q: Why should I bother responding to this survey?  Is ICASS really interested in customer satisfaction? 

A: Yes.  Every member of the ICASS Executive Board voted to adopt the survey and fund it.  Your agency headquarters in Washington definitely wants you to register your opinions.  They will read the reports closely and use them to guide ICASS policies as we move forward into FiscalYear 2006 and the future. 

Q: Will people at post see the responses I send in?

A: No.  That is one of the reasons that we are using an outside contractor.  No one in the U.S. Government will see your response.  We are making every effort to preserve your anonymity.  The American Productivity and Quality Center abides by a strict code of conduct.  Essentially, the Center will not release any individual responses and will only provide reports when the number of individual responses for a specific category (i.e. Agency X) exceeds ten.  This makes it extremely difficult for anyone to match reported results with a specific individual.

Q: What is so special about having a minimum of ten responses in any category?  Why does the American Productivity and Quality Center merge results for any category with less than ten results into an “other” or “general” category? 

A: That is done to protect your anonymity.  The American Productivity and Quality Center has done thousands of surveys for private sector, not-for profit and public sector organizations.  Based on their experience, they’ve determined that when there are ten or more responses in a particular category, it becomes very hard for anyone to identify who the high or low scores came from.  Obviously, if there is only one employee in a particular agency at post and there is one response from that agency, it is pretty easy to guess who sent in that response.  That would jeopardize the respondent’s anonymity so the Center merges results any time it has less than ten responses in a category.

Q: My agency only has four employees at post.  I understand why the American Productivity and Quality Center won’t show us separately at post.  I like the efforts they make to protect our anonymity.  I was wondering how my agency will become aware of how I feel?

A: Your results will be merged with other small units at the post level.  However, they will still be coded (assuming that you check off the correct agency affiliation box on the survey) as belonging to your agency.  The agency results from your post will be included in regional totals (as long as there are more than ten responses in that region) and global totals for your agency.  Thus, your agency will know how its people at the posts in your region and around the globe feel about customer satisfaction even if your four responses aren’t specifically identified at post.

Q: Do I have to answer the survey from my office during work hours?

A: No.  You can answer the survey from any computer with access to the Internet.  Some of us, for example, do not have computers in our office with connections to the Internet.  While it is completely appropriate to respond to a work-related survey like this from your office during work hours, some individuals may choose to answer from a different computer or do so after hours or on the weekends.  The APQC survey website will be up all the time. 

Q: I’ll be on TDY (R&R, home leave, evacuation travel, emergency visitation travel, etc.) during the survey period.  Does that mean I can’t respond to the survey?

A: No.  You can respond.  The only thing you need is access to a computer connected to the Internet.  Most people will have access to a computer with an Internet connection even while on travel.

Q: I’ve heard something about ICASS having performance standards.  What are they?

A: ICASS regulations require every post to establish standards to govern the quality and timeliness of the service the customer receives in each cost center.  The post ICASS council negotiates the performance standard with the service provider.  As an example, the service provider might agree to a performance standard for vouchers that would require the service provider to process most vouchers in 5 work days or less.  In ICASS, the performance standard is a guide to the level of performance agreed to by the post ICASS council that defines customer satisfaction. 

Q: Where can I find my post’s ICASS performance standards?  How can I find them?

A: Some posts publish their ICASS performance standards on local web pages or in public areas like lobbies or snack bars.  Some posts post a copy of the standard at the entrance to management section offices.  If you don’t see a copy of the performance standards in a public place, contact your agency’s post ICASS council representative.  He/she should have a copy of the performance standards.

Q: Who is my agency’s post ICASS Council representative?

A: Your post ICASS council representative often is the head of your agency at post.  If your head of agency isn’t the post ICASS council representative, it often is someone with a title like executive officer, operations coordinator, administrative officer, etc.  

Q: Why are ICASS performance standards important to know about when responding to a customer satisfaction survey?

A: The ICASS performance standards are important to know about when responding to a customer satisfaction survey because the post ICASS council agreed that the performance standard would be the acceptable quality, timeliness, etc.  The service provider is supposed to respond within the parameters of the performance standard.  To increase the standard (i.e. obtain service that is better or faster), the post ICASS council would have to agree to the provision of more resources (money, people, equipment).  Customers should use the standard when assessing their degree of satisfaction.

QUESTIONS ABOUT TECHNICAL ASSISTANCE

Q: What languages will the survey be in?

A: The on-line survey will be in English.  The vast majority of our employees speak English.  Many of those who don’t speak English have access to a family member, co-worker or friend who speaks English.  We will publish on the ICASS Service Centers web site translations of the basic questionnaire format and questions in French and Spanish.  Employees speaking those languages can print out the foreign language samples and use them as aids when filling out the survey.  Posts concerned about the participation rate among non-English speaking LES employees might wish to publish a local translation.

Q: What do I do if I can’t find my post on the drop down box in the survey?

A: The survey covers all ICASS embassies and constituent posts that have ICASS.  If you are at one of the small number of embassies that do not participate in ICASS, the ICASS Executive Board did not fund a survey at your post. If your agency does receive ICASS services at post but you cannot find the name of your post on the survey, please contact your agency head or the Management Counselor/Officer at post. 

Q: Does the Department plan to survey non-ICASS posts next year?

A: Unless directed otherwise, we will continue to survey only ICASS services at ICASS posts.
Q: Will Embassy Baghdad have to complete this survey?

A: No. Embassy Baghdad was not an ICASS post during FY-2004. 

Q: What do I do if I can’t find my agency listed in the survey drop down box?

A: We suggest you first talk to your head of agency at post.  If you are the head of your agency at post, we suggest you talk to the embassy’s financial management officer or management counselor.  If that doesn’t work, contact the ICASS Service Center customer service team at icassservicecenter@state.gov.  

Q: If I have technical problems with the survey or it simply won’t work, where can I get help?

A: Contact Steve Wright (APQC) via email at swright@apqc.org or by phone at (713) 685-4651.  

Q: Why did you choose to do this with the American Productivity and Quality Center?

A: The American Productivity and Quality Center (APQC) is a prestigious not-for-profit organization that has helped numerous private sector, not-for-profit, and public sector organizations develop measures of performance.  Last year, the Department of State requested offers from a number of organizations to help us develop baselines and measures of performance.  The Department of State awarded the blanket purchase agreement to APQC because it offered the Government the best value among the respondents.  

Q: Who paid for the survey?

A:  The ICASS Executive Board authorized funding for the survey on an annual basis.

Q: I’m at a post where the U.S. Agency for International Development provides certain administrative support services to all ICASS agencies.  Will this survey cover USAID services?

A: No.  The Department of State developed and paid for the survey tool strictly for ICASS-provided services.  The Department of State cannot not afford to build in the ability to survey satisfaction with multiple providers.  We expect that ICASS will incorporate this feature in future years.  If USAID is 

Q: How will you know what percentage of people responded to the survey?

A: We have asked every post to update the human resources section of their Post Profiles by no later than January 11.  We will use the total number of employees (American and FSN), family members, Third Country Nationals and Personal Services Contractors to establish the maximum number of possible responses from that post.  The American Productivity and Quality Center will know how many responses we’ve gotten from post in each category.  The number of responses divided by the maximum number of people at post eligible to respond will give us the participation rate.

QUESTIONS FROM SERVICE PROVIDERS

Q: Does every ICASS post have to participate in the survey?

A: Yes.
Q: Is customer satisfaction the only performance measure for ICASS?

A: No.  Typically in other private and public sector organizations, people use several or a “suite” of measures to gauge the various aspects of performance.  Many organizations use the “Balanced Scorecard” developed by Kaplan and Norton.  Proponents of a balanced scorecard argue that multiple measures provide a richer and more accurate description of an organization’s performance by measuring such things as customer satisfaction, service provider employee satisfaction, operational performance measures (efficiency and effectiveness), fiscal performance measures (cost) and growth, innovation or improvement.  While the ICASS Executive Board is still working on its approach to accountability and performance measurement, individual board members have emphasized their desire to see multiple measures that include, but are not limited to, customer satisfaction.  

Q: What did the GAO Audit of ICASS say about customer satisfaction?

A: GAO published their audit of ICASS.  You can see this report on-line at http://www.gao.gov/new.items/d04511.pdf. The GAO team during briefings on its work noted that headquarters personnel of many customer agencies expressed significant dissatisfaction with ICASS service provision.  The GAO, in surveying eight overseas posts, was unable to find evidence to support a determination of deep dissatisfaction.  In fact, GAO team members reported that in talking to a broad range of individuals from a significant number of agencies, they found a fairly high level of customer satisfaction.  The GAO audit was not a comprehensive, consistent, and statistically valid survey of customer satisfaction at all posts.  

Q: What happens if people at my post do not complete the survey?

A: At this point, ICASS has not established any penalties for posts that fail to achieve a minimum rate of participation.  Failure to participate, however, will not reflect well on the chief of mission, DCM, agency heads, management officer, post ICASS council or post employees.  Senior people in every ICASS agency as well as OMB, GAO and the Congress are paying close attention to this first-ever survey of overseas customer satisfaction.  Being the post with the least participation is a status that is quite likely to bring notoriety on the post and its leadership.  That status is unlikely to be career enhancing for anyone at post.

Q: Why did the ICASS Executive Board decide to mandate a survey?

A: The ICASS Executive Board, at least since its April 2004 Off-Site and probably before, has been interested in and committed to the development of more and better measures of performance.  The Government Performance and Results Act of 1993, the President’s Management Agenda, OMB policies and other laws all require that government agencies match results with performance.  ICASS is subject to all of those requirements.  The budget request of every ICASS agency faces extreme scrutiny at OMB and on the Hill.  ICASS suffers to the extent that it fails to fully comply with the expectations of the Administration and Congress.  Recognizing this, the ICASS Executive Board established its own sub-committee on Accountability and Metrics.  It did that at the same meeting that it adopted and funded the ICASS Customer Satisfaction survey.  With the advent of the survey, ICASS will finally have a comprehensive, consistent and statistically valid measure for one aspect of its performance.

Q: Will ICASS do a customer satisfaction survey every year?

A: Yes. While the results of an individual survey are important, trends are of equal value.  Last year’s survey  provided a baseline.  This year’s survey will begin to provide data to suggest whether customer satisfaction is improving, staying the same or deteriorating at individual posts, within regions and around the globe.  That is important information for the ICASS Executive Board, chiefs of mission, post ICASS councils and service providers as they make decisions about operations and funding.

Q: Will the ICASS Executive Board survey prevent us from doing our own post survey?

A: No.  Any post that wants to conduct its own, post-specific survey, in addition to participating in the ICASS Executive Board survey, is free to do so.

Q: Individual agencies provide some of these services on their own.  Does the survey prevent employees/family members from providing responses about ICASS services they don’t receive?

A: Yes, unlike last year, this year’s survey allows individuals to answer questions on only those ICASS services to which their agency subscribes and for which they are eligible by employment-type.
Q: My post is very different from other posts in the region.  The availability of commercial services and other conditions are quite unique here.  What sense is there in a global survey?  Surely you can’t compare customer satisfaction at my post with others?

A: Every post is unique.  Local conditions, however, are only one element in customer satisfaction.  Most customers take local conditions into account when evaluating the services they receive.  Last year’s survey  provided a baseline for customer satisfaction at each post.  The important surveys will be those in the future that will tell us how customer satisfaction is changing at that post.  That comparison will apply to your post, comparing it against itself over time.  Naturally, people will also look at the customer satisfaction scores and will note those posts with unusually high or unusually low scores.  The important thing is that the scores accurately reflect the perceptions of people at post - - that they are high when people at post are satisfied.  

Q: Our post has a fantastic customer satisfaction survey.  Why do we have to use this survey from Washington?

A: We know that many posts have outstanding customer satisfaction surveys that provide valuable insights on post-specific conditions that cannot be included in a global survey instrument.  In mandating a global survey, the ICASS Executive Board did not prohibit posts from supplementing the ICASS Customer Satisfaction survey with additional surveys of their own.  Whether the additional value outweighs the cost and time-investment associated with an additional post-specific survey is a decision only those at post can make.  The ICASS Executive Board opted for a single internet-based survey as the least burdensome way of getting a comprehensive, consistent and statistically valid measure of customer satisfaction for ICASS.

Q: We are in the capital of a developed country with a strong commercial market.  We really are an outstanding embassy -- one that other posts look to for advice and support.  While we don’t have a swelled head, we don’t see why our post needs a customer satisfaction survey.  What good will it do other than validate our position as a lead embassy?

A: We hope the results for your post match your expectations.  Congratulations if they do.  Strong customer satisfaction scores can be powerful recruitment tools, can be used as positive evidence of performance in employee evaluation reports and can support the post’s ICASS budget in the competition for scarce resources.  One needs to be cautious about complacency at a post with a history of strong customer satisfaction.  Customers can be notoriously fickle.  They are interested primarily in what you can do for them today, not what your predecessor did for them last year.  The customer satisfaction scores for a specific year are important, but so are the trends.  While seventy five percent of the customers may rate your post’s service high this year, if the response was greater last year, that could be a sign of trouble.  Not only should one attain high customer satisfaction, one should work hard to maintain it.

Q: Will any inspectors general get results of the ICASS Customer Satisfaction survey?

A: To date, no inspector general has requested copies of the ICASS Customer Satisfaction surveys when they are completed.  The survey reports at the global, regional and post levels will be unclassified.  We expect that the ICASS Service Center would comply with any request from a customer agency inspector general.  We know that some agency inspectors general already conduct surveys that attempt to gauge employee morale and other aspects of the organization’s performance.   Posts or agency heads overseas may find the reports useful in elevating the level of dialogue with an inspector, especially when the inspector makes comparisons of conditions at post with his/her impressions at other posts he/she has visited.  In such situations, possession of a comprehensive, consistent and statistically valid survey report could be quite useful to overseas employees.  

Q: Frankly, morale and customer satisfaction at my post are pretty bad.  Conditions here are tough.  Lots of people are very unhappy.  Won’t participating in this survey make my post look really bad and end up hurting us?

A: What is “bad?” Take a post where customer satisfaction measures thirty percent on the survey.  Is that bad?  We can’t tell based on a single survey.  While we clearly aspire to achieving customer satisfaction far in excess of thirty percent, it could be that customer satisfaction the year before was only fifteen percent.  In that case, an improvement to thirty percent is a major accomplishment.  Seventy five percent customer satisfaction, on the other hand, may be less than it appears if, the year before, it had been eighty five percent.  Obviously, the rate of customer satisfaction in a specific year is important.  The trend, whether it is moving up or down, is another critical piece of information.  We’ll start to get trend information once we have multiple surveys for each post.

How the post deals with the results also makes a big difference.  Reality isn’t always pretty.  Rarely, however, should it be a shock.  We hope that posts use the results of the survey to take stock of their existing situation, identify clear priorities, develop an action plan and work to implement that plan.  In approving the Customer Satisfaction survey, several members of the ICASS Executive Board mentioned their desire to use the survey results to help those posts that need it most.  

Q: What will prevent people from responding multiple times?  

A:  The kind of technology that would ensure each potential respondent replied once, and only once, costs more than we could afford.  We trust our employees, family members, third country nationals and personal services contractors.  We are counting on each individual to respond once, and only once (except for regional attaches), so that we have a valid survey.    

QUESTIONS ABOUT SURVEY RESULTS AND REPORTS

Q: Who at my post will get the survey results?

A: The ambassador, chair of the post ICASS council and management counselor all will get copies of your post’s customer satisfaction survey results.  They can make additional copies and distribute them as they wish.  Agency results will also be given to agency representatives in the ICASS Working Group. 
Q: How will a post benefit from a high customer satisfaction score??

A: A high customer satisfaction score can also be an effective recruiting tool for both customers and service providers.  That would be especially true if your post is not one that people typically think of as an attractive location.  Customer service is one of the Department of State Foreign Service employee evaluation precepts.  We would expect that all service providers in high-scoring units will make mention of this when preparing Foreign Service evaluations next April.  Post ICASS councils also must provide the Deputy Chief of Mission with annual assessments of ICASS service providers.  We would expect that post ICASS councils at high-scoring posts will utilize the survey results in preparing their reports.

Q:  What do you plan to do about those posts where customer satisfaction scores show, let us say, room for improvement?

A: We plan to get them some help.  One reason the ICASS Executive Board is anxious to get comprehensive, consistent and statistically valid information about customer satisfaction overseas is that we don’t know, for sure, that we are providing adequate assistance to all posts that need it.  Historically, we have operated on the “squeaky wheel” system.  If problems became so acute that the “squeak” was audible in Washington, we knew we had a problem.  Sometimes, however, that meant things had deteriorated to a distressing degree.  We hope that, in the future, by tracking customer satisfaction and other measures of performance, we will be able to identify sooner the posts that need help and assist them before the situation gets worse.

Q: What will the ICASS Executive Board do with the results of the surveys?

A: The ICASS Executive Board will use the results of the survey to achieve a better understanding of its overseas customers and providers.  Before the survey, most of what the board members knew about overseas ICASS operations came from anecdotes.  The results of the survey havel validated some of these anecdotes and stereotypes. and challenged others.  Where there are high levels of dissatisfaction, the ICASS Executive Board and others will work with the post ICASS council, service provider, chief of mission, regional bureau, and others to help achieve an improvement.  Where there are high levels of satisfaction, the ICASS Executive Board will look at those posts to identify the source of that satisfaction.

Q: What will my post ICASS council do with the results of the surveys?

A: We would expect post ICASS councils to go over the report carefully and identify areas with strong satisfaction and dissatisfaction.  The council probably will want to talk over how the report dovetailed with their expectations.  The council would be wise to focus on one or two areas for improvement in the coming year and build their financial/management plans around those priorities.  

Q: What action should an ambassador take upon getting a copy of the survey report?

A: For any chief of mission, the key point is to ensure that the survey results are taken seriously and acted upon.  The customer satisfaction survey says a lot about morale at post.  Whether the scores improve or decline will inevitably reflect on a chief of mission’s leadership and management abilities.  It might be a good idea for the chief of mission to discuss the survey results at a country team meeting.  The chief of mission might ask the ICASS council chair to brief him/her about the council’s plans for the coming year and how the council intends to improve customer satisfaction.  The chief of mission will want to know that the management officer is executing ICASS plans effectively and ensuring that operations perform within established ICASS performance standards.

Q: What should the management counselor do upon getting a copy of the report?

A: It would be a good idea for the management counselor to go over the report with his/her unit chiefs.  Where did the survey results match their expectations?  Were there any surprises?  What caused the results?  One reason why few successful organizations rely solely on customer satisfaction is because the measure has its limitations.  It is like a patient telling the doctor, “I don’t feel well.”  There can be multiple explanations for the patient feeling unwell or the customer feeling unsatisfied.  Management teams may need to identify multiple sources for lack of customer satisfaction.  Identify the one or two (don’t try to tackle more initially) that are liable to cause the most widespread or deepest customer distress and fix them.  Then find one or two others and fix them.  Keep at it long enough and persistently enough and customer satisfaction scores will improve.

Q: What do you expect regional bureaus in the Department of State to do with the reports?

A: Regional bureaus will use the scores to identify posts that need help and to identify posts that can serve as examples of how to satisfy customers.  Regional bureaus, through their post management officers, already have a good handle on which posts are doing well on their own and which ones need help.  The survey results will help validate what regional bureau post management officers are hearing.  It may also give early warning of situations that the bureau might not yet be aware of. 

Q: How will my agency use the results of the customer satisfaction survey?

A: We expect agencies will use the results to guide their own approach to ICASS.  For example, if overseas agency employees are deeply dissatisfied with service in a particular cost center, they agency may focus its attention on either improving satisfaction in that cost center or replacing the current provider with one that can provide greater satisfaction.

Q: Will my agency get reports on our customer satisfaction globally, in my region and at each of our posts?

A: Yes.  Each agency can request a report that will provide agency-specific results for the entire globe, for specific regions or for specific posts where the number of responses at post is sufficient to ensure confidentiality.  It will be possible for agencies to see their customer satisfaction results in comparison with other agencies and, starting this year, over time.
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