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appl ication by Marcie Levine

CLOSING THE
FEEDBACK LOO

Feedback metrics and more traditional

D

data helped the National Insurance Board of
The Bahamas commit to customer service.

Accurate, timely data is critical for a customer-facing
organization. At the National Insurance Board of the
Bahamas (NIB), it also serves as a management tool.

“The staff at the National Insurance Board trade in
only one commodity — service,” said Algernon Cargill,
director of the NIB Bahamas. “We recognize it is of vi-
tal importance to our success and to our very existence
that we ensure the tools, the resolve and the where-
withal to serve with excellence.”

FIGURE 1: EMPLOYEE FEEDBACK
SCORES BY CATEGORY
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Many organizations rely on historical data to make
decisions. This decision-making methodology uses
point-in-time information including sales revenues,
average selling prices and numbers of customer-
service calls. To support the business, talent leaders
historically submitted metrics about employee attri-
tion, dollars spent on training classes and health care
costs to help determine future spending. This informa-
tion is important to the decision-making process, but
not complete.

The ability to gather feedback quickly from all stake-
holders — customers, employees and leaders — on an
ongoing basis can help an organization adapt programs
to ensure increasing sales, profits and happy cus-
tomers. The NIB has developed a competency model
around customer service and has been collecting feed-
back for the past three years.

NIB, with 500 employees, is charged with administer-
ing the social security program in The Bahamas and
providing income replacement due to sickness, retire-
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ment, death, industrial injury, disease and involuntary
loss of income to the nation’s approximately 300,000
residents.

When Cargill came on board in 2008 the organization
was without a chief executive, morale was low and
there was a need for leadership development in all ar-
eas. Customers also thought there was a very low level
of customer focus and employees needed customer
service training. Cargill was determined to home in on
the strengths and weaknesses of the team, understand
where they stood on the road to success and provide
solutions for all identified gaps.

The NIB leadership team discussed ideas for organi-
zational success and developed a competency model
around the customer experience, including a focus on
knowledge, training, problem-solving and supervision.
To have a well-rounded understanding of the business,
NIB collected three types of real-time survey feedback:
employee opinions and perceptions, individual leader
feedback and customer feedback.

In 2008, NIB began collecting data in all three areas
from internal and external customers to improve ser-
vice delivery. The employee satisfaction survey and
360-degree leadership assessments are deployed at dif-
ferent times of the year, while customer feedback is
collected on an ongoing basis and reported quarterly.

Collecting the Data

The employee opinion survey is used to identify key
issues that impede innovation, find out how customer
service can be better and improve problem solving and
management team effectiveness. Questions are orga-
nized into areas including communication, customer
service, supervision and training. All employees are
urged to participate online anonymously via emails
from Cargill, and typically 65 percent do.

Favorable scores increased from 2008 to 2010 (Figure
1), and there has been improvement in each topic area:
customer service (26 percent); communication (24 per-
cent); and management (20 percent).

“Initially the results are shared with senior manage-
ment, with the onus placed on them to implement and
effect changes/initiatives that will address any iden-
tified problems or shortcomings,” Cargill said. “Most
recently, we started to disseminate information from
the survey via a fortnightly internal staff newsletter.



Also, our intranet is intended to be a primary vehicle
for the dissemination of the survey results. The objec-
tive is to ensure there is uniformity and consistency
across the board in communication.”

In 2011, the company held a series of seminars called
Festival in the Workplace (FITW) to improve service
excellence and encourage employees to go beyond the
call of duty for internal and external customers. In this
forum, employees can speak openly about how they
feel, what they would like to see happen within the
organization and ways to add to positive change.

NIB Bahamas also implemented annual 360-degree
feedback deployments during the past three years. The
executive team has collected information on commu-
nication, continuous improvement, customer focus,
employee development and integrity from managers,
peers and direct reports (Figure 2). The results are
discussed with each individual and a roll-up report is
provided to illuminate the entire team profile and iden-
tify new training opportunities.

While there have been some improvements over time,
employee survey results indicate this is an area for con-
tinued intervention. As the NIB leaders focus on and
increase their competence in these areas, the impact
will show in customer and employee feedback results.

NIB collects customer feedback regularly to determine
customer attitudes about employees’ responsiveness,
knowledge and professional demeanor.

Survey data is collected online and via hard copy; NIB
customers who have visited an office or called in for ser-
vice are requested to provide feedback. At the beginning
of this customer feedback process, the survey design
concentrated on understanding the customers’ profile
and their input on their customer experience. Questions
that helped to profile customers included the type of cus-
tomers, why they contacted NIB and what branch office
they visited. Customer experience questions ask how
knowledgeable, responsive and professional the staff
was, as well as solicit feedback on the overall customer
service experience. Figure 3 shows an overall increase
in satisfaction in all four areas during the two-year time
period when this iteration of the survey was in use.

Putting the Data to Use

Ideal Customer Experience (ICE), a program developed
in 2009, is one of the reasons there has been continu-

FIGURE 2: LEADERSHIP FEEDBACK SCORES
SHOW ROOM FOR INTERVENTION
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FIGURE 3: CUSTOMER FEEDBACK
SHOWS IMPROVEMENT
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ous improvement. In designing ICE, a series of steps
was identified that led to the ideal customer experi-
ence. These include surveying customers, developing
the NIB vision, building a stronger management team,
communicating the vision, training, mentoring and
coaching and empowering employees.

Based on these steps, expectations were set for the ICE
program around reliability, responsiveness, knowledge
and professionalism. All employees attended training
focused on improving the experience for external and
internal customers. After the program, which received
favorable reviews in a subsequent employee feed-
back survey, training coordinators made site visits to
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observe employees in action and see if they were cour-
teous, responsive and knowledgeable. If there were
gaps in the employees’ skill level, the local office man-
ager made provision for the training department to
address the gaps. Ongoing service training programs
continue for current and newly hired employees.

After the first customer satisfaction survey design
was used for two years, it was modified to collect in-
formation in six areas, including how long customers
waited in line, the number of people they contacted
before receiving service and how long it took them to
receive a response to an email or telephone call. The
survey was modified because:

* Many customers had taken the first survey several
times and NIB thought some might not want to keep
taking the same survey.

* NIB managers thought they had a good understand-
ing of the customer profile.

* The design of the updated survey came from infor-
mation collected from the previous survey, so NIB
can collect more quantitative information in spe-
cific areas.

* NIB wanted to shorten the survey to increase re-
sponse rates.

In addition to asking customers to rate their satis-
faction in six specific areas, NIB also asked about
customer expectations in those same areas. With
this data, NIB can understand customers’ expecta-
tions, review the gaps between their expectations
and actual performance and determine how to pri-
oritize resources, training and communications in
specific ways.

In both iterations of the customer survey, respondents
are asked which local office and department they vis-
ited. The training department works with the local
office to target additional training in specific areas.
Since the managers are included, there is collabora-
tion and accountability brought into the process.

The collection of feedback, analysis of data and
action-oriented program interventions is not a one-
time event, but a process that is integrated into the
strategy, process and programs of the organiza-
tion at all levels. So while the customer experience
has been significantly enhanced, there is more room
for improvement, especially a more direct focus on
managerial skills and competencies that will have a
positive impact on customer experience metrics.

“This commitment to service continues to be a pro-
cess with a focus on continuous improvement; the
coordinated effort of gathering all three types of feed-
back provides us with the gift of data that is helping
us put in place those processes and measure the re-
sults,” Cargill said. T™M

Marcie Levine is CEO of SurveyConnect, a provider of
360-degree feedback, people performance assessments
and survey technology. She can be reached at
editor@talentmgt.com.
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