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Preface

Most users of local government services are disinterested in local government structures 
and processes.  But what does interest them and matters to them is the responsiveness 
of their local council to their needs and whether their experience of interacting with their 
council has been a positive one.  Are they treated with courtesy and politeness?, are they 
listened to?, and above all are they made to feel that they matter as individuals? 

Councils undertake satisfaction surveys; they are useful but they are limited.  Why?  
Because most public services users don’t have a choice as the council is the sole 
provider.  Thus any assessment of satisfaction must be seen and set in this context.  But 
just because there is no choice does not mean there is no customer equation.  And it’s 
because councils are in most cases the monopoly provider that it is doubly important that 
they try to make the user experience as positive as possible.

This joint project between Consumer Focus Scotland and the Improvement Service 
supported by SOLACE will not only deliver a more cost effective and collaborative 
approach to measuring customer experience and satisfaction it will help in the continuing 
journey of making councils Customer First organisations.

Douglas Sinclair
Chair
Consumer Focus Scotland



Foreword

Local government is undergoing considerable change. There is on-going debate about 
the role and functions of local government, the way it engages with local communities and 
its relationship with central government.  

With the establishment of the Concordat between the Scottish Government and 
local government, the sector now has a real opportunity to take even greater control 
of its own development. Councils have the capacity to lead their own improvement 
by demonstrating ambition, being open to challenge, innovation and scrutiny and by 
committing to learning and sharing good practice. 

The major challenge for councils and their partners over this period is fully embedding an 
outcome focus in their governance, planning, performance management and resourcing 
processes.  Interest is also likely to focus on whether councils and partnerships have the 
systems, processes and capacity in place both to deliver on outcome commitments and 
to know they have delivered on them.  

While a more proportional, streamlined and integrated approach to external scrutiny might 
reduce the burden for councils and partnerships, there will be higher expectations of 
rigour and clarity in self assessment.  

Customer Relationship Management is a one of a number of critical areas where local 
government, in recent years, has made significant investments. Understanding and 
evidencing that these investments are filtering through to affect customer satisfaction and 
experience levels is of interest to local government and its customers. 

This study has confirmed widespread agreement that local government in Scotland might 
benefit from a more collaborative approach to customer satisfaction and experience 
measurement.  

The adoption of a number of the report’s recommendations should provide an opportunity 
for local government to make these assessments more easily, more consistently and 
with a greater degree of rigour. Critically, it should provide an opportunity to underpin 
other policy initiatives and developments, such as Single Outcome Agreements and self-
assessment tools including the Public Sector Improvement Framework (PSIF).

As the project moves into its development phase, the clear expectation is that it should 
be pursued on a collaborative basis between local government and its partners.  The 
Improvement  Service welcomes Consumer Focus Scotland’s support to date and, 
importantly, its commitment to continue its involvement moving forward into the 
development phase.

Colin Mair
Chief Executive 
The Improvement Service
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Summary 

This report covers work done by Tetlow 
Associates in the summer of 2008 to 
establish whether there is a need and 
an appetite for a common approach to 
customer satisfaction measurement and 
understanding the customer experience 
for Scottish local authorities. The project 
focused exclusively on customer 
satisfaction and experience and excluded 
consideration of wider issues including 
public and citizen perceptions. 

It is important to be clear about what 
we mean by customer satisfaction and 
experience measurement. Customers are 
people who directly experience services, 
and satisfaction levels or experience 
measures are their evaluation of the service 
they receive.  Opinions and perceptions 
held by people who are not customers are 
interesting and useful but research into 
these is not the subject of this project. 

Customer satisfaction and experience 
measurement is important for several 
reasons: 

rising customer expectations•	
the risk of excluding some groups•	
as an important tool for decision-making.•	

The current context in Scotland includes 
several elements which support a co-
operative or common approach to better 
customer satisfaction and experience 
measurement:

the Concordat between central and •	
local government in Scotland, with its 
emphasis on local authority autonomy;
Single Outcome Agreements (especially •	
Outcome 15 ‘Our public services are high 
quality, continually improving, efficient and 
responsive to local people’s needs.’);

section one

the next round of Best Value will place •	
considerable emphasis on how councils 
are capturing and making use of the 
views of citizens and users; and
the Crerar Review of regulation, audit •	
and inspection also emphasised 
the need for more effective public 
involvement in scrutiny. 

All of the national bodies involved in the 
project including the Scottish Government, 
Audit Scotland, the Scottish Consumer 
Council (now Consumer Focus Scotland), 
the Convention of Scottish Local 
Authorities (CoSLA) and the Scottish 
Branch of the Society of Local Authority 
Chief Executives in Scotland (SOLACE 
Scotland) expressed a favourable view 
about developing a common approach 
to customer satisfaction and experience 
measurement, as did inspectorates.  

Support and enthusiasm for improvement 
and co-operation amongst local authority 
staff engaged in this project is strong, with 
many favouring adoption of a common 
approach.

The current situation is varied, with much 
effort and good practice in evidence but 
many disadvantages. Current problems 
include: 

duplication of effort;•	
lack of expertise;•	
lack of a co-ordinated strategy within •	
and between authorities;
in some cases over-reliance on informal •	
face to face feedback;
segmentation and Customer Journey •	
Mapping are not widely used (see 
Appendix 4 for a discussion of technical 
terms); 
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there is a tendency not to act on the •	
results of surveys and other data 
collection exercises; and
feedback to customers is often •	
inadequate, contributing to survey 
fatigue.

Many people working for local authorities 
and at the Scotland-wide level feel 
that there is room for improvement 
and cost savings. There is a powerful 
appetite for improvement and for working 
together on a common approach, 
provided there is no compromise on 
local responsiveness and some of the 
negative aspects of benchmarking can be 
avoided. The support of senior staff and 
the development of customer-focused 
organisational cultures are felt by many to 
be crucial to success.

An implementation project to address 
these issues is widely supported. It needs 
the following characteristics: 

It must appeal to a wide spectrum of •	
interested parties including the research 
and customer service community as 
well as senior management and service 
staff in authorities, and Scotland-wide 
organisations with a variety of specific 
interests. 
It must to be relevant to localities and •	
respect the autonomy of authorities and 
avoid a ‘one size fits all’ approach. 
It should provide a range of different •	
forms of support including a question 
bank, toolkits, advice, access to 
expertise and training.
It should aim to establish approaches •	
which are demonstrably more efficient 
than the status quo.

It should engage staff of local authorities •	
in its execution and management. 
Its objectives and evaluation criteria •	
also need to be clear, but at the same 
time it needs to move quickly to ensure 
momentum gained during this project is 
maintained. 
Its work programme should include •	
development/adoption of a question 
bank, data standard, a data warehouse, 
a standard approach to segmentation 
and good practice toolkits. It should 
also consider developing a standard 
questionnaire. 
Participating councils should be required •	
to carry out an audit of their current 
activity including its cost and to engage 
extensively in the project’s activities.
It needs the support of Scotland-wide •	
bodies and to address their concerns. 
It should be based at the Improvement •	
Service. 

Adoption of such a project is firmly 
supported by the findings of this project 
and is recommended. 
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Introduction

2.1	 What this report is about?

This report covers work done by Tetlow 
Associates Limited on behalf of the 
Improvement Service and the Scottish 
Consumer Council (now Consumer 
Focus Scotland) from April–July 2008. 
Details of the project approach are given 
at 2.2. below. The aims were to establish 
whether there is a need and an appetite 
for a common approach to customer 
satisfaction and experience measurement 
by local authorities in Scotland. 

This report gives details of some of 
the issues which surround customer 
satisfaction and experience measurement 
for local authority services, and the findings 
of the research.

It is important to be clear at the outset 
about what we mean by customer 
satisfaction and experience measurement. 
‘Customers’ are the people who directly 
receive or use services. Therefore this 
project was not concerned with the 
perceptions or opinions of any wider 
populations about services. Useful as 
understanding of perception and opinion 
are for local service providers, they 
are outside the scope of this report. 
‘Satisfaction’ is a complex term used to 
describe the extent to which customers 
feel that the service they received met their 
needs, wishes and expectations.  It is often 
more useful to consider details of customer 
experiences because these are more 
specific, and asking experience questions 
in the course of research often produces 
more informative, actionable answers. 

This report therefore excludes any thought 
about the wide range of resident surveys 
carried out which aim to establish how 
communities feel about services in general 
(though some surveys include questions 
about satisfaction with services which 
everyone receives, and to that extent 
they are relevant). It also excludes related 
important topics such as community 
engagement except where this is directly 
relevant to measuring customer satisfaction 
and experience. 

Further details about definitions is given at 
3.1. below.

2.2	 The approach taken in this project

The approach taken was based on the 
premise that little is currently known 
centrally about what local authorities are 
doing to measure customer satisfaction 
and experience in Scotland and that there 
was also no certainty about how they 
might feel about working together in this 
area. It was felt essential, therefore, to 
include as many of the 32 authorities as 
possible in the project. In the event, 29 
have been involved either by attendance 
at workshops or the seminar or through 
interviews. A process evaluation of the 
project by Consumer Focus Scotland is at 
Appendix 5.

2.2.1	Workshops

A key element of the project was four 
workshops held in May 2008 in Glasgow, 
Perth, Aberdeen and Edinburgh. 
Representatives from 26 Authorities 
attended. The approach taken was 
deliberative and exploratory. Delegates 
were invited to spend the majority of the 

section two
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time discussing current practice with each 
other and exploring ideas for improvement 
and considering the extent to which a 
common approach might be desirable 
in Scotland. Discussions centred on the 
following areas:

Discussion session 1:
What is going on now?•	
What are the pros and cons of the •	
current situation?

Discussion session 2:
How much do we want to co-operate?•	
What might work in Scotland?•	

2.2.2	Interviews

Individual interviews were held with 31 
people drawn from the following groups:

representatives of local authorities who •	
had not attended the workshops;
representatives of local authorities who •	
are known to have taken a particular 
approach which may be of interest more 
widely;
local authority chief executives;•	
an elected member;•	
representatives of national bodies with •	
a direct interest in the project (CoSLA, 
SOLACE, the Scottish Government, 
Audit Scotland, inspectorates, the 
Scottish Consumer Council and the 
Improvement Service); and
others with a known interest from the •	
academic and think-tank worlds.

A full list of interviewees is given at 
Appendix 1.

2.2.3	Emerging Findings Seminar

A seminar was held in June 2008 to 
present some tentative findings to an 
invited audience involving a range of local 
authorities and representatives from Audit 
Scotland, the Scottish Consumer Council 
and the Improvement Service. Emerging 
findings from the workshops and interviews 
were presented and delegates were asked 
to consider:

whether they agreed with the emerging •	
findings;
key features of any subsequent •	
implementation project; 
who needs to be on board nationally •	
and locally; and 
emerging headline messages.•	

Ideas for an implementation project were 
then presented and delegates considered 
what might work and what might go wrong, 
and also asked to suggest key messages 
to be borne in mind in designing any 
implementation project.
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2.2.4	Questionnaire

A questionnaire had been proposed to 
go to all local authorities to establish the 
detail of current practice and to establish 
some idea of its costs. Responses from 
the workshops suggested that this would 
be an extremely onerous task for many 
authorities. The decision was taken to 
remove this element of the project on the 
grounds that: 

the project does not need answers to •	
these questions in great detail;
the information emerging from the •	
workshops was probably adequate for 
the purposes of the project; and
it might damage the reputation of the •	
project and its sponsors if unnecessary 
burdens were placed on local authority 
staff.

2.2.5	The role of the Advisory Group

An Advisory Group drawn from 
local authorities and Scotland-wide 
organisations with a direct interest in the 
project steered the work throughout and 
provided an extremely valuable resource 
for advice and information throughout. See 
Appendix 1 for details of its membership.
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section three

Definitions and Background 

3.1	 Definitions

3.1.1	Definitions: People

For the purposes of this report, the following definitions apply:

Customer A person who directly experiences a service. This group can 
include indirect customers (e.g. parents of children at school) 
and reluctant customers (e.g. prisoners)

Consumer A customer and also a potential customer (someone who 
does not use a service but might do so in the future)

Service user Identical to customer

Citizen Any person entitled to vote

Tax payer A person who contributes to the local authority’s costs by 
paying local taxes levied by the council

Resident Any person who lives in the local authority’s area

Non-resident customer A customer who is not resident in the local authority’s area

Terms to describe people are often used 
interchangeably. It is important to be clear 
who we mean by the customer. In private 
sector services, the customer usually 
pays directly for the service they receive. 
This is not necessarily the case for public 
services. This report is concerned only with 
customers of services.

For example, in the case of domestic 
refuse collection service, researching 
the experience of residents about their 
satisfaction with the service is the same as 
researching the experience of customers, 
since all residents are customers of the 
service. However, citizens and tax payers 
are smaller groups, and research involving 
these groups only would not reveal the 
experience of all customers.

In the case of other services the picture 
may be very different. For example, in 
the case of primary education if we want 

to understand the customer experience, 
research into the perspectives of residents, 
citizens or tax payers will not give us 
an accurate picture since the customer 
group is relatively small (parents and 
children) compared with the total number 
of citizens or tax payers and some may 
not be citizens, perhaps, for example, 
because they are drawn from recently 
arrived immigrant groups who do not yet 
have resident status but nonetheless have 
children attending school, or because their 
children travel from another authority’s area. 

The perspectives of those who use 
services and those who do not can be 
significantly different. For example, in 
general, we know that those who use 
services tend to have a more positive view 
of them than those who don’t.1

1	 Research carried out by the Cabinet Office in England, 
drawing from Departmental surveys, revealed this to be a 
consistent pattern for all services except the police in the 
period 2000-2005
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There can be very significant differences 
between groups and it is important, if we 
are trying to understand the customer 
experience, to ensure that the right group 
is heard. It is therefore important to be clear 
at the outset whose voice we want to hear 
and limit our research to this group (or, 
conversely, ensure that a representative 
view is obtained from all subgroups within 
a larger group if this is required). This is 
not to suggest that understanding the 
perspectives of the wider community is 
not of importance for policy makers and 
service deliverers - it clearly is. However, 
if we want to understand customers in 
particular, we need to be clear who we 
mean.

3.1.2	Definitions: Satisfaction  
and related terms

Satisfaction is the evaluation by 
customers of the quality of the 
experience of the service. It is a difficult 
term to work with from a research 
perspective for a number of reasons. The 
main one is that it is inherently subjective. 
A person may or may not be satisfied 
with an experience - knowing this fact on 
its own tells us nothing about what he 
or she liked or disliked about it or what 
could be done to make him or her more 
satisfied. Moreover, a number of factors 
seem to influence levels of satisfaction 
which have little to do with the actual 
experience. As noted earlier, some groups 
in society seem to be much more satisfied 
with services they receive than others2. 

2	 The Scottish Consumer Council’s research into levels  
of satisfaction of different social groups in Scotland is  
available in their publication ‘Building on success:  
consumer satisfaction with public services’, 2006.  
(http://www.scotcons.demonweb.co.uk/publications/
reports/documents/bos.pdf) 

Asking for simple satisfaction ratings on a 
survey can produce frustratingly unhelpful 
results as it is difficult to interpret what 
they mean. Measuring satisfaction on its 
own, therefore, does not necessarily lead 
to better understanding of the customer’s 
experience.

Experience describes the detail of what 
happens to the customer from the 
customer perspective. Description of 
the service experience can give us useful 
details - if we are able to relate levels 
of satisfaction to details of the service 
experience we can extract information 
which makes customer satisfaction data 
more useful than satisfaction data on its 
own. 

Opinion, perspective, perception all 
describe views about a service which 
may be held by customers or non-
customers. For customers, these are 
likely to be related to their own experience 
but this is not always necessarily the 
case. For example, there is evidence 
that many people who have experienced 
good service from the National Health 
Service believe that their own experience 
is exceptional and hold the opinion that 
the NHS is of poorer quality than their own 
experience would suggest3. These issues, 
whilst important to local authorities, are 
outside the scope of this report.

3	 The Department of Health publishes a six-monthly 
survey report on public perceptions of the NHS. 
(http://www.dh.gov.uk/en/FreedomOfInformation/
Freedomofinformationpublicationschemefeedback/
Classesofinformation/Communicationsresearch/
DH_4129933)

	 These draw attention to the ‘perception gap’ between 
opinions of services delivered nationally and the more 
positive view of patients of their local experience.
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3.2	 Why customer satisfaction and 
experience measurement are 
important

3.2.1	Why now?

Customer satisfaction and experience 
measurement are important because, quite 
simply, without them, service providers 
cannot be sure how satisfied (or not) their 
customers are. So measuring satisfaction 
and experience are important because 
customer satisfaction itself is important. 
Many people feel, understandably, that it is 
simply obvious that customer satisfaction 
is important - providers are there to serve 
local people and if they are not satisfied with 
the services on offer, this matters. It is part 
of the responsibility of public servants and 
elected members to ensure that the highest 
possible satisfaction levels are attained. 

Awareness of the importance of this issue 
has grown considerably in recent years. 
Our expectations, as customers, of service 
quality are influenced by experience of 
services offered by the private sector, 
where much more personalisation is the 
norm than was the case even ten years 
ago. The arrival of the internet has meant 
that many of us expect to be able to carry 
out many of our day-to-day transactions 
on-line, and we expect to be able to find 
products and services which meet our 
needs and desires with ever increasing 
precision - and often to stimulate desires of 
which we were previously unaware for new 
things. The incentive for the private sector 
to get better and better at understanding 
customers, predicting what will appeal 
to them and designing their offerings 
based on this understanding is clear - the 
competitive pressures are ever present.

The incentive for the supplier of services 
to be responsive is just not there in the 
same way for public services. There is 
usually no or little choice of supplier, so 
competitive pressures are not felt. The 
incentive to do better needs to come from 
some other source. The best source is 
probably the commitment and sense of 
public responsibility which public sector 
staff have4, encouraged and guided 
by elected members who are similarly 
committed to the public good. However, 
experience teaches us that this on its 
own is not enough. Organisations have a 
habit of becoming preoccupied with their 
internal processes and concerns, often at 
the cost of awareness of the real needs 
and wishes of their customers. Habits 
from a previous era, where there was 
much more of a culture of public servants 
deciding what is best for people and the 
public accepting what they were given, 
still persist with remarkable tenacity in the 
teeth of evidence that local communities 
are unhappy with the services they are 
getting. Much has been achieved in recent 
years in Scotland through the Customer 
First programme and the introduction 
of other techniques including Customer 
Relationship Management systems and 
mystery shopping. Measuring customer 
satisfaction and experience rigorously, and 
paying attention to findings are essential 
steps in developing the kind of culture 
which is able to combat inward focused 
tendencies and develop a sense of 
awareness of the customer throughout the 
organisation.

4	 For evidence about the different motivations of staff in the 
public, private and voluntary sectors, see Jane Steele: 
‘Wasted values’  Public Management Foundation,1999
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This scenario suggests that it is vital 
to develop excellent methods for local 
authorities to enhance their understanding 
of the communities they serve. Without 
detailed, carefully researched evidence it 
is impossible to be sure that the customer 
voice is being comprehensively heard. Not 
all customers are vocal, and not all are 
good at knowing where to go to access 
the services they want and need. It is often 
the most vulnerable in society who run the 
risk of failing to access the help they need, 
and of local service providers simply not 
being aware of them5. Even within groups 
who find it easier to access services there 
are often significant differences in needs 
and wishes. It is imperative that local 
authorities develop robust information 
about their customers and use it to inform 
their decision making processes. 

This issue is not restricted to local 
authorities. Other public services face 
similar challenges and partnership working 
is of increasing importance. An excellent 
example has been set in Scotland 
recently by the health sector in the patient 
experience work undertaken by the NHS in 
Scotland6. 

5	 The Scottish Housing Regulator, writing on making research 
as inclusive as possible, states: ‘At an individual level, 
people are often excluded from research and consultation 
because of communication difficulties, language, ability 
to read, mental or physical health difficulties and so on. 
However, a common misconception in research is the view 
that problems encountered when researching hard-to-reach 
groups are problems inherent to the group. On the contrary, 
typically, the problem is with the research design and with 
the relevance of the research to those being researched. In 
fact, it may well be the service providers that are hard-to-
reach. This is related to research fatigue and is relevant to 
researching all groups.’ (http://www.communitiesscotland.
gov.uk/stellent/groups/public/documents/webpages/
shr_howtogather-inclusive-sect.hcsp)

6	 Further details are available at http://www.scotland.gov.uk/
News/Releases/2008/02/04094521

3.2.2	Customer satisfaction and 
experience measurement as a tool 
for decision making

There are, other, complex issues around 
this topic. Even where good data 
exists about customer satisfaction and 
experience, it often fails to find its way into 
a central position in the decision-making 
process. Frequently there are justifiable 
fears about this. What if, for example, the 
highest levels of satisfaction can only be 
achieved at unsustainable cost? Or if there 
is disagreement amongst customers about 
the aspects of service which create the 
most satisfaction or dissatisfaction, and 
it is difficult or costly to tailor the service 
to individual needs? In cases like this, 
choices may have to be made about 
whose satisfaction matters most. And then 
there are times when what we are trying 
to achieve through our policies does not 
necessarily create a great deal of customer 
satisfaction - for example, in social work or 
the prison service, where society’s needs 
have to take precedence over the wants 
and desires of the individual customer on 
occasion.  

There are also complexities about what we 
mean by ‘satisfaction’. Do we simply mean 
the tick that people might put in a box on 
a questionnaire? (typically there are five 
boxes ranging from ‘very satisfied’ to ‘not at 
all satisfied’). If so, we need to be cautious. 
The results we get can hide how some 
groups in society are, in general, much 
more likely to say they are very satisfied 
than others whatever the actual service 
experience. Moreover, such questionnaire 
responses can obscure the fact that much 
also seems to depend on the precise 
timing of the question - our feelings 



10 Improving the understanding of customer satisfaction and experience in Scottish local government:  Towards a collaborative and common approach

change in relation to the most recent 
event and this can colour our judgement 
about the entirety of the service. The same 
question asked a few weeks later can elicit 
a quite different response7. Responses 
can vary very considerably over the course 
of a service experience and afterwards. 
Manipulating results by choosing the 
right people to survey at the right time 
is not unknown in customer satisfaction 
measurement.

Measuring customer satisfaction and 
experience on its own is not enough 
to produce the kind of outward facing, 
responsive service many public service 
leaders strive for, but it is a good place 
to start. At its best, it can provide an 
important, informative tool for decision 
makers. Public services are not simply 
trying to make their customers happy, 
important though this may be. They 
are tasked with the delivery of many 
complex policies. This means that 
accurate customer satisfaction data is 
an indispensable tool for responsible 
decision-making, but it is not always the 
ultimate goal in its own right. Sometimes 
public policy goals disappoint people 
(for example when applications for 
grants or permissions are turned down 
for policy reasons or in the interests of 
other members of the community), but 
understanding how people feel, even when 
disappointed, makes good sense from a 
number of perspectives. It can help service 
providers ensure that the adverse effects 
of disappointment are minimised. It can 

7	 For a model of the time-elapsed effects of service quality 
perception see O’Neill, Palmer and Beggs: ‘The effects of 
survey timing on perceptions of service quality.’ Managing 
service quality, Vol. 8, Issue 2, p126-132

also give service providers information 
about aspects of services which very 
few people actually want, which can 
show them where savings can be made. 
Qualitative methodologies can provide 
information about how customers would 
wish public services to make difficult 
choices. Good satisfaction data can also 
ensure that all voices are heard, including 
ones often neglected. Perhaps the most 
important of all - good data about the 
customer experience can tell us not only 
whether people are satisfied or not but 
why, and this can be really helpful in the 
design of services in the future.

3.3 Tools and techniques

Various tools and techniques are available 
for understanding the customer experience 
and measuring and analysing customer 
satisfaction and experience. Further details 
of these is given in appendix 4. Some of 
these are in widespread use in Scotland 
(including surveys, mystery shopping and 
panels) whilst others are not (including 
segmentation and customer journey 
mapping). 

3.4 The Scotland-wide context

There are a number of reasons why the 
development of a common approach now 
seems appropriate in the Scotland-wide 
context. Some of these are not directly and 
explicity related to customer satisfaction 
and experience measurement (though 
some are). Some set the context - in which 
much greater engagement and awareness 
of customers, consumers and citizens 
is needed in the future. Some relevant 
initiatives and issues are set out below.
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3.4.1	The Concordat between central and 
local government in Scotland

The emphasis of the Concordat is on 
mutual respect and partnership, producing 
amongst other things, a performance 
relationship based on Single Outcome 
Agreements (SOAs) and with agreement 
on implementing the recommendations of 
the Crerar Review (see 3.4.4. below). The 
spirit of the Concordat is as important as 
the detail of its content - with considerable 
relaxation of complex funding relationships 
and removal of bureaucracy suggesting 
that initiative arising within the sector for 
service improvement and avoidance of ‘top 
down’ imposition is a key element of the 
relationship.

This suggests that the approach taken 
in this project - of building an approach 
from the base of widespread support in 
local authorities themselves - is in keeping 
with the current relationship between the 
Scottish and local government. The spirit 
of the Concordat is likely to be upheld 
and perhaps even strengthened if local 
authorities are able to develop a common 
approach which not only improves their 
own knowledge of their customers but also 
is able to provide assurance to regulators.

3.4.3	Single Outcome Agreements

Single Outcome Agreements (SOAs) are a 
core element of the Concordat. The project 
team were able to review the agreements 
in draft8. Many authorities appeared to be 
relying on generalised data, for example, 
from the Scottish Household Survey to 
evidence Outcome 15:  

8	 For more information on SOAs see http://www.
improvementservice.org.uk/core-programmes/single-
outcome-agreements

Our public services are high quality, 
continually improving, efficient and 
responsive to local people’s needs. 

Few are able to present primary evidence 
that they have locally gathered data to 
demonstrate how they have responded 
to well-researched understanding of 
local people’s needs. Good customer 
satisfaction and experience data would 
greatly strengthen their capacity to do so. 
There is at present no standard instrument 
for collecting detailed customer experience 
data across Scotland.

3.4.3	Best Value

The Accounts Commission is currently 
developing its audit approach for the next 
round of Best Value audits (BV2) which are 
due to be rolled out from April 2009. BV2 
is likely to place considerable emphasis 
on how councils are capturing and 
making use of the views of citizens and 
users, both in setting a council’s strategic 
direction and priorities, and its support 
service improvement. This is likely to be a 
stronger element than has been the case 
in the first round of Best Value audits. 
There is also likely to be an interest in the 
extent to which councils achieve value for 
money in understanding their customers.  
For example: is consultation effectively co-
ordinated? are appropriate methodologies 
in place? and are councils making effective 
use of the information that they gather? 

Similarly, Community Planning Partnerships 
are of growing significance and also 
of growing interest in Best Value. The 
extent to which authorities are able to 
demonstrate that they are not only making 
efforts to understand their customers but 
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also working effectively with partners in 
this area is also likely to be a concern both 
in planning consultation work and in the 
sharing of insights and findings.

Authorities are likely to be well placed to 
respond to the next stage of the Best 
Value audit process if a common approach 
were in place which provides appropriate 
evidence to satisfy auditors on some of 
these points.

3.4.4	The Crerar Review 

The Crerar review of regulation, audit, 
inspection and complaints handling 
of public services in Scotland places 
emphasis on the need for external scrutiny 
to: 

…go further to involve the public more 
effectively, and to improve transparency, 
measurement and reporting. Scrutiny 
bodies will require to work in conjunction 
with other stakeholders to develop 
better ways to measure and evaluate 
provider performance, and will require 
more involvement of service users and 
the public in the process…9

The Crerar Review also concluded 
that ‘service providers have primary 
responsibility to account to the public for 
their performance’.  However, scrutiny 
bodies often collect user satisfaction 
or experience information when service 
providers hold similar information due to 
concerns about the robustness of the data 
collected by service providers.

9	 The Crerar Review: The report of the independent review 
of regulation, audit, inspection and complaints handling 
of public services in Scotland’. Scottish Government, 
September 2007

The Crerar Review has led to 
increased interest by scrutiny bodies in 
understanding the customer perspective 
in much more detail. An Action Group has 
been formed on user focus which seeks 
to develop and promote a more customer-
oriented approach to scrutiny.  It is due to 
report in autumn 2008. 

3.4.5	The Public Service Improvement 
Framework (PSIF)

PSIF is a common performance 
management framework developed from 
the West Lothian model (see good practice 
example in section 4.5. below for further 
details). It provides a framework for service 
improvement, drawing on evidence in 
nine areas (Leadership, Service planning, 
People resources, Partners and other 
resources, Service processes, Customer 
results, People results, Community 
results and Key performance results). The 
section on Customer results is the most 
heavily weighted in deriving scores for 
performance. The system is integrated, 
including scoring for overall trends, targets, 
comparisons with others and causes (the 
reasons for success or failure). It gathers 
data on customer perceptions and internal 
systems for understanding the customer. It 
is structured around known patterns of the 
drivers of satisfaction (the model used in 
the Customer Service Excellence Scheme 
- see 2.5.1.above) and therefore is likely 
to form a reliable means for integrating 
customer satisfaction and experience data 
into performance frameworks. 

PSIF has now been rolled out to 28 
organisations in Scotland with others likely 
to join shortly. 
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3.5	 Views from national stakeholders

3.5.1	The perspective of inspectorates

The Care Commission, HM Inspectorate 
of Education, the Scottish Housing 
Regulator and Social Work Inspection 
Agency would all be likely to welcome 
a common approach amongst local 
authorities which might add useful data to 
their own evidence about the customer 
perspective. There is also a shared interest 
in bringing evidence together to reduce 
burdens created by inspection. All have 
their own methods of understanding the 
customers of the services they inspect, 
including some surveys. There is potential 
for sharing existing data in putting together 
a consolidated picture of an area (subject 
to concerns about data confidentiality for 
individuals surveyed in some cases).  

3.5.2	The perspective of other national 
bodies

The Public Service Reform Directorate of 
the Scottish Government, Audit Scotland, 
the Improvement Service, the Scottish 
Consumer Council, CoSLA and SOLACE 
all have differing perspectives on this issue 
but all have an interest in local authorities 
developing a common approach to 
measuring customer satisfaction. Key 
issues raised by these bodies during 
interviews are: 

Good customer satisfaction and •	
experience measurement puts users 
at the heart of public service decision 
making.
The cost of current practice is very •	
difficult to establish and almost certainly 
unnecessarily high.
Good customer satisfaction and •	
experience data empowers decision-

makers to make informed decisions 
based on well-researched evidence.
Good customer satisfaction and •	
experience measurement forms a 
good basis for sound performance 
management and real ‘outcome’ 
measures.
It could be extremely useful to develop •	
a Scotland-wide picture of customer 
responses as a backdrop to Scotland-
wide policy decisions.
Customer satisfaction and experience •	
measurement is important in its own 
right as an element of reform.
Good customer satisfaction and •	
experience measurement has the 
potential to provide assurance to 
inspection bodies, resulting in lighter-
touch inspection.
Good customer satisfaction and •	
experience measurement helps break 
down an outmoded ‘we know what is 
best for you’ attitude and encourages a 
more healthy, outward-facing culture.
Good customer satisfaction and •	
experience measurement has the 
potential to eradicate poorly designed 
local surveys.

Not all issues are seen as a priority by 
all of these bodies but many of these 
are held in common by some. All are 
extremely positive about the potential for 
improvement in this area.

All bodies interviewed in the course of 
research for this project were positive 
about the potential for a common 
approach. A few felt that there might 
be resistance from some quarters if a 
common system were seen as a ‘central 
imposition’ or if there were the possibility of 
league tables. 
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This section explores the context for 
a common approach to customer 
satisfaction and experience measurement 
by Scottish local authorities at the local 
level. It represents the findings from the 
interviews, workshops and the Emerging 
Findings seminar. The results of interviews 
with bodies with a Scotland-wide remit are 
summarised in Section 3.

Representatives from local authorities were 
asked, at the workshops and in interviews, 
to talk about aspects of the current 
situation and their willingness to co-operate 
with one another to improve customer 
satisfaction and experience measurement. 
They were also asked to give ideas on 
approaches which might work in Scotland. 

There was a remarkable similarity of view 
at all four workshops which was echoed 
in interviews. The table discussions, 
which took place with mixed groups 
from different authorities, produced the 
flip chart comments, some of which are 
recorded below, were followed by plenary 
discussions which developed some of 
the ideas and provided a clear picture of 
common themes.

4.1	 What is happening now?

There is a general sense that current •	
practice is varied, and there is 
insufficient co-operation and opportunity 
to learn from each other.
‘Chaos, duplication and lack of strategy’ 
‘Not gathering information that can be 
used to improve’ 
‘Lots of service specific surveys’ 
‘Front’-line staff opinion/feedback 
underused/used depending on council/
service’ 

section four

The Current Situation

‘Haphazard’ ‘No commonality’ 
‘Limited experience of small depts’

A great deal is going on in different parts •	
of Scotland, including large authority-
wide or neighbourhood surveys, 
Customer Relationship Management 
systems, complaints analysis, citizens’ 
panels and many different kinds of 
small-scale qualitative exercises and 
surveys and mystery shopping. There 
are several examples of innovative 
practice.
‘Big Neighbourhood Survey – 4700’ 
‘Poor quality mystery shopping (and 
good quality!)’ 
‘Lot going on’ 
‘Citizens’ panels’
‘Focus groups’ ‘Departmental surveys’ 
‘Community based surveys’ 
‘Elected member surgeries’ 
‘Comment feedback complaints’ 
‘Different quality initiatives eg EFQM, 
Chartermark’

In many cases, there is insufficient co-•	
ordination within authorities resulting 
in poor sharing of knowledge about 
the customer experience across the 
authority.
‘Limited corporate approach’ 
‘Attempt at co-ordination: room for 
improvement’ 
‘Some evidence of ‘joined up’ 
‘Different methods/systems’ 
‘Getting a corporate approach to 
gauging customer/user views can be 
difficult - variation in different councils’
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In some authorities there is a perception •	
that managers think they already know 
what is best for customers and do not 
feel the need to find out more.
‘Surveys done to support existing 
service position’

In some authorities there is exclusive •	
reliance on informal face-to-face 
customer feedback for some services
‘Many of our departments are doing 
minimal work in this area’

Segmentation is, in general, not widely •	
used.
‘no segmentation’

4.2	 The pros and cons of what is 
happening now

Opinion is divided on this point. There 
are evidently many good things about 
the status quo while others feel that ‘it 
couldn’t get any worse’ (a comment made 
at the workshop in Aberdeen). Strong 
features include a high level of motivation 
to improve things, a general sense that 
awareness of the customer is growing and 
that community engagement is stimulating 
a greater focus outside the authority. In 
some cases opportunities offered by 
new technologies are felt to be an asset, 
though further detail of this was not given. 
In general, there is clearly a great deal 
going on and this is positive:

‘Surveys better than nothing and have 
led to some improvements’ 
‘Willingness to change’ 
‘Lots of info’
‘Can drill down’ 
‘Tailored to meet specific needs 
(geography/ service)’ 

‘Staff involvement’ 
‘Good intentions’

Disadvantages of the current situation are 
felt to be:

inconsistency of practice•	
‘Haphazardish’ 
‘Lack of consistency means can’t 
compare’
Performance indicators are measuring •	
the wrong things, focusing attention 
away from customers
‘Too tick-box focused’
Lack of expertise, especially in analysis
‘Not high enough volume being 
surveyed’ 
‘Lack of structured analysis’
Various problems with panels, with •	
many tending to dwindle over time
‘Citizens’ panel questions too high level’
Poor co-ordination within authorities•	
‘No sharing of info’
A tendency not to use data to develop •	
service improvements
‘Don’t always do anything with the 
results’ 
‘Must lead to action or no value’ 
‘Reluctance to take on board findings’ 
‘Nothing happens’ 
‘Satisfaction ratings sometimes gathered 
for wrong reason’
Use of inappropriate techniques•	
‘Survey poorly designed’
Survey and consultation fatigue •	
amongst customers
‘Consultation fatigue’ 
‘Existing surveys don’t mean much to 
either customers or staff’
Poor feedback to customers on how •	
their concerns are to be responded to
‘Little feedback given’
High cost•	
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4.3	 Is there an appetite for  
co-operation between authorities?

In general, there is a very strong appetite 
for co-operation. Comments included 
‘Yes, 100%’ and ‘resounding yes’ but there 
are also concerns which were developed 
during the following plenary discussions. 
These include:

concern at the possibility of a ‘one size •	
fits all’ approach
concern about negative aspects of •	
possible benchmarking
concern to preserve the capacity for •	
local flexibility 
concern that the specific needs of •	
individual services and specific localities 
may be inadequately understood by an 
over-generalised central system.

4.4	 What might work in Scotland?

Various possible types of co-operation 
were introduced to participants at the four 
workshops and the Emerging Findings 
seminar, and they were also invited 
to contribute their own ideas. Strong 
support was given to the idea of a central 
question-bank of tested questions. Linking 
this work to SOAs was also felt to be 
essential. There is also a strongly felt need 
for leadership and advice - toolkits and a 
centre of excellence were suggested.

‘Common core questions/methods’ 
‘Clear link to existing strategic planning 
e.g. SOA’
‘Improvement: national framework locally 
driven; operational level not high level’
‘Common approach across Scotland 
is a good idea - saves money and 
more efficient, this should include data 
protocol and segmentation’

‘Need an incentive - if regulators/Audit 
Scotland pushing this idea could be 
effective, needs to link into existing 
systems’
‘Move it higher up the national agenda - 
this may help more LAs to buy in.’)

Participants were concerned, in some 
cases, that while those who attended 
the workshops might be very committed 
to making improvements, organisational 
cultures may not always be supportive, 
as service delivery staff may not be easy 
to convince of the importance of paying 
attention to customer data. Several 
participants were concerned to ensure that 
there is the highest possible level ‘buy in’ to 
this work, and feared that within their own 
authorities, the challenge of developing a 
truly customer-oriented culture might be 
daunting.

4.5	 Good practice examples

Three examples of current good practice 
are offered here. They exemplify three 
different approaches to improving 
customer satisfaction and experience 
measurement (in the case of Fife the 
approach is to resident surveying rather 
than customer satisfaction measurement 
but it has been included because it is an 
example of segmentation which is not 
widely used in Scotland  and can add 
great value to understanding the customer 
experience).
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Good practice example: 
Fife Council: Using segmentation to understand residents better

Fife Council has undertaken customer satisfaction surveys in 2002, 2005 and 2007. 
Because Fife were particularly looking for evidence about authorities with similar 
population characteristics to their own in order to compare their responses with 
benchmark data from elsewhere, their most recent survey used questions drawn 
from the English ‘Best Value Performance Indicator’ survey. 

Using data about housing, socio-demograhic and geographical information, 
they analysed the population in order to be able to provide robust analysis. They 
increased the sample size of their survey from 1000 to 2870 in 2007, using a face-
to-face methodology to ensure a representative response.

Using the BVPI data and their segmentation, Fife has been able to identify 
communities in England with similar profiles and are in communication to share 
ideas about how specific issues are being tackled.  

Good practice example: 
West Lothian Council: Integrating customer data into performance 
management systems

West Lothian’s integrated assessment tool is well known in Scotland and is 
the basis of the wider PSIF project now being rolled out to 16 public service 
organisations including 12 further local authorities. It combines data from the EFQM 
(European Foundation for Quality Management), IiP (Investors in People) and the 
CSE standard (Customer Service Excellence, formerly Charter Mark). Between 
them, these three schemes require evidence that customer data is rigorously 
collected, analysed and used to inform decision making, so using a combination 
of them as the heart of the performance management system which provides 
evidence to the assessment tool is a good way of ensuring that data about 
customers is built into the way the Council does its business. 

The West Lothian approach is supported by rigorous internal auditing systems 
which operate across the Council, and support at the highest levels which ensures 
that the data emerging from the performance management system with its key 
focus on the customer’s perspective, lies at the heart of the strategic decision-
making process. 
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Stirling Council: Getting a grip on what is going on now

Many councils struggle with knowing what is going on in different parts of the 
organisation. Typically, many departments collect valuable data about their 
customers, but sometimes data is not shared with others even within the council. 
Sharing useful customer intelligence data with partner organisations is also quite 
rare. This is a wasted opportunity: sharing the data to get a fuller picture of the 
customer perspective can provide a powerful management tool in itself - but there 
are additional advantages. It can provide a powerful vehicle to drive customer-
focused culture change by encouraging everyone to look outwards if good 
customer information is easily available. Sharing information about customer service 
standards is also uncommon.

Stirling Council is grappling with this issue and has formed a subgroup to their 
Customer Service Programme Board to carry out an audit across the Council 
of all the information currently being collected, and all customer service activity 
currently being undertaken. Processes are being analysed and data explored with 
a view to developing a Council–wide improvement plan. The final stage will be the 
development of specific performance measures in relation to customer service 
across the council as a whole.

This is a careful process involving detailed analysis of existing processes and data 
but when it is completed late in 2008 Stirling hopes to know exactly what is going 
on in relation to the way customers are handled throughout the Council, and will 
have pinpointed clearly the areas where improvement is needed. The key objective 
is ultimately to avoid misdirecting effort and spend into improving areas of service 
delivery that may be of little consequence to the customer, and instead focus on 
what really matters for each service area and its customers.
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The way forward

5.1	 Testing the emerging findings

At the Emerging Findings seminar held 
in June, emerging findings at that stage 
of the project were presented to a mixed 
local authority, Scottish Government, 
Audit Scotland, Improvement Service and 
Scottish Consumer Council audience. 
The findings presented were similar to 
those described in the previous chapters. 
Participants were asked whether they 
agreed with the findings, and what 
they considered important elements of 
any implementation project. They were 
also asked to give headline messages 
about the project. Following from this, a 
presentation of a possible implementation 
model was given (a pilot project to develop 
tools and a question-bank and a source 
of expert support) to provoke reaction 
and elicit further thinking about possible 
implementation.

Discussion took place in two sessions: 
the first considered the extent to which 
participants agreed with the findings, and 
the important features any implementation 
project would need, and the second 
considered what might go right and wrong 
with the suggested model. Each table 
completed a feedback sheet giving the 
main points of their discussion. Paragraphs 
5.1.1.- 5.1.4. summarise responses on 
the feedback sheets to the questions 
asked. 

5.1.1	Did participants agree with  
findings so far?

Strong endorsement for both co-operation 
and a common approach between 
authorities was expressed by many, with 
one table simply responding ‘YES!’ and 

others giving further detail after writing 
‘Yes’. There is strong agreement that there 
is a lack of co-ordination both within and 
between Councils, and also that there is 
an urgent need to persuade senior staff 
and elected members to ensure that this 
issue is addressed at a strategic level. 
This is felt to be a key issue by many who 
worry that without a strategic approach, 
the ability to develop improvements to 
service provision is impossible. This links 
to a point made by others about the need 
for associated culture change. There is 
strong support both for co-operation and a 
common approach, in particular standard 
questions and a knowledge bank. The 
link to performance management systems 
was also felt to be crucial and to need 
strengthening. Opinions were divided on 
the value of benchmarking with strong 
views on both sides, with concerns 
about league tables in evidence.  One 
table was anxious to endorse the notion 
that perceptions are not the same as 
experience and we should be clear that 
we are dealing only with the customer 
experience in any implementation project.

There is interest in the possible use of 
toolkits provided, there is clear benefit.

5.1.2	Important features of the 
implementation project

Ownership of any implementation project 
is clearly a key issue with local flexibility an 
important requirement. The purpose needs 
to be clear – is it for improvement, or for 
making judgements on service quality? The 
project needs representation from local 
authorities, a clear structure, remit and 
scope.

section five
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Some tables provided lists of needs: 
definition of the quality of measurement; •	
common rating scales; •	
link to SOAs and PSIF; •	
links to community partners; •	
use of service specific data; •	
training on survey design; •	
‘Needs to be about more than surveys’•	 ; 
The needs of potential customers (those •	
who need services but do not currently 
use them) should be included.

Transition issues are important and need to 
be addressed.

Toolkits and question bank were endorsed 
as possible products, along with common 
tools and techniques - ‘a suite of options 
to pick from’.

Ownership of any common questionnaire 
is felt to be an important issue - to ensure it 
is relevant to the public at the local level.

5.1.3	What is likely to work about the 
suggested way forward?

There was support for the idea of starting 
small, and focusing operationally on 
services and community planning issues 
(this idea was strongly supported on 
several tables, provided any pilots, if pilots 
are used, are representative of different 
kinds of council). The idea of some 
authorities opting in and out on a ‘pick and 
mix’ basis was also supported.  

The value-for-money argument was felt to 
be likely to be persuasive. The possibility of 
dedicated service support is attractive. 

Getting customer service teams involved 
was felt to be important.

A question bank would be welcome 
but any core questionnaire should be 
kept manageable. The idea of a data 
warehouse was also welcomed with the 
opportunity for nuanced and carefully 
conducted benchmarking.  Toolkits were 
also welcomed.

5.1.4	What could go wrong?

Management issues: 
The right strategic support could be •	
lacking - ‘Only those who want to get 
involved will’. 
There is a need to engage middle •	
management in moving this agenda 
forward. 
Too heavily focused on ‘standardisation’ •	
rather than ‘harmonisation’. 
‘If the project is not monitored and •	
evaluated properly there could be 
problems’. 
The timescale of a pilot followed by a roll •	
out could be too long. 
The budget could be inadequate, •	
especially given other competing 
priorities.
There is a risk that other national •	
priorities might take precedence. 
It could lose momentum if it is not •	
implemented speedily.

Technical issues:  
It may be difficult in practice to reach •	
agreement on technical issues, and 
launching a data warehouse could 
prove too ambitious. 
There may be insufficient focus on •	
qualitative (as opposed to quantitative) 
techniques. 
Using a question bank could lead to •	
loss of trend data. 
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There were concerns about whether •	
service-specific questions can be 
developed nationally.
If data is not given anonymously there •	
will be fears about benchmarking.

5.1.5	Key messages from the emerging 
findings seminar

Each table was asked to provide three key 
messages about implementing this project. 
These are given in full below:

This could be the cornerstone of a new •	
relationship with customers.
Could open a Pandora’s box about •	
demands from customers - which if we 
don’t meet could ruin our relationship 
with customers.
Need to ensure customer satisfaction •	
and experience data is genuinely used 
to improve services - not a performance 
management game.
Harmonisation not standardisation.•	
Customer-focused data comes •	
second?
Pilot group has to reflect different •	
authority types.
It is important to link to Outcome 15.•	
Need to link with existing research •	
expertise in councils.
Danger of being too nationally driven •	
- needs to be owned by the pilot and 
other authorities.
Important that at least some pilot •	
authorities involve community planning 
partners.
Data standards must recognise existing •	
national standards.
The mix of LAs on any pilot needs to be •	
right.
Timescales need to be short and •	
effective - there is great interest in 
standardisation and shared questions.

Strong evaluation of pilot and agreed by •	
local authorities.
Existing questions should be looked at •	
as part of pilot.
Needs to be public-sector wide rather •	
than just local government.
Use the customer service teams within •	
councils to drive the project forward.
Scope and expectations need to be •	
clearly defined and well managed.
Will stand or fall on buy-in by chief •	
executives and managers.
Needs resourcing and realistic •	
timescales without losing momentum.
SOAs are a useful link but this must not •	
be top down.

5.1.6	Summary: Emerging Findings 
seminar

While a variety of opinion and emphasis 
was expressed at the seminar, there were 
no opinions expressed suggesting that 
there is not a need and appetite for both 
co-operation and a common approach, 
and while there are clearly a number of 
concerns and frustrations about the way 
forward, these seem primarily focused 
on whether any implementation will be 
properly managed and resourced, and 
whether local autonomy and quality will be 
compromised in any way. 

5.2	 Putting the Scotland-wide and  
local context together

It is clear that there is widespread 
agreement that councils in Scotland could 
benefit from working together on customer 
satisfaction and experience measurement. 
The context is a complex one - in which 
the relationship forged through the 
Concordat means that local authorities 
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feel justified pride in their autonomy. On 
the other hand, the requirements of Single 
Outcome Agreements, Best Value and 
other inspection regimes mean that there 
are common national challenges within 
the governance system which make 
getting better at measuring customer 
satisfaction and experience an urgent 
priority everywhere. Alongside this, rising 
customer expectations are adding to these 
pressures. 

The challenges facing authorities wishing 
to move towards a common approach 
will vary. For some, already engaged in 
co-ordinated research into customer 
needs and wishes, the challenges will 
be less than for others who are relatively 
inexperienced. For many, getting better at 
measurement can only be part of wider 
changes to a more customer-oriented 
culture throughout the organisation. 

The felt need both to work together and 
for a common approach is based partly 
on the widespread perception that money 
is being wasted on inefficient approaches 
to customer satisfaction and experience 
measurement. It is unlikely that many 
Chief Executives or Members are aware 
of the total their authority spends trying to 
understand customers - and finding out, 
for most, would be difficult. This is clearly 
not a satisfactory situation.

Scotland-wide organisations will have a 
key role to play in the success of attempts 
to improve customer satisfaction and 
experience measurement in the future. 
Performance measurement, inspection 
and policy development all have crucial 
influence, even in circumstances where 

ownership of new initiatives is primarily 
local. It is essential, therefore, that they 
are aware of and engaged in ensuring the 
success of any implementation project.

5.3	 Key characteristics of any Scotland 
wide-implementation project

Based on feedback from workshops, the 
Emerging Findings seminar and interviews, 
any implementation project needs to have 
key characteristics, outlined in this section.

5.3.1	It needs to appeal to a wide 
spectrum of the local government 
community

Customer satisfaction and experience 
measurement done in isolation is of 
limited use. Unless there are systems 
for analysing and interpreting data so 
that it can inform decision making, and 
unless there is a culture of seeking and 
using intelligence about the customer 
response to services, data is redundant. 
Many people have spoken of this issue 
in the course of the work on this project. 
Data collected is often reported on and 
then forgotten, with no apparent audit trail 
showing what action was taken to address 
the findings of the research. Similarly, 
feedback to participants in surveys and 
other research is not carried out often 
enough. This can lead to public perception 
that taking part is ‘a waste of time’, and to 
survey fatigue. 

On the other hand, it is clear that a great 
deal of activity is going on - some of it 
at departmental and individual service 
level. It is not uncommon for this to be 
carried out in isolation and in response 
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to a particular issue. Such activity can be 
extremely beneficial - provided it is carried 
out by staff trained in managing qualitative 
research or in questionnaire design. 
Several people have mentioned poorly 
designed exercises which did not address 
the issue appropriately and produced 
results which were less than optimal. 

Where several activities for measuring 
customer satisfaction and experience are 
going on covering the same community 
there are advantages to co-ordinating 
them. This can help in spotting trends 
in responses across communities (for 
example, access channel preferences for 
one service may be similar for others for 
the same group). It can help to build up 
a clear picture of different aspects of the 
response of different groups within the 
community. This is particularly the case 
in partnerships where partners are in a 
position to share data with each other. 

None of this is possible without a strategic 
commitment to build customer insight 
into the work of the authority at all levels. 
This means that senior teams and service 
departments as well as members need to 
be engaged in seeking the greatest benefit 
from customer satisfaction and experience 
measurement alongside research and 
customer service teams. 

5.3.2	It needs to be relevant to specific 
localities and for specific services

There is concern that a Scotland-wide 
general survey might not be useful, at least 
not on its own, because it would need to 
ask very generalised questions if it is to 
be as relevant to Glasgow as the Western 
Isles. Councils need to interact with their 

customers about topical local and service-
based issues, and any common approach 
needs to recognise this. Any ‘one size fits 
all’ response is unlikely to work. 

Several councils also mentioned 
particularities of their own populations and 
all workshops were concerned to highlight 
the need to ‘drill down’ to the individual 
service level. The Scottish Household 
Survey data used by some councils in their 
Single Outcome Agreements, does not 
currently offer the capacity to ‘drill down’ in 
this way.

5.3.3	It needs to respect the autonomy of 
local authorities in Scotland

In the spirit of the Concordat (see 3.4.1. 
above) it is important that councils 
participate in any common scheme 
because they wish to rather than 
because they are required to. There 
may be councils who prefer to operate 
autonomously and this preference 
should be respected. There are risks 
that the consensus-based approach 
established in this project could lose its 
impact if the outcome is experienced as 
a central requirement or even imposition. 
Participation should therefore be voluntary.

5.3.4	It needs to provide a variety of forms 
of support

Councils need a variety of forms of help. 
Many would like to be able to draw on 
a bank of tested questions for surveys. 
Some would like toolkits, specific help with 
some approaches and issues, advice on 
commissioning local surveys, information 
about how they compare with others and 
support with engendering a change to a 
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more outward-facing corporate culture. 
Workshops and training support will also 
be needed. The support of the Scottish 
Government to the project in ensuring 
that performance management supports 
and encourages focus on the customer 
experience is also important.

5.3.5	It needs to reflect the concerns of 
Scotland-wide bodies 

The need for this project is felt not only 
at the local level but also nationally. 
The project needs to stay abreast of 
developments in policy making, especially 
SOAs and Best Value, and ensure that 
both local and national interests are 
served.

5.3.6	It needs to establish approaches 
which are demonstrably better value 
for money than the status quo

Many people who have participated in this 
project feel that the status quo represents 
poor value for money at individual council 
level and Scotland-wide. However, the 
evidence is hard to find as no authority has 
offered evidence about the overall costs 
of customer research and many have 
explained that this would be very difficult to 
establish. This is not a satisfactory situation 
and any implementation project needs to 
establish definitively whether a common 
approach might represent better value for 
money, as many currently believe. 

5.3.7	It needs to engage staff from local 
authorities in its execution and 
management

Several comments were made at the 
Emerging Findings seminar about the risk 
of setting up a centralised project which 

feels remote from the specific concerns 
of individual authorities. There are worries 
about losing the advantages of the 
status quo - sometimes built on many 
years of good practice. A strong sense 
of ownership by the sector is therefore 
essential.

5.3.8	It needs clear objectives and to be 
rigorously evaluated

There are concerns that without well-
structured objectives and clear evaluation 
criteria from the outset, the project will lose 
momentum. Developing and disseminating 
clear, agreed aims and objectives and 
evaluation criteria should be an early task, 
in order to maintain confidence.

5.3.9	 It needs adequate resources to make 
a difference, and it needs to move fast

While there are clear opportunities for 
making savings in the medium term, 
this project will require resourcing at an 
adequate level to achieve an impact across 
Scotland. Expectations are currently raised 
as a result of the high level of engagement 
in this project but there are fears that it runs 
the risk of losing momentum and vision if 
action is not taken swiftly with adequate 
resourcing. The example of the Institute 
for Citizen Centered Service in Toronto, 
however, illustrates that work of this sort 
does not need a large team to be effective. 
Early contact with the ICCS to learn from 
their experience is likely to be beneficial 
(see Appendix 3 for further details of the 
Canadian experience).
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5.4	 A national implementation 
project: possible services and work 
programme 

5.4.1	Aim and Services

The aim of the project should be to develop 
a cost-effective approach to understanding 
customer satisfaction and experience of 
services in Scotland and develop tools to 
support better understanding of customers, 
and develop and disseminate best practice.

The following services should be offered:
a question bank of tested questions, •	
some general and some service 
specific;
a data standard for keeping information •	
in a common format;
a data warehouse of survey information;•	
a standard approach to segmentation; •	
and
good practice ‘toolkits’ on common •	
approaches including qualitative 
methodologies.

It is probably not advisable to try to 
introduce all of these at the outset as this 
is likely to prove ambitious. Investigation 
of ready-made models from elsewhere 
(especially data standards) may reveal that 
the use of these may be appropriate. The 
question bank and toolkits are the most 
strongly desired and perhaps the best place 
to start, alongside developing resources for 
offering support, advice and training.

The project might usefully develop a 
core standard questionnaire if this is felt 
appropriate, and provide advice on links 
with other initiatives and sources of help, 
advice and expert support for councils 
seeking these. 

It might also usefully provide guidance 
to carrying out an audit of customer 
intelligence, and advice on sources of 
support for councils dealing with different 
aspects of customer satisfaction and 
experience measurement or understanding 
their customers. 

5.4.2	Tasks

Tasks might include:
Developing a detailed and precise •	
plan including aims, objectives and 
evaluation criteria for the project. These 
should include efficiency and quality 
improvements to the sector as a whole 
and relate to Scotland-wide initiatives 
such as single outcome agreements.
Forming a working-level governance •	
structure to ensure that the work of the 
project is closely aligned to the wishes 
of participating councils.
An audit of existing surveys carried out •	
by participating authorities based on 
their own audits, with a review of fitness 
for purpose, overlaps and the use to 
which results are put. This is likely to 
provide useful information on areas 
where existing work can be reduced 
quickly, and will also provide access to 
a wide range of questions currently in 
use which may be useful in developing 
the question bank.
An audit of qualitative approaches in •	
use and consideration of the extent to 
which these are appropriate and fit for 
purpose.
Work with inspectorates and others •	
responsible for relevant existing surveys 
to secure co-operation and possible 
integration of their resources.
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Work to develop the products listed •	
at 5.4.1. above (the work required to 
develop some products is likely to be 
considerable and a detailed time and 
resources plan will be needed).
Generating knowledge, through •	
research and by forming links to 
overseas initiatives where work is 
relatively advanced in areas where little 
is currently going on in Scotland. The 
Institute for Citizen Centered Service 
in Canada and the Local Government 
Customer Insight Forum in England are 
obvious examples.
Promotion of underused concepts •	
including segmentation and Customer 
Journey Mapping.

The project could develop the services 
listed at 5.4.1, and at the same time 
co-ordinate and monitor the use of these 
throughout Scotland and set up groups 
to develop good practice for specific 
locations and types of service.

5.4.3	Participating Councils

Each participating council should be 
required to: 

adopt, as far as possible, the advice •	
given in Appendix 2 of this report;
carry out a full audit of their research •	
activity, including its cost within the first 
few months of the project;
adopt the questions developed by •	
the project wherever possible in their 
surveys;
give feedback to the project through •	
events and correspondence on the 
kinds of research they wish to carry out, 
and test products from the project as 
they emerge;

participate in groups set up by •	
the project to consider specific 
requirements (e.g. the particular needs 
of small rural councils or the customer 
experience of carers); and
monitor spending on customer research •	
throughout the project.
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Conclusion

This project has found that there is very 
clearly both a need and an appetite for a 
common approach to measuring customer 
satisfaction and experience by local 
authorities in Scotland. There are several 
ways in which the case can be made for 
this at the strategic level:

Good customer satisfaction and •	
experience data empowers high quality, 
responsive and intelligent decision 
making, eliminating any necessity for 
guesswork and assumption about likely 
customer responses.
Good, co-ordinated customer •	
satisfaction and experience data is 
usually cheaper than a piecemeal 
approach (this is felt strongly by many 
participants in this study).
Developing a customer-focused •	
culture is good for staff morale and 
the psychological well-being of the 
organisation10, and having good 
customer satisfaction and experience 
data is a good place to start.

10	 The following is an extract from a speech by Ed Mayo, 
Chief Executive of the National Consumer Council, in 2007. 
He refers to currently unavailable research carried out by 
the Cabinet Office in 2004:  ‘Cabinet Office research, 
conducted by MORI, surveyed an extensive range of 
frontline public service staff. It found that one of the key 
elements in creating job satisfaction for public service staff 
is “working for an organisation that is focused on customer 
needs and that provides a good service to meet those 
needs.”  

	 Indeed, having a customer focus emerges as the single 
most important connecting factor that explains whether 
a public servant is satisfied with their work, committed to 
doing a good job and likely to talk well of what they do 
to others.’ (http://www.ncc.org.uk/nccpdf/speeches/
NCC067_culture_of_engagement.pdf)

	 JE Dutton, JM Dukerich: ‘Keeping an eye on the mirror: 
Image and identity in organizational adaptation’. Academy of 
Management Journal, 1991

	 This influential study draws attention to the importance of 
the perception of the outside world (organisational image) 
on the morale and self-image of people working for it, using 
the example of the changing approach of the New York Port 
Authority to homelessness in the 1980s.

Good customer satisfaction and •	
experience data has the potential to 
provide assurance to inspectors, which 
could lead to a ‘lighter touch’ approach.
Good customer satisfaction and •	
experience data facilitates a truly 
responsive approach at the local level 
by providing accurate information to 
front line staff and managers.

The same arguments apply in differing 
ways at other levels within individual 
councils. 

A clarity of view and enthusiasm has been 
evident throughout the project to an extent 
which was unexpected and is unusual 
in projects of this sort, where there are 
usually significant elements dissenting from 
the majority view. The time would seem 
to be right, therefore, to build on this and 
move forward as quickly as possible to 
develop a model which will work to support 
both the day-to-day work of individual 
councils in Scotland and also the spirit 
of the relationship between councils and 
central bodies embodied in the Concordat. 

It is also unusual to find such an 
enthusiastic response to invitations to 
exploratory workshops and this has been 
extremely encouraging. It places the 
project’s findings on a sound basis of 
support from the active participation of 
90% of local authorities and most relevant 
Scotland-wide organisations, representing 
coverage of 97% of the Scottish 
population.

section six
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There remains much to be done at 
individual council level to co-ordinate 
and streamline existing work and in 
some cases develop new approaches. 
Support will be needed, probably from 
a central source, not just in developing 
ways of measuring customer satisfaction 
and experience but also in developing 
organisational cultures which place the 
customer at the heart of decision making 
and use the outputs of research to guide 
all levels of decision making. This might 
take the form of training, expert help 
and general organisational development 
support.

And finally…

Thanks are due to the Advisory Group 
for formal and informal support and 
advice throughout the project (details of 
membership are given in Appendix 1) 
and especially to Claire Lightowler of the 
Improvement Service and Jennifer Wallace 
of the Scottish Consumer Council for 
keeping the project on track and providing 
excellent support in the form of information 
and advice.  
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Whatever form a national implementation 
project takes, there are steps individual 
councils can take to improve their 
approach to customer satisfaction and 
experience measurement. The following is 
offered as a form of support for Councils 
seeking to take action individually or as part 
of a wider project.

Research activity:

Ensure you know what research is being •	
undertaken into customer satisfaction 
and experience throughout the council.
Eliminate overlaps and any tendency to •	
keep approaching the same people to 
participate in surveys or other research 
activity.
Ensure you know what the overall •	
spend is on customer satisfaction and 
experience research, and look for ways 
in which work can be co-ordinated and 
streamlined to make savings.
Develop control mechanisms to ensure •	
that unnecessary research is avoided.
Develop systems to co-ordinate •	
research outputs so that each can add 
value to the overall picture of customer 
satisfaction and experience in the 
authority’s area.
Consider the potential for segmenting •	
the population to gain a differentiated 
view of the responses of different 
groups in the population (it may be 
worth investigating the ESD toolkit 
facilitated by the Innovation and 
Development Agency: http://www.esd.
org.uk/esdtoolkit/default.aspx).
Consider the use of Customer Journey •	
Mapping to understand the customer’s 
‘end to end’ experience of services.

appendix two

Developing a sound approach to customer satisfaction and 
experience measurement: advice for individual councils

Eliminate poorly designed research - •	
ensure staff who conduct research are 
adequately trained.
Ensure that people who participate •	
in research receive feedback on the 
outcome of their participation.
Ensure that surveys are only carried •	
out to establish genuinely unknown 
information, and that sample sizes, 
methodology and design are 
appropriate for the purpose.
Ensure that any qualitative research •	
methodologies are appropriate for 
the purpose and the results properly 
recorded and acted upon.

Management information systems:

Ensure that customer satisfaction and •	
experience information has an important 
role to play in the way performance is 
measured and evaluated at service and 
individual staff member level.
Consider participation in PSIF, or the •	
Customer Service Excellence Model, if 
not already doing so.

Developing a customer focused culture:

Ensure that customer focus is an •	
important element of the vision and 
values of the Council.
Encourage staff at all levels to check •	
whether we know what the customer 
response is, or might be, to decisions 
large and small, and to think about the 
customer response in all we do.
Encourage the development of •	
customer service standards.
Require data about the customer •	
satisfaction and experience to be part 
of the agenda for meetings at all levels 
including the senior team.
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Involve elected members in •	
understanding the customer experience.
Make it clear to everyone inside and •	
outside the Council that the customer 
is listened to and his/her experience 
informs the council’s decisions.
Consider using the Customer Service •	
Excellence Standard (http://www.cse.
cabinetoffice.gov.uk/homeCSE.do) to 
help raise standards. 

Suggestions on a process for introducing 
changes towards implementing these 
recommendations:

Implementation requires high-level •	
leadership and a team approach - 
this may be easiest through a project 
approach led from senior executive 
level.
Begin by carrying out an audit of existing •	
work throughout the council and review.
Train staff at all levels in the reasons for •	
the change and tools and techniques 
for developing better customer focus.
Make it clear that no part of the council •	
is exempt.
Ensure elected members are engaged .•	
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Several countries have taken steps to 
improve the way they measure customer 
satisfaction and experience. 

Canada

(Documentation on developments in 
Canada are available from the Institute  
of Citizen Centred Service:  
www.iccs.isac.org)

Interest in developing a common approach 
in Canada first appeared in the late 
1990s. An approach was developed 
collaboratively with several Canadian public 
services at all three levels of government 
(Federal, Provincial and Municipal). The 
Canadian approach enjoys a high level 
of participation perhaps because it has 
evolved participatively and meets the 
needs of a variety of different types of 
service provider. 

The key elements of the Canadian 
approach are the Common Measurements 
Tool and Citizens First.

Common Measurements Tool

The Common Measurements Tool (CMT) 
is a standard questionnaire built around 
the Canadian model of the Drivers 
of Satisfaction (see Appendix 4 for 
discussion). The questions are designed 
to be applicable to any service and are 
designed to elicit levels of satisfaction 
with each of the five drivers in the model. 
Individual service providers often add 
specific questions to their survey to cover 
service-specific elements. The results are 
held in a common database managed 
by the Institute of Citizen Centred Service 
(ICCS) (www.iccs.isac.org). Access to 

appendix three

Examples of responses to the challenge of good customer 
satisfaction measurement from other countries

the data for specific organisations is at 
their discretion, with some organisations 
happy to have their data interrogated by 
all members while others prefer to keep 
their data confidential. Using the CMT, 
a comprehensive picture of levels of 
satisfaction across the country has been 
built up, and individual organisations 
are able to compare satisfaction levels 
against national norms and against other 
organisations who have granted access. 
In this way, organisations are able to 
learn from each other’s good practice in 
addressing issues which are of particular 
concern to their customers.

Citizens First

Citizens First is a national survey 
commissioned every two years by the 
ICCS. The results are published to create 
a national picture. It asks questions 
about service experience of a wide range 
of services during the previous twelve 
months. On the basis of this, it is possible 
to track national changes in the way 
people feel about all participating services 
and to derive overall satisfaction scores for 
each. 

Other developments

Alongside CMT and Citizens First, 
much other work has been undertaken, 
notably in understanding access channel 
preferences (how people prefer to access 
services - phone, in writing, by email, over 
a website, by personal visit etc). 

As a result of information derived 
from using CMT in particular, several 
organisations have introduced radical 
and fundamental changes to the way 
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they work. Some local service providers 
now offer national government services 
(because it was evident that local people 
in some areas would prefer to do all their 
interaction with government in one place). 
So a local village centre is able to handle 
everything from exchanging library books 
to passport applications. This has only 
been possible because a very wide range 
of organisations at all levels of government 
have not only participated in using the 
CMT and Citizens First but have agreed to 
co-operate fully with each other to ensure 
that the customer is at the heart of the way 
they design their business.

The survey data from Citizens First 
is aggregated to produce an overall 
percentage score for satisfaction for each 
participating organisation. Also included 
in this aggregate score are areas not 
often included in performance measures 
because of the difficulty of setting 
quantitative targets, for example how 
people feel about staff attitudes. Canadian 
national politicians decided in 2000 to 
set a target of improving this score by 
5% by 2005 for all participating Federal 
organisations. This was successfully 
achieved.

The United States of America

The American Customer Satisfaction Index 
(www.theacsi.org) was originally developed 
for the public sector and is now used 
much more widely by the private sector. 

Used predominantly at national level for 
public services, it provides specific scores 
for each government service. It uses 
customer interviews as input to a multi-
equation econometric model developed at 

the University of Michigan’s Ross School 
of Business.  The ACSI model is a cause-
and-effect model with indices for Drivers 
of Satisfaction on the left side (customer 
expectations, perceived quality, and 
perceived value), satisfaction (ACSI) in 
the centre, and outcomes of satisfaction 
on the right side (customer complaints 
and customer loyalty, including customer 
retention and price tolerance).

There has been some interest in 
developing a European model based 
closely on the ACSI. This has been trialled 
for public services, but not adopted 
extensively, in Scandinavia.

England

In England there are attempts to emulate 
the incentive for closer customer focus 
by creating competition between 
organisations, thus creating choice for 
the customer. A common methodology 
has not been developed for customer 
satisfaction or experience measurement.

The Local Government Association 
and National Consumer Council have 
developed a Data Protocol (a data 
standard to ensure that information about 
people is held in a format where it can be 
compared with other data about the same 
and other populations)11. Discussion on its 
adoption is underway. 

11	 The Customer Insight Protocol has been prepared as part of 
the ‘Customer Satisfaction Measures for Local Government 
Services’ project commissioned by the Local Government 
Association (LGA), Improvement and Development Agency 
(IDeA) and National Consumer Council (NCC). It should 
be read alongside the Guide to Segmentation, which 
details how best to implement the guidelines set out 
in this protocol. (http://www.lga.gov.uk/lga/core/page.
do?pageId=37632)
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There is a standard residents survey (the 
Best Value Performance Indicator Survey) 
used by all local authorities which provides 
a national picture of perceptions, which will 
soon be replaced by a new ‘Place’ survey. 
Neither of these is specifically oriented to 
understanding customer satisfaction and 
experience though some questions offer 
some insight in this area.
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Customer satisfaction and experience 
measurement is a field awash with jargon 
and technical terms. The most useful of
these for public services are discussed here.

The Drivers of Satisfaction

The Drivers of Satisfaction are the factors 
which tend to make customers satisfied. 
These are generalised into a number 
of models whose characteristics are, 
in general, quite similar. The longest 
established of these is the SERVQUAL or 
RATER model, used widely in the private 
sector. SERVQUAL was developed in the 
mid eighties by Zeithaml, Parasuraman & 
Berry12 and was originally measured on 
ten aspects of service quality: reliability, 
responsiveness, competence, access, 
courtesy, communication, credibility, 
security, understanding or knowing the 
customer and tangibles. It measures the 
gap between customer expectations and 
experience.

By the early nineties the authors had refined 
the model to the useful acronym RATER:

Reliability•	
Assurance•	
Tangibles•	
Empathy•	
Responsiveness•	

Other well-known public sector models 
include the Canadian model which forms 
the basis of the Common Measurements 
Tool. In this model (tested over four 
Citizens First surveys between 1999 and 
2005) the following drivers have been 
established:

12	 Zeithaml, Parasuraman & Berry: ‘Delivering Quality Service; 
Balancing Customer Perceptions and Expectations,’ Free 
Press, 1990

appendix four

Some technical issues explained

The recently launched Customer Service 
Excellence standard (CSE) (http://www.
cse.cabinetoffice.gov.uk/homeCSE.do) 
(successor to the Charter Mark scheme) 
for the UK is based on research conducted 
by the Cabinet Office in England. In 
2004 to a common pattern of Drivers of 
Satisfaction across public services. The 
criteria for the CSE are: customer insight, 
the culture of the organisation, information 
and access, delivery, timeliness and quality 
of service. 

All of these models have much in common 
across public and private sector services.

Understanding the Drivers of Satisfaction 
helps structure research to establish 
those elements of service which matter in 
specific circumstances. Using the Cabinet 
Office model13 on which the CSE criteria 
are based, for example, elements of 
experience for a particular service might be 
aggregated as shown below:

13	 The Cabinet Office model can be viewed at: http://archive.
cabinetoffice.gov.uk/opsr/perception_of_reform/customers/
key_drivers/index.asp
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In this diagram the relationship of specific 
aspects of experience to the Drivers of 
Satisfaction is shown. It is often very useful 
to understand specific aspects of the 
customer experience in order to gain an 
informed picture of overall satisfaction.

Segmentation

Segmentation is simply the classification of 
a population into different groups. It is an 
approach for providing services based on 
an understanding of local populations and 
neighbourhood context. 

Segmentations can be made according to 
socio-demographic groups (age, gender, 
ethnicity, socioeconomic group etc) or by 
other characteristics (e.g. where people 
live, behavioural patterns, type of housing). 
Segmentation is useful because it provides 
a systematic way of understanding the 
people being served and can, if used 
appropriately, help take account even of 
groups who are not often heard through 
more usual channels of communication 
with local service providers. 

Various data sources can provide 
information to help segment local 
communities. Examples include 
sophisticated commercial products 
such as ‘Mosaic’ and ‘Acorn’, both of 
which analyse areas at postcode level 
and provide not only socio-demographic 
information but also information about 
behaviours and preferences. These 
products have been used by some local 
authorities to help establish preferences 
in the kind of service delivery and access 
channels which individual communities 
might prefer. 

Customer Journey Mapping 

Customer Journey Mapping is the 
process of tracking and describing all the 
experiences that customers have as they 
encounter a service or set of services, 
taking into account not only what happens 
to them, but also their responses to 
their experiences14. Used well, it can 
reveal opportunities for improvement and 
innovation in that experience, acting as a 
strategic tool to ensure every interaction 
with the customer is as positive as it can 
be.

Public services often have clear maps 
of their processes from the provider’s 
point of view. Mapping these against the 
experience of the customer can reveal 
ways in which the experience is made 
unnecessarily off-putting, difficult or 
discouraging for the customer. Reviewing 
organisational processes in the light of 
customer journey maps can be a powerful 
improvement tool.

Quantitative research

Quantitative research is any research 
which produces numbers to tell us, 
usually, what percentage of a population 
responds in a particular way. The most 
commonly used tool for customer 
satisfaction measurement is surveys. 
There are various different approaches: 
small and large samples, representative 
of a particular population or based on use 
at a particular place or time, and there 
are various options for the medium used 
(postal, face-to-face interviews, telephone 

14	 Guidance on Customer Journey Mapping for public services 
can be found at http://www.cabinetoffice.gov.uk/public_
service_reform/delivery_council/cjm.aspx
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interviews). It is important to think carefully 
about these technical issues as they can 
affect the results significantly. For example, 
postal surveys generally elicit very poor 
response rates from minority ethnic 
groups. Further advice about undertaking 
customer satisfaction surveys is given in 
Appendix 2.

Qualitative research

Qualitative research includes a range of 
methods for understanding the customer 
experience which do not, for the most part, 
produce scores but do enable service 
providers to gain a deeper understanding 
of the customer perspective than is 
possible by other means. The most 
common are panels, focus groups and 
one to one interviews. It is important 
that these are designed and conducted 
by trained personnel as there are risks 
in ‘leading’ the conversation towards 
outcomes desired by those managing 
the process. Some are already in place 
in Scotland using independent research 
companies.

Other mechanisms including complaints 
and CRM system feedback are useful 
sources of information.
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1.  Purpose

This paper aims to evaluate the methods 
used in this project and document any 
lessons learnt from the process.

Key points:
The collaboration between the •	
Improvement Service, the Scottish 
Consumer Council (now Consumer 
Focus Scotland) and Tetlow Associates 
ensured that the project team included 
the range of skills required to carry out 
the project. 
The use of workshops and a seminar was •	
well received by the local government 
community.  Many delegates appreciated 
the opportunity to influence the project 
in this way and share practice with 
colleagues across Scotland.  
The flexible approach taken by the •	
project team allowed methods to 
change when significant concerns were 
raised over the proposal to carry out a 
Scotland-wide questionnaire.
A wide-range of stakeholders are involved •	
through the Advisory Group which 
provided support for the development of 
the project and in raising the profile of the 
project and ensuring it is well connected 
to other policy developments.

2.  Collaborative approach

The project is a collaboration between the 
Improvement Service and the Scottish 
Consumer Council (now Consumer Focus 
Scotland).  During early discussions it 
was agreed to contract out the research/
information gathering elements of the project.

appendix five

Process Evaluation Paper 
(prepared by the Consumer Focus Scotland)

Tetlow Associates were successful in 
gaining the contract for this work.  This 
decision was based firstly on the high level 
of expertise that Mary Tetlow has in relation 
to customer satisfaction measurement and 
relevant experience from similar projects 
in England.  In addition, the Improvement 
Service and the Scottish Consumer Council 
(now Consumer Focus Scotland) were 
keen to use the methodology suggested by 
Tetlow Associates to carry out a number of 
deliberative workshops rather then rely on 
desk-based research only.

The project team therefore included expertise 
on local government in Scotland; consumer 
experience of public services and customer 
satisfaction measurement.  This mix of skills 
ensured that the project met its aims.  

On a practical level, the ability to call on 
support staff in both the Improvement 
Service and the Scottish Consumer 
Council (now Consumer Focus Scotland) 
assisted the project in organising the 
events and sharing the workload.  

3.  Methods

The original proposal included the following 
elements:
i)	 Four deliberative workshops to explore 

current practice and the appetite for 
common measurement tool(s).

ii)	 An emerging findings seminar to 
discuss findings from the interviews and 
test responses to potential common 
measurement tool(s).

iii)	 Interviews with key stakeholders.
iv)	 A questionnaire to all 32 local 

authorities to identify current practice 
and explore the need and appetite for 
common measurement tool(s).
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The first three elements of the project 
were carried out in line with the proposed 
timescale, however the questionnaire 
element was dropped.  This will be 
discussed further in section 8.

4.  Workshop background

The workshops were held during May 
2008 at the following locations:

Glasgow (7 May): 39 registered •	
delegates from 17 local authorities.
Perth (8 May): 36 registered delegates •	
from 11 local authorities.
Aberdeen (9 May): 36 registered •	
delegates from 5 local authorities.
Edinburgh (13 May): 38 registered •	
delegates from 12 local authorities.

All events were fully booked and attended 
by a range of local government staff, 
including service managers, researchers 
and senior management.  The Aberdeen 
workshop contained the smallest mix of 
authorities; however, it should be noted 
that each event included authorities 
not present at the other workshops.  In 
total, 25 out of 32 local authorities were 
represented at the workshops.  The 
authorities that were unable to send 
representatives were from the more 
geographically remote areas of Scotland.  
Future events could consider video links to 
the remote council areas.

The events were half-day workshops 
which included an introduction from the 
Improvement Service and the Scottish 
Consumer Council (now Consumer Focus 
Scotland) followed by two presentations 
from Mary Tetlow on customer satisfaction 
measurement and next steps.

5.  Emerging Findings seminar background

The seminar was held in Glasgow on 13 
June 2008.  The programme included 
two presentations from Mary Tetlow (on 
Emerging Findings and Ways Forward); 
a presentation from Martyn Evans, 
then Director of the Scottish Consumer 
Council (now Director of Consumer Focus 
Scotland) and summing up by Colin 
Mair, Chief Executive of the Improvement 
Service.  In addition to the presentations, 
group discussion sessions were held in the 
morning and afternoon.

Tetlow Associates contracted an 
independent facilitator for the seminar.  The 
use of a separate facilitator ensured that 
the event went smoothly, and largely to 
time.  There may also have been a benefit 
to having a truly independent facilitator 
to ensure that participants felt able to 
comment on and criticise the project. 

Local authorities were asked to nominate 
two participants to ensure a range of 
authorities were represented.  In total 
there were 54 delegates booked in to the 
seminar, with representatives from 21 local 
authorities, the Scottish Government, the 
Improvement Service and Audit Scotland.  
The delegate numbers were slightly lower 
than anticipated.  This is likely to be due to 
a short lead-in time and holding the event 
close to the school holidays. It had been 
hoped that some of the interviewees would 
be able to attend the event; however, most 
were unable to attend and seminars of this 
nature may not be the best mechanism to 
engage senior stakeholders.
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6.  Event evaluations

Evaluation forms were distributed at each of the events.  These focused on the content 
of the events to provide the project team with an indication of whether the events met the 
needs of delegates.

As table A1 shows, the responses were overwhelmingly positive for most of the 
statements.  In particular, almost all delegates felt that the workshops and seminar had 
provided them with enough time for discussion and questions, one of the key aims of the 
events. 

Table A1: Findings from the evaluation forms
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I enjoyed the event 4.1 3.9 4.5 4.0 4.4 4.2

The information supplied prior to the event was 
useful 3.4 3.3 3.6 3.4 2.9 3.2

Presentations were informative and interesting 4.2 4.2 4.3 4.2 4.1 4.2

There was enough time for discussions and 
questions 4.4 4.3 4.7 4.4 4.5 4.5

The venue and facilities were appropriate 4.1 4.4 4.4 4.0 4.3 4.2

I now have a good understanding of the customer 
satisfaction project 4.1 4.0 4.4 4.0 4.2 4.1

I have made useful contacts from this event 3.5 3.3 3.5 3.5 3.7 3.5

The event was relevant to my work 4.1 4.1 4.3 4.2 4.3 4.2

* Mean scores calculated on a 5pt scale (1 = strongly disagree to 5 = strongly agree)

Only two statements received a mean score of less than 4 out of 5.  These were 
consistent across all workshops and seminars.  The first relates to the information 
provided prior to the event.  The project team accept that there was limited information on 
the project available in advance of the workshops and that no information was provided 
on emerging findings prior to the seminar.  However, the project team had agreed 
not to send detailed information prior to the events to avoid biasing the discussion.  In 
retrospect, it may have been beneficial to explain to potential delegates the exploratory 
nature of the events.

The second issue related to delegates who did not feel that they had useful contacts at 
the events.  It is unclear whether this was because there was a lack of networking time or 
whether delegates were already in touch with colleagues in other authorities.   
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Delegates at all events were also asked 
whether or not they would recommend 
the event to a colleague. In total, 95% of 
seminar participants and 97% of workshop 
participants indicated that they would 
recommend the event. 

7.  Interviews

Interviews were carried out with 31 people 
in total including:

Representatives from all interested •	
Scotland-wide bodies (the Scottish 
Government, Audit Scotland, CoSLA, 
SOLACE, inspection organisations, 
the Scottish Consumer Council (now 
Consumer Focus Scotland) and the 
Improvement Service) and; 
Eight local authorities. The local •	
authorities were selected on the basis 
either of specific initiatives which are of 
interest, the specific interest of elected 
members or the Chief Executive, or 
because they had not been represented 
at the workshops. 

Interviewees included professional staff, 
research specialists, three Chief Executives 
of local authorities, three Chief Executives 
of Scotland-wide organisations and one 
elected member.

In most cases interviews explored thoughts 
on the way things work at present and 
their advantages and disadvantages and 
interviewees views on the advisability of 
some form of common approach. Where 
relevant, specific elements of the views or 
current practice of organisations were also 
investigated.

The purpose of the interviews was to gain 
a broad picture of current practice and the 
policy and strategic context, and the views 
of those with a key interest in the subject 
matter of the project.

8.  Questionnaire

During the workshops and interviews the 
need for the survey of local authorities had 
been questioned.  It was felt that much of 
the information on what is happening on 
the ground had been gathered during the 
workshops.  The project team was also 
concerned about the amount of officer 
time it would take to gather the information 
within authorities and the impact that this 
would have on the project timescale.

Options for sending out a shorter survey 
to Chief Executives were considered by 
the Advisory Group and the project team.  
Following discussion it became apparent 
that the purpose of the survey had altered.  
Originally it was expected to gather 
factual data but, in light of the workshops, 
it was seen more as an opportunity to 
raise awareness of the project amongst 
Chief Executives and gauge opinion from 
authorities at a corporate level.

It was decided that these aims would be 
better met by engaging proactively with 
SOLACE.  The project team submitted a 
paper to SOLACE on 27 June, introduced 
by Alex Linkston, Chief Executive of 
West Lothian Council.  The paper briefed 
SOLACE on the emerging findings and 
gauged support for any proposals to move 
forward.  
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9.  Community of Practice

At the request of the advisory group a 
community of practice for the project was 
established, called Customer Satisfaction 
with Scottish Local Government.15  The 
Community of Practice was initially 
established to share project documents 
and to enable online discussions 
specifically amongst the advisory group.  
It was hoped that the existence of the 
Community of Practice would minimise 
advisory group meetings, thus enabling 
geographically dispersed members to 
be active members of the group.   The 
community site was also considered as 
a potential resource for those interested 
in customer satisfaction issues, to share 
knowledge and experience.  As a result 
the site was promoted to delegates at 
the workshops and Emerging Findings 
seminar.  As of July 2008 the community 
has 99 members, perhaps indicating 
the high level of interest in the project.  
However, to date, contributions on the 
site have been minimal, with only nine 
members of the community actively 
participating, by adding a discussion post, 
document, or event detail (see table A2). 

Table A2: Activity on the Community 
of Practice

Members 99

Active members 9

Discussion topics   6

Events 8

Documents 15

15	 www.communities.idea.gov.uk/c/588425/home.do 

10.  Advisory Group

The Advisory Group met for the first time 
in July 2007, before the project elements 
were commissioned.  The initial discussion 
focused on the aims and scope of any 
potential project.  

The Advisory Group then met bi-monthly 
from March 2008, once the project 
elements had been commissioned and 
the collaboration between the Scottish 
Consumer Council (now Consumer Focus 
Scotland) and IS agreed.  The project 
team re-evaluated the membership of 
the Advisory Group and extended its 
membership to include the Scottish 
Government and a larger number of local 
authority representatives.

The Advisory Group have supported 
the project by providing advice during 
meetings, attending events and raising 
awareness of the project amongst their 
own networks. 

11.  Conclusion and lessons learnt

The project aimed to engage as many 
local authorities in Scotland as possible 
to gather a wide range of views and 
experiences.  In total, 29 authorities have 
been engaged in workshops, seminars 
or interviews. 

In addition, the use of workshops, a 
seminar and interviews has meant that 
the project gathered views from a wide 
range of local authority staff, from research 
and policy assistants through to Chief 
Executives. 
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Lessons learnt for future projects include:
Collaboration between organisations •	
with shared goals can provide added 
value to projects.
Significant benefits can be achieved by •	
devising projects which explore current 
practice and capture views on the way 
forward, rather than presenting a pre-
prepared solution. 
Project teams should give careful •	
consideration to whether surveys 
are the appropriate tool for gathering 
the required data.  Not only can 
questionnaires impact significantly on 
officer time but they can also have a 
detrimental effect on the way the project 
as a whole is perceived. 
Using events for information gathering •	
can provide richer information than 
would be elicited though questionnaires 
and enables local government officers 
to share good practice.  
Ensuring delegates sit with people they •	
don’t know during events improves 
knowledge sharing and maximises 
networking opportunities.
Participants should be informed of the •	
deliberative nature of events conducted 
during the data collection phase of 
projects. 
Independent facilitators can play a •	
useful role in deliberative seminars. 
Consideration should be given to •	
providing video-conferencing links 
to remote local authority areas to 
encourage their involvement.
A minimum of four weeks lead-in time •	
for seminars should be encouraged to 
ensure high levels of participation from 
local government officers. 

Interviews and engagement with •	
SOLACE were more appropriate 
methods for engaging senior 
management in local government than 
the workshops and seminar. 
Where significant concerns •	
over methodology are raised by 
stakeholders, project teams (including 
external contractors) should adopt a 
flexible approach to meeting the aims of 
the project. 
Communities of Practice are a useful •	
tool in bringing together people who 
have a shared interest; however, 
project teams should commit to regular 
updating to encourage activity on the 
sites. 
Advisory Groups provide a vital link •	
to policy developments and practice 
and should be encouraged for 
projects involving the local government 
community.  
Future projects should ensure there is a •	
realistic timetable, including reference to 
holiday periods. 


