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How Do You Gather Client Feedback?
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How Do You Gather Employee Feedback?
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OCM found that nine out of ten security contract firms solicit
feedback from both their clients and their employees. Of these
companies, six out of ten use client surveys and one-third use
employee surveys to acquire feedback.
In-person interviews and conventional pen and paper formats
are the most frequently used methods for gathering feedback,
but telephone and Internet surveys are also very common.
Companies with more than one thousand employees are
more likely to use client and employee surveys than smaller
companies.
NASCO members and security contract company senior managers on NASCO’s mailing list were invited to respond to an
on-line survey. 58 out of 589 people responded, providing us
with a response rate of 10%. In order to accurately determine
whether the non-responding population differed from the
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Client Survey Findings
Of the security contract firms that were contacted in this study,
93% solicit feedback from their clients. Among the companies
that solicit client feedback, 61% use client surveys to accomplish their goal.
Steve Jones, executive vice president and COO of Universal
Protection Services, says “client surveys have helped us to stay
ahead of the curve. If things are trending in the wrong direction, we can make corrections and then gauge the impact of
those corrections.”
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“A large number of our recruits are referred by current employees. So, on
our employee surveys we ask ‘Would you encourage a friend or colleague
to work at this company?’” says Jim McNulty, executive vice president of
Securitas Security Services USA.
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Employee Survey Findings
The percentage of security contract companies that solicit feedback from
employees, 92%, is about the same as it is for those that solicit feedback
from clients. Most companies solicit employee feedback in a variety of
ways including written suggestions or complaints, team meetings and/
or one-on-one meetings. Among the companies that encourage employee
feedback, surveys are widely used (38%), but they are used less commonly
for employees than they are for clients.
Len Kline, COO of Weiser Security Services, Inc., knows that “when you
ask employees if their opinions seem to matter, their responses correlate
well with account retention.”
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What Survey Mechanisms Are Employed?
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Typically, companies offer clients different ways to respond to surveys.
In-person interviews and conventional pen and paper forms are the most
frequently used approaches (69% and 63%). A significant number of
companies also use telephone and Internet surveys (29% and 20%).
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NASCO and OCM Quality Assurance Inc. collaborated in a
research project that evaluated market research methods used
by security contract companies. The study specifically focused
on the use of client and employee surveys.

responding population, OCM contacted 32 non-participating
companies by telephone. Company representatives were then
asked whether they conducted surveys of any type and, if so,
what type. 53% of the companies contacted by telephone use
client, employee or end-user (e.g. tenant) surveys, compared to
64% of the Internet respondents. This suggests that the findings from the Internet survey were somewhat biased towards
survey users; however, the difference between Internet survey
responders and the general population of security contract
companies, although statistically significant, was not great.
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hether a security contract is retained or lost often
rests on the degree to which a company accurately gauges client perceptions. Client perceptions that are
inadequately measured are inadequately managed. Surveys are
increasingly becoming a popular mechanism for measuring client satisfaction and loyalty. Since service quality is
ultimately a function of staff performance, security contract
companies frequently utilize surveys to evaluate employee
loyalty and commitment.
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The frequency of employee surveys varies as well, but most companies
that use this mechanism survey their employees at least once a year.

How Often are Employees Surveyed?
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For companies that survey their employees, a variety of mechanisms
are used. The most common are pen and paper surveys and in-person
interviews.
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End-User Survey Findings
In addition to surveying clients, many companies also survey end-users, or
the broader constituency of people who benefit from a security company’s
services. End-users include residents, building tenants, factory workers
and others. Approximately one-third of all companies conduct enduser surveys. The methods used are similar to the client and employee
interviews: in-person interviews (77%), pen and paper (50%), telephone
(38%) and the Internet (32%).
At Universal Protection Services, “we want to gauge the level of satisfaction. Are customers satisfied, or very satisfied? We have conditioned our
clients to participate in this process and they understand its value” says
Steve Jones.

Making Surveys Work for You
Surveys are the most useful when they are designed to produce quantifiable and actionable information. 86% of companies that conduct client
surveys and 73% of companies that use employee surveys are able to
gather quantifiable ratings of various service attributes and aspects of employee experiences. Companies that are not collecting measurable data can
add value to existing processes by asking their clients for ratings, which
can be converted into performance metrics.
Surveys are a more frequently used management tool at large security
contract firms than they are at small companies. 80% of companies with
more than a thousand employees survey their clients as compared to 52%
for companies with less than one thousand employees.

Approaching 100%
Client satisfaction surveys are an integral part of the
management approach at Universal Protection Service, one of the top ten security contract companies
in the United States. The company is exceptional in
that it has been able to approach 100% response
rates for client surveys. They accomplish this, in
part, by offering their clients three ways to respond:
pen and paper surveys, in-person interviews and
Internet surveys.
More importantly, Universal Protection Service’s
clients understand that the company places great
emphasis on their feedback. Over time, client
willingness to respond to surveys is undoubtedly
reinforced by the experience of having the company
managers and staff respond to issues raised in the
survey results.
Universal Protection Service surveys its clients twice
a year. The results are compiled and analyzed at the
account, division, branch, regional and company
levels. Bonuses are tied to customer satisfaction
ratings, giving managers a strong incentive to make
sure clients are pleased with the service.

Similarly, 67% of the larger companies survey employees as compared
to 30% at the smaller companies. This follows a pattern seen in other
business sectors. Management teams in smaller companies may feel close
enough to their clients and employees to make surveys seem unnecessary.
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As organizations grow, however, it becomes increasingly difficult for top
level management to maintain quality control over their expanding client
base. Having objective, measurable feedback enables management to spot
problems and address them in a timely manner rather than waiting for
bad news to filter up through the company hierarchy. Most companies
that conduct client surveys report that they have been able to save accounts as a result of timely information received.
In addition to providing a useful snapshot of client perceptions at an account or facility level, survey data can also be aggregated and analyzed on
a company-wide or regional level. Management can use this information
to determine where specific strengths and opportunities lie within the
organization. Researchers can also analyze data to determine which service
attributes or employment conditions tend to drive client loyalty or employee commitment. This information helps identify operational priorities
for improvement. Client loyalty is particularly important because it tends
to be closely linked to profits.
For example, in the case of client surveys, specific service attributes that
are key drivers of client loyalty, but are also low performers, should be the
focus of improvement efforts. After remedial actions are agreed upon and
implemented with an action plan, follow up surveys can be used to gauge
the impact of the plan on client perceptions.
It was beyond the scope of the current research project to determine how
surveys are used operationally, but follow up interviews by OCM and
experience with other industry sectors suggest there are a great range of
applications.
Although some companies collect data and fail to use it, most companies
use the data generated to address problems revealed at the account level.
Many companies take analyses one step further by aggregating data to
reveal trends at a company or regional level. Other applications of survey
data results are in salary review and year-end bonus calculations. Managers
whose accounts perform well are rewarded accordingly.

Evaluating Client and Employee
Survey Applications

Kline says, “it’s one thing to survey employees and another thing to do
something about it. It’s not a pencil-whipping exercise. If you don’t do
anything with the results, the process will be counter-productive.” SE
Mark Dillenbeck is President of OCM (www.ocmqa) a quality assurance firm. He has 17 years of
experience in quality assurance in service industries.
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