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[ Letter to the Board ] —

The humble survey has its uses

By Michele Levine

CEOD of Foy Morgan Research

“Divectors must come out of the closed “loop of close friends’ and organisational information into the ‘open
loop of better information and the wider values of society ar large.”
Director imerviewed, ay part of the Roy Morgan Divector Segment 2003
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letter of suppert for the humble

survey - the customersurvey, the
employes survey, e marker survey, and
even the sharehalder survey,

A someone who has spent the st
twenty  years, metaphorically speaking,
mcasuring cmployees,
shareholders and markets, 0o always
interesting o be the one being measured
It can be o listrating expenence,

The shiftin thinking about surveys over
the lost 20 years has been remarkable
For instance, the Costomer Satistuction
Survey has been seen varously as:

¢ leedback trom the customer — &
means of developing products and
services, Eiving the Customer o voice,
und an opportunity 10 hear what the
customer really thinks;

Measurement of the customer focus
ol the orpanisation or the division;
= A key performance indicator (KP@H
tied ta bonuses and salaries at various
levels in the organisation,

Typically,  Customer
Surveys have been directed at the needs
ol “management”™ (esseptially the middie
managers who are expected o act on the
findings) and at the needs of the customer.
Ezxactly the same can be said of curveys of
emplovees, sharcholders and the market.

et many of the isspes raised in these
surveys can only be addressed at the
most senior level within an organisation.
For instance, at the very simplest level,
an organisation with vertical structures
as profil ceolres may not be capable of
praviding the integrated customer service
that will Tock their custorner in. Yet the
real issues rarely, if ever, make it 10 those
capable of doing something about it

Today, with increasing  focus  on
Governance  ssues for all  major
corporations, the stakes are even higher,
The mast senior executives and the board
are held responsible for the actions (and
imaction) of the entire organisation. Yet
the aintormation they need 1o understand
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their orgamsation, their customers. their
markets,
woefully inadeqguate

Arecent Roy Morgan Director Segment
Rescarch found that Australian company
direciors feel increasingly unsurne about

even their sharcholders. 18

their capacity 0@ prodect  shareholders
ppainst mismanagement  gencrally  and
deceit m the corporite boandmom
What 15 needad 15 an
mesurement system which
= Captures  the relevant data from
customens (and the wader market),

it rated

emplovees, and  sharcholders (and
other stakeholders):
o Apalyses the dita
different perspectives for the many
purposes of  the
VANOUS puarts.
Only with an imeerated approach cun

and  provides

organization’s

semior management and the boand see
the “Big Picture” and the “early waming
indicators’, The system must enable those
responsible for the organisation w:

o ldenufy trends aeross business unis
which require structural stention
(this conld be -customer related or
emplovec-related);

Identifv pockets of "non-conformity’
from sef regimes, ofien an carly
waming of “comuption’;

+ ldentify shareholder concemns and
views. Shareholders can be another
valuable set of “eyes and ears’ for
the orpanisation. They have a very
different frame of reference
customers, emplovess or the board,

It is essential w be aware that an
exercise like this. while cntical. s
delicate and reguires careful thought and
planming. There are also  practicalies

from

including cost. existmg  measurements,
imtermil politics., ee.

Although the concept of an integruted
system is necessarily extensive, it can
start anywhere

Generally, some customer, employee
andfor sharchalder research will abready
be in progress. even though vou may be

umaware of i Ideally, your hiest siep s
a review ol existing costomer, employee
surveys il
information, The key o this review 15w

recognize the differing needs ol each of

aned  shareholide ol her

the constitueneies,
cnployvees  and
shareholders, the survey must be relevant,

important,  contidential and  easv-ro-do

For  cusiomers,

o ensire high response rtes and wel
considencd Bonest answerns,

For muddle manugement, the survey
st b pelevant, actionable, believalble
il
responsive so that management can se
the information w continuously improve
and measure performance;

cormect,  sensitive o change

Por senwor munagement and the board,
wn adedition to all the above, two things me
crtical: the survey must be independent
and, not least, accessihle for questioning
snd interpretation ot every level. Only in
this way can the survey be used to see the
big picture and enable the key playvers
o understand the factors that make a
difference across the organisation, o well
as providing an “early warning detection
syvstem’ of  changes,  disconneels  and
inconsistencies.

A crucial part of the measure iy an
indicator of ‘participation’, The  most
demoralised areas of a workforee will
have the lowest ‘participation” rate — they
simply will not complete the survey, 1t is
often said that when your customess stop
complaining you are in biz trouble, 10 no
different with emplovees,

All of these objectives can be achieved
with o smgle system — provided there is
a clear strategic intent in the desizn: a
disciplined approach w0 implementation;
analysis,
interpretation and communication of the
resialts on an-ingoeing basis,

The  board ereate the critical
channels by which relevant information
anel the humble survey is a

andl. of  course,  intelligent

sl

can reach it
o] stare, W




