ACSI Results

a. Model Indices 

The government agency ACSI model is a variation of the model used to measure private sector companies.  Both were developed at the National Quality Research Center of the University of Michigan Business School.  Whereas the model for private sector, profit-making, companies measures Customer Loyalty as the principal outcome of satisfaction (measured by questions on repurchase intention and price tolerance), each government agency defined the outcome most important to it for the customer segment measured.  Each agency also identified the principal activities that interface with its customers.  The effects of these activities on customer satisfaction/dissatisfaction are estimated by the model.

Thus the model, shown in Figure 1 for FAA, should be viewed as a cause and effect model that moves from left to right, with satisfaction (ACSI) in the middle.  The circles are multi-variable components that are measured by several questions (question topics are shown at the tips of the small lines).  The large arrows connecting the components in the circles represent the strength of the effect of the component on the left to the one to which the arrow points on the right.  These arrows represent "impacts."  The larger the number on the arrow, the more effect the component on the left has on the one on the right.

The meanings of the numbers shown in Figure 1 are the topic of the rest of this chapter.
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b.  Satisfaction:  ACSI

The ACSI is a weighted average of three questions, Q11, Q12, and Q13, in the questionnaire in Appendix A.  The questions are answered on 1-10 scales, but the weighted average is transposed and reported as an index on a 0-100 scale.
  The three questions measure: Overall satisfaction (Q11); Fallen short of or exceeded expectations (Q12); and Comparison to an ideal (Q13).  The model does the weighting to maximize the effect of satisfaction on the agency outcome (Commercial Pilot Trust) at the bottom right of the model in Figure 1. 

The 2002 customer satisfaction index (ACSI) for commercial pilots is 64 on a 0-100 scale, up a significant 5 points from 2001. Since the baseline measurement in 1999, the customer satisfaction index (ACSI) is up 6 points.  Table 1 illustrates the movement of FAA’s customer satisfaction score since 1999. 

Table 1: Customer Satisfaction


2002
2001
2000
1999

CUSTOMER SATISFACTION (ACSI)
64
59
56
58

While FAA’s customer satisfaction index (ACSI) remains significantly below the national ACSI of 71.6 for private sector services as of the end of the third quarter 2002, it is consistent with scores for agencies which have a largely regulatory and enforcement function.  Commercial pilots, whose work is closely regulated by FAA, are a customer segment for the agency who are both knowledgeable and also highly critical – particularly after the events of September 11, when the risk to the safety of commercial pilots was made vividly clear.  Given this set of highly unusual circumstances, the FAA should be commended for increasing customer satisfaction so rapidly.

c.  Drivers of Satisfaction
FAA identified three activities that interface with its pilot-customers.  These are Air Traffic Services; Certification; and Policy, Standards, Regulations, identified by these names in Figure 1 above.  Each activity is measured by two questions.  For Air Traffic Services the questions are about how good a job Air Traffic Control does, both at terminals and in-flight, in ensuring the safety of air traffic (Q2); and how professional Air Traffic Control personnel are in terms of being knowledgeable, helpful and responsive (Q3).  For Certification the questions are about how accurately the pilot certification process reflects the pilot’s skill and knowledge (Q4), and about the competency of the person giving the flight check in terms of being knowledgeable and familiar with the type of aircraft and operational environment in which the test was conducted (Q5). The questions for Policy, Standards, and Regulations are about the clarity of information for policies, standards and regulations (Q6), and how well FAA standards established for the regulation of pilots contribute to aviation safety (Q7). The three component scores or indices are weighted averages of these questions.

Two other components are major drivers of satisfaction.  The first is the customer's expectations of the quality he/she would receive from the FAA before he/she had any experience with it (Q1).  The second is his/her overall perception of the quality delivered after experience with FAA (Q10).

The scores for the drivers of satisfaction, both currently and over time, are listed below in Table 2. 

Table 2:  Drivers of Satisfaction



Activities That Drive Satisfaction:


2002
2001
2000
1999

AIR TRAFFIC SERVICES
84
83
80
81

CERTIFICATION
79
76
73
74

POLICY, STANDARDS, REGULATIONS
63
58
56
58







                Major Drivers of Satisfaction







CUSTOMER EXPECTATIONS (Anticipated Quality)
69
66
66
69







PERCEIVED QUALITY (Experienced Quality)
72
68
63
 66

For this year’s measurement, nearly all of the drivers of satisfaction utilized in FAA’s model show some improvement over last year, with the lone exception being the Air Traffic Services component score (statistically unchanged at 84).  However, Air Traffic Services, which has been the highest scoring driver of satisfaction in each measurement, is statistically improved since 2000 (a significant 4-point increase).  It is not uncommon for an agency to exhibit stability or only marginal improvement in an area where it has traditionally performed very well, and thus Air Traffic Services may remain stable or improve only very slowly (even with concerted effort).

Certification, the multi-variable component score measuring the certification process for licensing commercial pilots, improves 3 points this year (up to 79 from 76 last year).  Further, this activity is up 5 points over the baseline measurement in 1999.  The competency of FAA personnel in giving the flight check was perceived very well, registering a score of 87.
  In order to improve commercial pilots’ perceptions of the certification process, FAA would be best served by focusing on the accuracy with which the process reflects a pilots’ knowledge and skills.  While not scoring terribly at 71, the accuracy variable indicates that pilots recognize some disconnect between the certification process and the skills and knowledge required of them.  

Most impressively this year, the Policy, Standards, Regulations component score registers a strong 5-point increase, but still provides much room for improvement.  This component score, the perennial laggard for FAA since measurement began in 1999, represents both the clarity of regulations and how these regulations contribute to safety.  While up to 55 this year from 49 last (or a mean of 5.4 last year), the clarity of policies and regulations still disappoints commercial pilots, and this activity score provides one area where improvement is essential.  Although higher than clarity and up from 64 last year to 69, the perception that the established policies and regulations contribute to safety also needs improvement.  As will be discussed below, improving both of these activity scores provides FAA the best opportunity for increasing both Perceived Quality and Customer Satisfaction (ACSI), as well as the desired outcome Commercial Pilot Loyalty.  

Finally, both the Perceived Quality and Customer Expectations drivers register statistical gains this year.  Perceived Quality, the primary driver of satisfaction in the ACSI model, gains 4 points, moving up from 68 to 72 this year.  In short, commercial pilots judge the overall quality received from FAA services higher this year than last.  Moreover, Customer Expectations, a measure of commercial pilots’ perceptions of FAA prior to contact with the agency, move up 3 points this year (from 66 to 69).  This gain brings Customer Expectations back to the baseline, 1999 measure for FAA.  While still a relatively low score, commercial pilots are beginning to expect a higher level of quality from the services they receive from FAA.

d.  Outcomes of Customer Satisfaction

Customer Complaints

Only 8.5% of commercial pilots have complained to the FAA in the past year, down from 10% last year and 13% in 2000.  Consistent with past reports, these numbers continue to be surprisingly low, considering that Customer Satisfaction (ACSI) scores below average.  These low complaint levels could be caused by any number of factors.

Because so few have complained, it is not possible to draw valid conclusions about either the number of complaints or how well they were handled.  For this reason, the small number of complaints can be seen as a drawback.  Indeed, higher complaint levels often give organizations the ability to better recognize and address deficiencies in their activities and interactions with their customers.  

 Commercial Pilot Trust

The FAA identified Commercial Pilot Trust as the desired outcome to be measured.  Commercial Pilot Trust for this modeling was measured by two questions:  Confidence that the Federal Aviation Administration will do a good job in the future of promoting the safety of civil aviation (Q15); and, based on their experience, believing that commercial pilots will be willing to comply with FAA rules and regulations in the future (Q16).

The index of Commercial Pilot Trust is 74 on a 0-100 scale, a non-significant 2-point increase from 2001.  However, Commercial Pilot Trust is now, for the first time, statistically better than the baseline measurement in 1999 of 71.  This year, the gap between Commercial Pilot Trust and Customer Satisfaction narrows to 10 points (from 13 points last year).  While this gap is still large, it is beginning to narrow and we are seeing the expected relationship between these two components: as Customer Satisfaction (ACSI) increases, so too should Commercial Pilot Trust. 

Commercial pilots continue to rate compliance (82), or their belief that experiences with FAA will inspire commercial pilots to comply with FAA regulations and policies, more favorably than their confidence (70) in FAA to promote aviation safety in the future.  
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� The confidence interval for this agency's customer segment is plus or minus 2.3 points on a 0 to100 scale at the 95% confidence level.  A difference of about 3 points is statistically significant, larger than could be caused by sampling error.


�While in the past we have reported the variable scores that combine to produce the component scores as means for all respondents, this year we have changed this practice and begun reporting adjusted scores for each question. This practice facilitates better comparison between variables and between the variables and the component scores themselves. The formula used to adjust the means is as follows: (mean-1)/9 * 100 = adjusted score. Thus, last year’s mean of 8.6 for competency would now be reported as an adjusted score of 84, last year’s accuracy score of 7.1 would now be reported as a 68, and so forth. This formula can be reversed to produce means (i.e. (59/100) * 9 +1 = 6.3), and the raw means are listed in Appendix B.
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