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Synopsis 

Metrics and performance reporting are not new in government; however, true customer 
experience-oriented metrics have been underutilized and underreported publicly for a long time. 
With a new presidential administration there is an opportunity for federal government agencies to 
see their performance through customers' eyes, and to adopt, monitor, and publicly report more 
performance measures that reflect customers' experiences and perceptions.  

This paper was written as part of ACT-IAC's Customer Experience Community of Interest's larger 
effort to produce recommendations for the new presidential administration on advancing 
customer-focused cultures within government agencies. It is designed to be presented in its 
narrative form to the General Service Administration (GSA), the United States Department of 
Veterans Affairs, and Federal Student Aid. The following pages are designed to: 

 Help agencies understand the significance of customer-oriented metrics in their strategic 
planning and reporting activities. 

 Help agencies identify potential or additional metrics that shed light on, and give more 
voice to, their customers' experiences with their agencies. 

 Help agencies identify when, how, and where to set customer-oriented goals and targets, 
and report on their performance to their targets. 

 Provide examples of metrics currently being used by some agencies 

 Acknowledge the roadblocks that can preclude the creation of a true, holistic customer-
oriented metrics framework.  

 Provide recommendations to keep the conversation surrounding customer experience 
metrics at the forefront of strategic planning and agency operations. 
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American Council for Technology-Industry Advisory Council (ACT-IAC) 

The American Council for Technology (ACT) is a non-profit educational organization established to 

create a more effective and innovative government.  ACT-IAC provides a unique, objective and 

trusted forum where government and industry executives are working together to improve public 

services and agency operations through the use of technology.  ACT-IAC contributes to better 

communications between government and industry, collaborative and innovative problem solving 

and a more professional and qualified workforce. 

The information, conclusions and recommendations contained in this publication were produced by 

volunteers from government and industry who share the ACT-IAC vision of a more effective and 

innovative government.  ACT-IAC volunteers represent a wide diversity of organizations (public and 

private) and functions.  These volunteers use the ACT-IAC collaborative process, refined over thirty 

years of experience, to produce outcomes that are consensus-based.  The findings and 

recommendations contained in this report are based on consensus and do not represent the views of 

any particular individual or organization.  

To maintain the objectivity and integrity of its collaborative process, ACT-IAC does not accept 

government funding.  This report and other ACT-IAC activities are underwritten by AT&T, ACT-IAC’s 

strategic mission partner, and a number of private sector organizations who share the ACT-IAC 

commitment to better government.  ACT-IAC is greatly appreciative of this support and a complete 

list of sponsors can be found on the ACT-IAC website.  

ACT-IAC welcomes the participation of all public and private organizations committed to improving 

the delivery of public services through the effective and efficient use of IT. For additional information, 

visit the ACT-IAC website at www.actiac.org.  

 

ACT-IAC Government Customer Experience Community of Interest  

ACT-IAC's Customer Experience community of interest (COI) strives to change the culture in 

government and industry to understand what is needed to be customer-centric. This includes all 

aspects of supporting the citizen journey, from understanding customer expectations through 

training and educating leaders to understand the importance of being customer-centric. As we 

leverage all aspects of ACT-IAC’s robust programs, we focus on culture, training and professional 

development, innovation, agency support, and tools & practices to break down barriers to improving 

the overall customer experience. 
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Disclaimer 

This document has been prepared to contribute to a more effective, efficient and innovative 

government.  The information contained in this report is the result of a collaborative process in which 

a number of individuals participated.  This document does not – nor is it intended to – endorse or 

recommend any specific technology, product or vendor. Moreover, the views expressed in this 

document do not necessarily represent the official views of the individuals and organizations that 

participated in its development. Every effort has been made to present accurate and reliable 

information in this report. However, ACT-IAC assumes no responsibility for consequences resulting 

from the use of the information herein.  

Copyright 

©American Council for Technology, 2016. This document may not be quoted, reproduced and/or 

distributed unless credit is given to the American Council for Technology-Industry Advisory Council. 

Further Information 

For further information, contact the American Council for Technology-Industry Advisory Council at 

(703) 208-4800 or www.actiac.org.  
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Introduction and Executive Summary 

Metrics and performance reporting are not new in government; however, customer-oriented metrics 
have been underutilized and underreported publicly for a long time. Now, with a new presidential 
administration, there is an opportunity to adopt, embrace, monitor, and publicly report performance 
measures that reflect customers' experiences with agencies. Roadblocks to adoption are inevitable, 
but with the right leadership, planning mindset, and technical skills, agencies can choose the right 
metrics to measure, monitor, and report a more holistic picture of their performance, publicly. 
Without more focus on and attention to the metrics that tell the full story of customers' experiences 
with agencies, specifically in the context of agencies' strategic plans, agencies will continue to flail in 
understanding their customers and, further risk the expensive inefficiencies of choosing customer 
experience improvement initiatives that are neither informed nor driven by the relevant data. 

Why a Mix of Internal and External Metrics 

Internal and external metrics are needed to tell a more holistic 
story of how an organization performs to its customer-oriented 
goals. For purposes of this paper, internal, operational data 
originates within an agency.  External data comes straight from 
customers.  Internal metrics, when based on an agency's 
published strategic goals, can capture the nuances of customers' 
experiences, and can help agencies to understand how well they 
perform, operationally, to their goals.  For example, if an 
agency's strategic plan calls for the agency to provide faster 
service to customers, then quantifiable, measurable goals and 
targets pertaining to time should be incorporated into the 
agency's strategic plan and subsequent public reports.1   

However, internal, operational data tells only part the story of 
customers' experiences. The other part comes from external 
data, or customers themselves. Using the same example of 
timeliness provided in the paragraph above, agencies should 
survey and report publicly customers' perceptions of timeliness, 
reliability and ease. Only then can there be a more holistic sense 

                                                      
1
 A 2016 report from the Government Accountability Office (GAO), Indian Health Service: Actions Needed to Improve 

Oversight of Patient Wait Times, noted that "timeliness" in providing customers with access to primary health care is part of an 
agency priority goal; however, no universal service standards exist to determine what, exactly, "timely" means. The report also stated, 
"by not setting performance standards for timeliness and monitoring facility performance... officials do not know the extent to which 
primary care services are accessible... and therefore they do not know if the agency is meeting its own goal to ensure that 
comprehensive, culturally acceptable personal and public health services are available and accessible..." 

Without more focus and 

attention on the metrics that 

tell the full story of customers' 

experiences with agencies, 

agencies will continue to flail 

in understanding their 

customers and risk the 

expensive inefficiencies of 

choosing customer experience 

improvement initiatives  

poorly, without being 

informed by relevant data. 

http://www.actiac.org/
http://www.gao.gov/products/GAO-16-333
http://www.gao.gov/products/GAO-16-333
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of an agency's performance toward goals. Customer perceptions can be gathered through surveys, 
roundtables, or other feedback mechanisms made available to customer by the agency.  

Where Metrics Are Most Important 

Federal agencies' strategic plans, annual performance plans and reports (APP/APRs) as directed by 
Circular A-11, Part 6 of the Office of Management and Budget (OMB) make the most sense as the 
primary outlets for agencies to set and report customer-oriented goals, targets and performance. 
With only a few exceptions, all agencies are required to create such plans and reports, and share the 
documents publicly.  By integrating even the most basic customer-oriented metrics and goals into 
strategic plans and APP/APRs, agencies become more accountable to the public and have a solid 
platform for discussing the customer agenda.2  To be fair, some agencies already include operational 
metrics in their strategic plans and/or APP/APRs.  But not many report customer ratings.  

However, agencies should not see their published strategic plans and APP/APRs as the beginning and 
end of their attention to customer-oriented performance data.  For example, agencies should 
measure, monitor, discuss internally, and report customer information regularly through employee 
communications, departmental meetings, agency intranet sites, and town hall meetings in the same 
manner as new hires, changes in policies, or major employee events are broadly announced.  Doing 
so keeps the customer agenda front-and-center for management and front line staff. 

How and Which Metrics to Choose 

Customer-oriented metrics should be specifically tied to publicly stated strategies, goals, and 
objectives, be relevant, sensitive to changes in performance, and practical in use.  Numbers, 
averages, percentages, ratios and ratings may all play a role, depending on the agency's goals. While 
metrics chosen can be highly nuanced from agency to agency, the following chart suggests some 
possibilities.   

                                                      
2
 Chief Customer Officer: Getting Past Lip Service to Passionate Action, the bestselling book by Jeanne Bliss, discusses the concept of 

"guerrilla metrics," or basic, must-have, customer-oriented operational metrics. In the government context, each agency's "guerilla 
metrics" may vary, but the concept of collecting, discussing at the senior-most levels, and reporting key data points applies across 
government agencies.   

http://www.actiac.org/
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Figure A. Types of Customer-Oriented Metrics 
 

Internal, Operational Metrics Examples Customer-Provided Metrics 
Examples 

 Numbers of customer served 

 Number of new customers 

 Number of lost customers 

 Number of customers renewing services 

 Number of applications processed 

 Ratio of approved applications to denied or withdrawn 
applications 

 Number of customer complaints and types 

 Number of staff hours spent in customer service training 

 Timeliness, such as response time, or the amount of time it takes 
for an application to be processed

3
 

 Percentage of time online systems are available/unavailable to 
customers 

 Website analytics: number of visitors, mobile/desktop access 
percentages, time spent on key informational pages 

 Digital transactions: task completion, cost/transaction, digital take-
up (proportion of tasks completed online), session duration, 
bounce rates, page views, search queries, click through rates 

 Contact center metrics: contact volumes (phone, chat, emails), 
Interactive Voice Response data, hold times, first contact 
resolution, available time, abandon rates, service levels, quality 
scores, response times, and interaction types 

 Social media: followers, new followers, reach, number of shares 

 Usage data: how, when and where customers ask for and/or utilize 
services 

 Percentage of time that online tools were not readily available to 
customers 

 Other nuanced metrics
4 

 Overall satisfaction scores 
such as the customer effort 
score, Net Promoter Score 
(NPS, government 
customer index score, or 
American Customer 
Satisfaction Index (ACSI)

5
  

 Ratings of service across 
touch points via point of 
experience survey 
feedback 

 Customer ratings of 
timeliness of service 

 Ratings on the clarity of 
application processes  

 Degree to which services 
received impacted the 
customer's life or business 

 Ratings of expectations 
versus customers’ actual 
experiences  

 Customer ratings on the 
ease of use (digital and 
contact center, for 
example) 

 Likelihood to return or 
recommend 

 

                                                      
3
 The Department of Labor measures processing times for claims, cases and applications. EXIM Bank measures and monitors application 

processing time as a key customer service performance indicator. Both agencies report these internal metrics publicly, through their 
strategic plans and/or APP/APRs.  

4
 The Department of Health and Human Services measures and reports the number of foster home placements for children who have 

been in foster care for less than twelve months. This metric is important because it helps to reflect the experience of the foster child. 
The agency reports this metric publicly, through its APP/APR. 

5
 Federal Student Aid and The Internal Revenue Service utilize ACSI to measure customer satisfaction. Both have published their plans 

to use these external metrics, as well as their future targets and past performance. EXIM Bank uses the customer effort score and 
reports the results publicly. 

http://www.actiac.org/
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Hurdles 

Moving ahead, there are five potential hurdles to incorporating more customer-oriented metrics into 
agency operations and performance reporting. 

 
1. Paperwork Reduction Act (PRA). Structured external customer data comes to agencies mainly 

by way of surveys. All surveys administered by agencies to the public are required to have PRA 
approval from the Office of Management and Budget (OMB) before being administered to 
customers. The PRA process takes months and must be factored into any given agency’s time 
spent on feedback collection and reporting. Customer needs and expectations change at a 
much faster pace than the PRA process. A fast-track approval option is available to some 
agencies; however, results of fast-track approved surveys are not permitted to be published, 
which diminishes the incentive for agencies to be publicly accountable for customer ratings. 
PRA rules and processes need to sync with the reality of quickly changing customer needs.   

2. Lack of a survey design and development policy. During our research for this paper, we were 
unable to find any U.S. government agency that possessed a written agency-wide policy and 
guidance for developing surveys, focus groups, or customer interviews. Without governance 
in the form of a policy, at a minimum, there is a risk of customer engagement via surveys, 
focus groups, or interviews, for example that do not sync with agency strategy, follow best 
practice survey design, distribution methodologies, or the OMB PRA process. 

3. Expertise in survey design and analysis. Expertise in the art and science of survey design is 
missing in most agencies. Additionally, many agencies do not possess dedicated performance 
analysts who are aware of how to collect, manage, and report customer feedback in tandem 
with operational customer data.  

4. Consistent measurement framework. There should be a consistent yet flexible way to 
measure customer-oriented agency performance across government. Given the service 
nuances from agency to agency, however, getting all agencies to agree on a framework is a 
major obstacle. 

5. Lack of authority to act.  Only a few agencies possess senior-level officials, such as a Chief 
Customer Officer, who have the authority to pull together, present, and recommend actions 
inspired by customer-oriented performance metrics. Senior leaders must seize ownership of 
customer experience-oriented data and the ensuing actions needed, just as they take 
ownership of financial data, employee retention, information technology data, or other 
performance benchmarks. 

  

http://www.actiac.org/
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Recommendations 

Including internal and external customer metrics into strategic plans, APP/APRs, and then weaving 
that data into the fabric of an agency's culture may appear to be a daunting task; however, with the 
right skill set at the senior level, agencies can set up a framework that provides the full answer to one 
question: how is our work impacting customers’ lives? Here are five recommendations to move the 
metrics conversation forward.  

 
1. OMB Circular A-11 Section 6 should emphasize customers and require the inclusion of internal 

and external customer metrics in agencies plans and APP/APRs. 
2. Agencies should institute a meaningful set of internal and external customer-oriented metrics, 

monitor performance, and communicate results frequently to employees and to the public.  
3. OMB must find a way to make PRA requirements more agile, faster and less cumbersome so 

that agencies can more easily and quickly solicit feedback from customers and publish results. 
4. Agencies should ensure the relevant skill sets exist at the senior level for determining, 

adjusting, sharing, and appropriately facilitating discussions surrounding customer metrics.  
5. Agencies that have not instituted voice of the customer (VOC) practices to measure customer 

perceptions should be required to do so. VOC initiatives can be scaled and customized, 
depending on the goal set by the agency.  

The change in administration represents an ideal time to push the customer agenda to the forefront. 
Agencies are only as successful as their customers. Customers should be equal in importance to 
Congressional issues, agency financial data, and policy changes. Using metrics as a framework, 
agencies can press ahead on the discussions that will bring outcomes and efficiencies citizens expect 
and deserve.   
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