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Customer Service Proposal: Lost at UDC
Executive Summary
The University of the District of Columbia is the only urban land grant institution of higher learning in the United States.  Serving a multi-cultural student body, the University has an enrollment comprised of students from every continent.  Many of our students are first-generation college students matriculating at the University, while responding to the demands of being employed.  When these students come to campus, they are often tired and suffering from lack of sleep.  To their surprise, they arrive on campus and find that they are “lost at UDC.” In addition, to being physically lost, they often feel emotionally lost because they are not treated with courtesy and respect as they navigate the educational system. This proposal addresses one aspect of this problem, the need for improved customer service. This is a nice introduction, but should address in summary form the components of the proposal - 
Section 1: Statement of the Problem

What is the effect on an institution when over half of the freshman class stops out or drops out?  Student attrition is an issue at many of the nation’s HBCU’s (Historically Black Colleges and Universities) where the typical college student today is often older, employed part-time, a non-native speaker of English, poorly motivated, under-prepared, financially challenged, and often already a parent.  The University of the District of Columbia, a commuter campus, has all of these issues magnified.  With other activities competing for our students’ time and attention, we must make college courses, activities, and servicesmore user-friendly.

The issue of retention forces us to take a holistic look at the process of matriculation.  In other words, once we enroll students, what services are needed keep them?  Retention is a multi-faceted objective as shown by our campus-wide initiative “Creating Connections for Student Success.”  Using a wheel with many spokes as its symbol demonstrates the many aspects of the retention puzzle that must be considered.  This proposal addresses one of those spokes, Customer Service.  We recognize that attrition is sometimes gradual and other times one significant event; each individual decides to leave at a different time and perhaps for different reasons.  (some literature support of the role of customer service with retention)
An all-too frequently heard complaint around the UDC campus is “I’m lost! Can you help me?”  Students are not only becoming lost in navigating the college experience, they are becoming lost navigating the campus itself.  How many students simply give up and turn away?  The lack of signage is a serious deterrent which leads to unnecessary confusion and frustration.  As one approaches the campus from the north or from the subway, there is nothing to identify our site as The University of the District of Columbia. A large cornerstone display of the institutional name is critical—it announces that we’re here and open for business.  
Also missing at major entrances to the campus are welcome signs.  With a lack of directional signage, there is little wonder that students and newcomers to the campus become stymied in the garage and elsewhere.  They simply do not know where to go.  The University of the District of Columbia is ripe for a revolutionary change in this aspect of its customer relations.

Central to the notion of customer service is mutual respect which must be shown at all times.  Staff and faculty must be sensitized to the damage that can be done by thoughtlessness and disparate treatment. Workshops are therefore proposed to encourage new attitudes and performance standards.
Three significant contributions to effect change: a sense of awareness of the problem, the willingness to discuss the problem, and begin developing strategies for change.
Measuring What Changes 
A Customer Satisfaction Survey Form currently being used in some UDC offices will be distributed throughout the campus .Students completing the form are asked to rate UDC 
employees in the following categories: “being knowledgeable, being courteous, providing accurate  information, communicating in understandable terms, spending appropriate time to address student’s inquiry, and making the student feel like a valued client.”
Benefits to be Realized
The benefits to be realized include a higher student retention rate  and more efficiency in the performance of duties. Satisfied customers (students) become walking advertisements for the University and help to improve UDC’s image in the community.
Issues That Must Be Addressed
As part of the customer service initiative, the following personnel problems have been identified: matching employee performance with institutional values, taking pride in performance, and working as a team.  These issues and others will be included in the issues addressed in the customer service workshops. In How Customers Think, motivational speaker Gerald Zaltman states that outstanding customer services providers “learn how to improve their performance, model the change expected of others, and seek ways to increase customer loyalty.” He also espouses the need to build team identity, esprit de corps, and commitment.
Alignment to UDC Strategic Plan
Goal 1 in the UDC 2005-2008 Strategic Plan is “to increase the retention rate throughout the institution, including course completion rate, 1st year retention, and 6 year graduation rate.”
A problem cited as a critical issue in the 2005-2008 UDC Strategic Plan is verification of the need for a customer service initiative: “The public image of the University makes it difficult to attract students, faculty, staff, trustees, friends, and other supporters, and impacts the University’s ability to obtain and retain resources and partnerships that would allow it to better serve the District of Columbia and its residents.”     
In 1998, the National Partnership for Reinventing Government released its report on Best Practices in world class courtesy.  According to the report, organizations with superior performance had a cultural climate which reflected a commitment to meeting and exceeding customer expectations.  There was zero tolerance for discourteous service.  Employees were knowledgeable, accurate, and thorough.

Section 2: Vision for the Change
The future vision is to provide consistent quality customer service to students faculty, and staff in  an environment, where students and employees feel that they are respected and can ask questions and with the expectation of receiving accurate information and help from courteous, well-informed UDC personnel.
Gap Analysis of the Differences
There is an urgent need to improve the way in which response are made to student and employee inquiries.  Students often state that they are given the “run around” after requesting information and being sent from office to office to obtain information, only to find out that they have been sent to the wrong place. I really think that the employees feel the same way as the students and that customer services must address the whole community because often an advocate of students is trying to facilitate the system for the student and has the same trouble as the students.
Another common complaint is that UDC personnel respond to telephone inquiries in an unpleasant manner. As a response to this problem, UDC has prepared and distributed a brochure, “Telephone Challenges at a University: Keeping Students Connected,” which provides instruction on the correct way to answer the telephone, lists ten phrases to use during calls, and  provides strategies  for dealing with rude or impatient individuals.  
The third complaint is that faculty and staff are not often informed of key events.  This dysfunctional communication process leads to frustration and confusion.
What Values will be changed or improved? 
A variety of values will be improved since the focus will be on professionalism, service, student centered, compassion, and attention to customer needs.  When students are directed to offices to obtain information, they will not feel that they are being shuffled from one office to another in an attempt to obtain accurate information.  “I don’t know” will no longer be an acceptance answer from UDC personnel.   
Section 3: Project Plan
Goals and Objectives

Goal 1: Creation of a Customer-Friendly Environment
Objective 1: To provide appropriate signage and install directional markers in all buildings. 
Objective 2: 4 key campus maps at strategic locations
Goal 2: Creation of Customer Service Culture
Objective: To Initiate and Implement Customer Service Projects
Objective:  Create measures of student satisfaction and surveys for each student service area
Objective:  Create a person on campus to resolve customer service complaints  
Goal 3: Knowledgeable Employees
Objective: To keep campus constituencies informed about customer service activities.
Objective:  To provide manual and resources for informing faculty of valuable student oriented information
Goal 4:: Professional Development
Objective: To provide customer service training for employees
(Workshops will be provided to assist employees in improving skills and to increase the level of the level customer satisfaction. Topics will include professionalism, effective telephone  techniques, etc.)  One of the anticipated outcomes of the implementation of this project plan is to increase customer loyalty.
	Exhibit 1. Tasks and Major Milestones   [Includes overall project schedule and deliverables]



	Category
	Month

	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	13
	14
	15
	16
	17
	18

	Administrative
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Review and refine plan
	
	
	
	
	
	
	
	
	
	
	A
	A
	
	
	
	
	
	

	Submit proposal
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Signage & Markers
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Identify areas needing signs and directional
Markers
	A
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Obtain cost estimates
	
	A
	A
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Purchase and Install
Signs and Markers
	
	
	
	A
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Initiation and Implementation of Projects
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Kick-off Activity
	
	
	
	
	
	
	
	
	
	A
	
	
	
	
	
	
	
	

	Town Hall Meeting 
	
	A
	A
	A
	
	A
	A
	
	A
	A
	A
	
	
	
	
	
	
	

	Customer Service Week
	
	
	
	
	
	
	
	
	
	A
	
	
	
	
	
	
	
	

	Keeping Campus
Constituencies Informed
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Select Newsletter Staff
	A
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Identify Article Submission Deadlines and Publication Dates
	
	A
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Inform UDC Community
Of Submission Deadlines and Publication Dates
	
	A
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Publish Newsletter
Electronically
	
	
	A
	
	
	A
	
	
	
	A
	
	
	
	A
	
	
	
	

	Professional Development
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Identify workshop topics
	A
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Design workshop evaluation forms
	
	A
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Select workshop leaders
	
	A
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Develop and distribute workshop schedule
	
	A
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Conduct workshops      
	
	A
	
	A
	
	A
	
	A
	
	A
	
	A
	
	
	
	
	
	

	Compile workshop evaluation forms    
	
	
	
	
	
	
	
	
	
	
	
	
	
	A
	
	
	
	

	Prepare Evaluation Report            
	
	
	
	
	
	
	
	
	
	
	
	
	
	A
	
	
	
	

	Convene Meetings to Discuss Findings
	
	
	
	
	
	
	
	
	
	
	
	
	
	A
	
	
	
	


Key: A - Activities; M-Milestones; R-Reports
Month 1 is January 2007

	Exhibit 1A. Tasks and Major Milestones [Includes overall project schedule and deliverables]



	Category
	Month

	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	13
	14
	15
	16
	17
	18

	Milestones/Objectives
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Objective 1:Signage and
Directional Markers visible on campus
	
	
	
	M
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Objective 2: 100% of projects initiated or

Implemented according to the timetable
	
	
	
	
	
	
	
	
	
	
	
	
	
	M
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Objective 3: 100% of publication deadlines met
	
	
	
	
	
	
	
	
	
	
	
	
	
	M
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Objective 4: Phase 1 of Customer  service workshop series completed

	
	
	
	
	
	
	
	
	
	
	
	M
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Objective 5: 80% of students report an improvement in customer service
	
	
	
	
	
	
	M
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Milestone Reports
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Objective 1
	
	
	
	
	
	
	R
	
	
	
	
	
	
	R
	
	
	
	

	Objective 2
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Objective 3
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	 Objective 4
	
	
	
	
	
	
	
	
	
	
	
	
	
	R
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	R
	
	
	
	
	


Key: M-Milestones, R-Reports
Personnel
The staff will consist of a Coordinator, Assistant Coordinator, a Student Aide, and Editor, and two Editorial Assistants.
Risk Analysis and Readiness for Change
Due to the image of the University in the community, UDC personnel are aware of the crucial need for change. Students are the life line of the University.  Their dissatisfaction with employee behavior can have an adverse impact on the University, when they share their experiences with others.
	Exhibit 3. Budget

	[FY 2007]

	Category
	Total

	
	

	Personnel 
	 

	Coordinator (3/4 time)                                            
	$39,000 

	Assistant Coordinator (3/4 time) 
	$30,000 

	Student Aide @  10hr/week/50weeks/$10.00 
	5,000

	Editor 
	25,000

	2 Editorial Assistants (Part-time)
	16,000

	Consultants, 6 workshop sessions @ $2,000
	12,000

	FICA
	 

	Coordinator 7.65%
	2,984

	Assistant Coordinator  7.65%
	2,295

	Student Aide 7.65% 
	383

	Editor
	1,913-

	2 Editorial Assistants
	1,224-

	Supplies
	 

	 Consumables (paper, pens,  etc.) 
	1,000

	Equipment
	 

	2 laptop computers with service contracts
	1,600

	1 printer
	650

	Contractual
	

	   Materials for Customer Service Week
	900

	   Customer Service Buttons ($1,500)
	500


	   Sinage  250 @ $50
	2,500

	   Cornerstone
	25,000

	Total
	$177,949


This budget and project is expensive for the change and would need outside funding – is there currently editorial expertise and can this newsletter connect with existing group. Can customer service coordinator be assigned to a current position – looking for more integration and less expensive resources.
During the 2007-2008 academic year, it proposed that the budget be expanded to include 

an Employee Incentive  Program that that recognizes individuals (faculty, staff/ administrators) for 

Outstanding Customer Service.  Each major unit of the University (i.e., Finance, Student Affairs, 

Academic Affairs) would identify one employee each quarter for special recognition and a 

monetary award. These names of these honorees would then be referred to the President for 

selection of the staff and faculty member of the year. The details and initiation of this program 

would be announced at Founder’s Day or Convocation 2007.  This is a really good idea.
Section 4: Transition Plan

Groups and Individuals Impacted

Various groups will be impacted by the change. Specific aspects of change anticipated as follows:

Group                                                    
Anticipated Impact

UDC Community



Greater sense of collegiality among faculty, staff, and







administrators as members of the UDC community







interact with each other to become change agents

UDC Students




Commitment to the UDC vision to be the best







University of the Washington Metropolitan Area.

UDC Alumni




Renewed interest in attending UDC activities and







in providing financial support to the University                                     

Strategies to Support These People

Groups to be impacted by the change must have a link to the University.  One mechanism is to 

designate a telephone number which will have a recording of upcoming activities UDC with the 
name and telephone of the contact person for the event.  Another is to have a Student and Alumni 
Forum on the UDC television station.  Throughout the proposal there are a lot of good ideas but are not organized into a structure that is easily followed. For example,  Set of problems and issues, projects and activities, ideas, and assessments are connected.
Professional Development Efforts

Workshops will be provided for staff on topics such as answering the telephone etiquette, 
communication techniques, assistance to students with disabilities, customer value, sexual 
harassment, and information referrals.  Upon completing the workshops, staff will be given buttons 
containing the words, “I’m part of the Customer Service Revolution at UDC.” They also agree to accept customer service feedback cards to be filled out.
Clarifying the Change Roles
Faculty and staff will be empowered as change agents to participate in and be part of the change-making process, rather than passive participation.  Being a part of the decision making process will also help to improve morale.  Change agents and change advocates will work as a team. 
Long Term Efforts to Support Change
The University has embarked on the formulation of a strategic plan for 2005-2008.  Additionally, President William Pollard has appointed a Committee on Quality Assessment and Quality Improvement.
Section 5: Communications Plan
An effective communication plan is essential to the success of any project.  The following will be done to insure that all members of the UDC community are in the communications loop:
· Open Letter from the President informing the UDC community of the Customer Service initiative.
· Quarterly publication of The Communicator, UDC’s Customer Service Newsletter.
· Customer Service Calendar of Activities and Updates published in the Trilogy, sent to all students 
· Via UDC e-mail, and posted on Blackboard.

· Meeting of the Minds (Customer Service Town Hall Meetings).
· Customer PSA’s  on the UDC Television Station.
Section 6.  Assessment and Evaluation Plan
                             Exhibit 4. Assessment and Evaluation Plan

	Objectives
	Hard Measures
	Soft Measures

	Objective 1 

Signage and Markers
	Signage and directional markers placed in designated places
	Walking tour of campus to ascertain places needing signage and directional markers

	Objective 2

Initiation & Implementation of projects
	Kick-off activity, Town Hall meetings, and Customer Service Week conducted on scheduled dates         
	Customer Service Calendar prepared

	Objective 3 Knowledgeable Employees
(Customer Service  Projects)                              
	Customer service activities published in the Trilogy; sent to all UDC administrators, faculty, staff and students via UDC
e-mail; and posted on Blackboard
	Campus constituencies aware of dates and times of customer service activities

	Objective 3. 

Informed Campus constituencies about customer  

	Electronic newsletter distributed to UDC campus community on the scheduled dates
	Development & distribution of newsletters

	Objective 4.

 Professional Development
	Adherence to workshop schedule; responses on workshop evaluation forms

	Identification of workshop topics, leaders, and dates

	
	
	


In addition to the assessment measures above, this project will be evaluated using the NSSE (National Survey of Student Engagement).  The survey is administered at the University annually.  If this project is initiated early in the spring semester, then a comparison will be done using last year’s baseline to determine the success of the customer services efforts based on improvement or lack thereof in student satisfaction.
Section 7.  Plan for Securing External Funding

A review will be conducted of funding sources in the private and federal sector to ascertain agencies and organizations providing monies for similar projects.  The proposal will be expanded to include a three year plan to cover other aspects of customer service development.
