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Foreword

ISO (the International Organization for Standardization) is a worldwide federation of national standards
bodies (ISO member bodies). The work of preparing International Standards is normally carried out
through ISO technical committees. Each member body interested in a subject for which a technical
committee has been established has the right to be represented on that committee. International
organizations, governmental and non-governmental, in liaison with ISO, also take part in the work.
ISO collaborates closely with the International Electrotechnical Commission (IEC) on all matters of
electrotechnical standardization.

International Standards are drafted in accordance with the rules given in the ISO/IEC Directives, Part 2.

The main task of technical committees is to prepare International Standards. Draft International
Standards adopted by the technical committees are circulated to the member bodies for voting.
Publication as an International Standard requires approval by at least 75 % of the member bodies
casting a vote.

Attention is drawn to the possibility that some of the elements of this document may be the subject of
patent rights. ISO shall not be held responsible for identifying any or all such patent rights.

ISO 10004 was prepared by Technical Committee ISO/TC 176, Quality management and quality assurance,
Subcommittee SC 3, Supporting technologies.

This firstedition of ISO 10004 cancels and replaces ISO/TS 10004:2010, which has been technically revised.
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Introduction

0.1 General

One of the key elements of organizational success is the customer’s satisfaction with the organization
and its products. Therefore, it is necessary to monitor and measure customer satisfaction.

The information obtained from monitoring and measuring customer satisfaction can help identify
opportunities for improvement of the organization’s strategies, products, processes and characteristics
thatare valued by customers, and serve the organization’s objectives. Such improvements can strengthen
customer confidence and result in commercial and other benefits.

This International Standard provides guidance to the organization on establishing effective processes
for monitoring and measuring customer satisfaction.

0.2 Relationship with ISO 9001:2008

This International Standard is compatible with ISO 9001:2008, whose objectives it supports by providing
guidance on monitoring and measuring customer satisfaction. This International Standard can help
address specific clauses in ISO 9001:2008 related to customer satisfaction, namely those listed below.

a) 1S09001:2008, 5.2, on customer focus: “Top management shall ensure that customer requirements
are determined and are met with the aim of enhancing customer satisfaction.”

b) 1S09001:2008, 6.1, b), on resource management: “The organization shall determine and provide the
resources needed |[...) to'énhance customer satisfaction by meeting/customer requirements.”

c) ISO 9001:2008, 7.2.3 c), on ‘customer)communication: |“The organization shall determine and
implement effective arrangements for communicating with customers in relation to (...) ¢) customer
feedback, including customer complaints,’

d) 1S09001:2008, 8:2:1,'oncustomer satisfaction: “As one of the measurements of the performance of
the quality management system, the organization shall monitor information relating to customer
perception as to whether the organization has met customer requirements. The methods for
obtaining and using this information shall be determined.”

e) 1SO 9001:2008, 8.4, on analysis of data: “The organization shall determine, collect and analyse
appropriate data to demonstrate the suitability and effectiveness of the quality management system
and to evaluate where continual improvement of the effectiveness of the quality management system
can be made. This shall include data generated as a result of monitoring and measurement and
from other relevant sources. The analysis of data shall provide information relating to (...) customer
satisfaction (...).”

This International Standard can be used independently of ISO 9001:2008.
0.3 Relationship with ISO 9004:2009

This International Standard is also compatible with ISO 9004:2009, which provides guidance on
managing for the sustained success of an organization. This International Standard supplements the
following guidance given in:

— IS0 9004:2009, Clause B.2, on customer focus, and
— 1S0 9004:2009, 8.3.1 and 8.3.2, on determining needs, expectations and satisfaction of customers.
0.4  Relationship with ISO 10001, ISO 10002 and ISO 10003

This International Standard is compatible with ISO 10001, ISO 10002 and ISO 10003. These four
International Standards can be used either independently or in conjunction with each other. When used
together, ISO 10001, ISO 10002, ISO 10003 and this International Standard can be part of a broader
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and integrated framework for enhanced customer satisfaction through codes of conduct, complaints
handling, dispute resolution and monitoring and measurement of customer satisfaction (see Annex F).

ISO 10001 contains guidance on codes of conduct for organizations related to customer satisfaction.
Such codes of conduct can decrease the probability of problems arising and can eliminate causes of
complaints and disputes which can decrease customer satisfaction.

ISO 10001 and this International Standard can be used together. Guidelines given in this International
Standard can support the establishment and implementation of codes of conduct. For example, the
processes described in this International Standard can assist the organization to monitor and measure
customer satisfaction with these codes of conduct (see ISO 10001:2007, 8.3). Likewise, the codes of
conductcanassisttheorganizationindefiningand implementing processes for monitoringand measuring
customer satisfaction. For example, an organization can establish a code of conduct with respect to the
confidentiality of customer information in monitoring and measuring customer satisfaction.

ISO 10002 contains guidance on the internal handling of product-related complaints. This guidance can
help to preserve customer satisfaction and loyalty by resolving complaints effectively and efficiently.

ISO 10002 and this International Standard can be used together. Guidelines given in this International
Standard can support the establishment and implementation of a complaints-handling process. For
example, the processes described in this International Standard can assistthe organization in monitoring
and measuring customer satisfaction with the complaints-handling process (see ISO 10002:2004, 8.3).
Likewise, information from a complaints-handling process can be used in monitoring and measuring
customer satisfaction. For example, the frequency and type of complaints can be an indirect indicator of
customer satisfaction (see 7.3.2).

ISO 10003 contains guidance on the resolution of disputes regarding product-related complaints that
could not be satisfactorily resolved interndlly.JISO 20003¢can help to minimize customer dissatisfaction
stemming from unresolved complaints.

ISO 10003 and this International Standard can be used together. Guidelines given in this International
Standard can support the"establishment and implementation of a 'dispute resolution process. For
example, the processes described in this International Standard canassistthe organization in monitoring
and measuring customer satisfaction with the dispute resolution process (see 1ISO 10003:2007, 8.3.2).
Likewise, information from a dispute resolution process can be used in monitoring and measuring
customer satisfaction. For example, the frequency and nature of disputes can be an indirect indicator
of customer satisfaction (see 7.3.2). Collectively, ISO 10001, ISO 10002 and ISO 10003 provide guidance
which can help to minimize customer dissatisfaction and enhance customer satisfaction. This
International Standard complements ISO 10001, ISO 10002 and ISO 10003 by providing guidance on the
monitoring and measuring of customer satisfaction. The information gained can guide the organization
to take actions which can help to sustain or enhance customer satisfaction.

vi © ISO 2012 - All rights reserved



INTERNATIONAL STANDARD ISO 10004:2012(E)

Quality management — Customer satisfaction —
Guidelines for monitoring and measuring

1 Scope

This International Standard provides guidance in defining and implementing processes to monitor and
measure customer satisfaction.

This International Standard is intended for use by organizations regardless of type, size or product
provided. The focus of this International Standard is on customers external to the organization.

2 Normative references

The following referenced documents are indispensable for the application of this document: For dated
references, only the edition cited applies. For undated references, the latest edition of the referenced
document (including any amendments) applies.

[SO 9000:2005, Quality management systems — Fundamentals and vocabulary

3 Terms and definitions
For the purposes of this document;, the‘terms and definitions given'in ISO 9000:2005 and the following apply.

3.1
product
result of a process

NOTE 1 Product can be a service, software, hardware or processed material.
NOTE 2 Adapted from ISO 9000:2005, definition 3.4.2, whose original three notes have been condensed into Note 1.

3.2
customer
organization or person that receives a product

NOTE 1 Customers might include other interested parties who might be affected by the products provided by the
organization and who might influence the success of the organization.

NOTE 2 While a customer can be internal or external to the organization, the focus of this International Standard
is on the external customer.

NOTE 3 Adapted from ISO 9000:2005, definition 3.3.5, whose original note has been expanded into Notes 1 and 2.
EXAMPLE Consumer, client, end-user, retailer, beneficiary, purchaser.

3.3
customer satisfaction
customer’s perception of the degree to which their expectations have been fulfilled

NOTE The definition of customer satisfaction differs from that in ISO 9000:2005, in that the provisions of this
International Standard are intended to assist in the identification of customer expectations entirely from the
point of view of the customer’s vision of the expected product; while the definition in ISO 9000:2005 involves the
organization’s understanding of the customer’s requirements.

© IS0 2012 - All rights reserved 1
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34
organization
group of people and facilities with an arrangement of responsibilities, authorities and relationships

NOTE Adapted from ISO 9000:2005, 3.3.1. Notes have been deleted.

EXAMPLE Company, corporation, firm, enterprise, institution, charity, sole trader, association, government
agency, non- governmental organization or combination thereof.

3.5

complaint

expression of dissatisfaction made to an organization (3.4), related to its products, or the complaints-
handling process itself, where a response or resolution is explicitly or implicitly expected

[ISO 10002:2004, definition 3.2]

NOTE Complaints can be made in relation to the processes for monitoring and measuring customer satisfaction (3.3).

4 Concept and guiding principles

4.1 General

The concept of customer satisfaction outlined in 4.2, and the guiding principles set out in 4.3, provide
the basis for effective and efficient processes for monitoring and measuring customer satisfaction.

4.2 Concept of customer satisfaction

Customer satisfaction is determined by the gap between the customer’s expectations and the customer’s
perception of the product as delivered by the organization, and of aspects related to the organization itself.

To achieve customer satisfaction, the'organization' should first understand thé customer’s expectations.
These expectations might be explicit or implicit,-or not'fully’articulated.

Customer expectations, as understood by the organization, form the primary basis of the product that is
subsequently planned and delivered.

The extent to which the delivered product and other organizational aspects are perceived by the
customer to meet or exceed expectations determines the degree of customer satisfaction.

Itisimportanttomakeadistinctionbetweenthe organization’sview ofthe quality ofthe delivered product
and the customer’s perception of the delivered product and of other organizational aspects, because it
is the latter that governs the customer’s satisfaction. The relationship between the organization’s and
the customer’s views on quality is further described by the conceptual model of customer satisfaction,
as presented in Annex A.

Since customer satisfaction is subject to change, organizations should establish processes to monitor
and measure customer satisfaction on a regular basis.

4.3 Guiding principles

4.3.1 Comprehension

The organization should clearly and fully understand the customer’s expectations, and the customer’s
perception of how well those expectations are met.

4.3.2 Integrity

The organization should ensure the relevance, correctness and completeness of data pertinent to
customer satisfaction.

2 © IS0 2012 - All rights reserved
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4.3.3 Relevance

The information derived from customer satisfaction data should be meaningful and useful.

4.3.4 Timeliness

Gathering and dissemination of information should be done at the appropriate time, consistent with the
organization’s objectives.

4.3.5 Communication

The organization should ensure that customer satisfaction information is communicated to interested
parties, as appropriate.

4.3.6 Continuity

The organization should ensure that monitoring of customer satisfaction is ongoing and continuous.

4.3.7 Responsiveness

Customer satisfaction information should be used as a basis for action to support the achievement of the
organization’s objectives

4.3.8 Transparency.

Relevant customer satisfaction information and resulting actions should be shared with customers.

4.3.9 Accountability

The organization should-establishiand:maintainaccountability for:thedecisions and actions taken with
respect to monitoring and measuringcustomerisatisfaction.

4.3.10 Commitment

The organization should be actively committed to defining and implementing processes to monitor and
measure customer satisfaction.

5 Framework for monitoring and measuring customer satisfaction

The organization should establish a systematic approach to monitoring and measuring customer
satisfaction. This approach should be supported by an organizational framework to enable the planning,
operation, maintenance and improvement of processes for monitoring and measuring customer
satisfaction.

Planning includes determination of the methods of implementation, and the allocation of necessary
resources (see Clause 6).

Operation includes identifying customer expectations, gathering and analysing customer satisfaction
data, providing feedback for improvement and monitoring of customer satisfaction (see Clause 7).

Maintenance and improvement includes the review, evaluation and continual improvement of processes
for monitoring and measuring customer satisfaction (see Clause 8).

© IS0 2012 - All rights reserved 3
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6 Planning

6.1 Defining the purpose and objectives

As a first step, the organization should clearly define the purpose and objectives of monitoring and
measuring customer satisfaction, which might, for example, include the following:

— to evaluate customer response to existing, new or re-designed products;

— to obtain information on specific aspects, such as supporting processes, personnel or
organization behaviour;

— to investigate reasons for customer complaints;

— to investigate reasons for loss of customers or market share;

— to monitor trends in customer satisfaction;

— to compare customer satisfaction in relation to other organizations.

The purpose and objectives influence what, when, how and from whom the data are gathered. They also
influence how the data are analysed and how the information is ultimately to be used.

The objectives of monitoring and measuring customer satisfaction should be defined in a manner such
that their fulfilment can be measured using performance indicators as specified by the organization.

6.2 Determining the scope and frequency

Based on the purpose and objectives, the organization should determine the scope of the planned
measurement, in terms of both the type of data that is sought, and from where it is to be obtained.

The type of information gathered'canrange fromdataregardinga’specific-characteristic, to assessment
of overall satisfaction. Likewise, the scope of‘assessment-depends'on the type of segmentation, such as:

— by customer,
— by region,

— by time period
— by market, or
— by product.

The organization should also determine the frequency of data gathering, which can be on a regular
basis, on an occasional basis, or both, as dictated by business needs or specific events (see 7.3).

6.3 Determining implementation methods and responsibilities

Some information regarding customer satisfaction might be obtained indirectly from the organization’s
internal processes (e.g. customer complaints handling) or from external sources (e.g. reports in the
media). Usually, the organization needs to supplement such information with data obtained directly
from customers.

The organization should determine how customer satisfaction information is to be obtained, and who is
responsible for that activity. The organization should also determine to whom the information is to be
directed for appropriate action.

The organization should plan to monitor the processes for obtaining and using customer satisfaction
information, as well as the results and effectiveness of these processes.
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6.4 Allocating resources

The organization should determine and provide the necessary competent human and other resources
for planning, monitoring and measuring customer satisfaction.

7 Operation

7.1 General

To monitor and measure customer satisfaction, the organization should:
— identify customer expectations;

— gather customer satisfaction data;

— analyse customer satisfaction data;

— communicate customer satisfaction information;

— monitor customer satisfaction on-going.

These activities and their relationship are depicted in Figure 1, and described in 7.2 to 7.6

Gather
customer satisfaction
data
INPUTS OUTPUTS,
Identify . Analyze
Related :> customer Measurl.ng ] customer :> Degree of
to expectations customer-satisfaction | satisfaction customer
customer data satisfaction
satisfaction

Communicate
customer satisfaction
information

Monitoring customer satisfaction @

- &

Figure 1 — Monitoring and measuring customer satisfaction

7.2 Identifying customer expectations

7.2.1 Identifying the customers

The organization should identify the customers, both current and potential, whose expectations it
intends to determine.

Once the “customer” group has been defined, the organization should identify the individual customers
whose expectations are to be determined. For example, in the consumer goods sector, such individuals
mightbe regular customers, or they mightbe occasional customers. When the customer is an enterprise,
one or more persons in that enterprise (e.g. from purchasing, project management or production)
should be selected.

Further examples of various types of customers and considerations are provided in Clause B.2.

© IS0 2012 - All rights reserved 5
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7.2.2 Determining customer expectations

When determining customer expectations (see Figure A.1), the organization should consider the following:
— stated customer requirements;

— implied customer requirements;

— statutory and regulatory requirements;

— other customer desires (“wish list”).

[tis important to recognize that a customer might not always explicitly specify all aspects of the product.
Items that are presupposed might not be specified. Some aspects might be overlooked, or may not be
known to the customer.

As outlined in the conceptual model (see Annex A), it is crucial that the customer’s expectations are
clearly and completely understood. How well these expectations are met will influence the customer’s
satisfaction. Examples of various aspectsto considerin ordertobetterunderstand customer expectations
are provided in Clause B.3.

Therelationship between customer expectations and customer satisfaction is further discussed in Clause B.4.

NOTE Information regarding customer expectations can also be used in preparing codes of conduct for
customer satisfaction (see ISO 10001:2007, Clause 6).

7.3 Gathering customer satisfaction data

7.3.1 Identifying and selecting characteristics related to customer satisfaction

The organization should identify the characteristicsof the ppoduct, of its delivery and of the organization,
which have a significant effect ondeustomer satisfaction: Forcconvenience,>the3characteristics can be
grouped into categories such as:

a) product characteristics;

EXAMPLE Performance (quality, dependability), features, aesthetics, safety, support (maintenance,
disposal, training), price, perceived value, warranty, environmental impact.

b) delivery characteristics;
EXAMPLE On-time delivery, completeness of order, response time, operating information.

c) organizational characteristics.
EXAMPLE Personnel characteristics (courtesy, competence, communication), billing process, complaints
handling, security, organizational behaviour (business ethics, social responsibility), image in society,

transparency.

The organization should rank the selected characteristics to reflect their relative importance, as
perceived by the customer. If necessary, a survey should be carried out with a sub-set of customers to
determine or verify their perception of relative importance of characteristics.

7.3.2 Indirect indicators of customer satisfaction

The organization should examine existing sources of information for data that reflect characteristics
related to customer satisfaction, e.g.

— frequency or trend in customer complaints and disputes (see ISO 10002:2004, Clause 8, and
ISO 10003), calls for assistance, or customer compliments;

6 © IS0 2012 - All rights reserved



ISO 10004:2012(E)

— frequency or trend in product returns, product repair or other indicators of product performance or
customer acceptance, e.g. installation or field inspection reports;

— dataobtained through communication with customers, e.g. by marketing, customer service personnel;

— reports from supplier surveys conducted by customer organizations, which can reveal how the
organization is perceived in relation to other organizations;

— reports from consumer groups that might reveal how the organization and its products are perceived
by consumers and users;

— media reports which might reveal how the organization or its products are perceived, and which
might themselves also influence customer perceptions;

— sector/industry studies, e.g. involving a comparative assessment of characteristics of the
organization’s product;

— regulatory agency reports or publications;
— comments and discussion in social media.

Such data can provide insight into the strengths and weaknesses of the product and related organization
processes (e.g. product support, complaints handling and customer communication). The analysis of
such data can help to shape indicators of customer satisfaction. It can also help to confirm or supplement
customer satisfaction data gained directly from the customer.

7.3.3 Direct measures of'‘customer satisfaction

7.3.3.1 General

While there might be indirect indicators-of 'satisfaction (see 7.3.2), it is usually necessary to gather
customer satisfaction'data'directly'from ctistomers: The method(s) usedto'gather customer satisfaction
data depend on various factors, e.g.

— the type, number and geographical or cultural distribution of customers;
— the length and frequency of customer interaction;

— the nature of the product provided by the organization;

— the purpose and cost of the assessment method.

The organization should consider the practical aspects described in 7.3.3.2 to 7.3.3.4 when planning the
approach and methods to use for gathering customer satisfaction data.

7.3.3.2 Selecting the method for gathering customer satisfaction data

The organization should select a method for gathering data that is appropriate to the need and the type
of data that is to be collected.

The method most commonly used for gathering such data is a survey, which can be either qualitative, or
quantitative, or both.

Qualitative surveys are those that are typically designed to reveal characteristics of the product,
delivery or the organization that are relevant to customer satisfaction. They are typically undertaken to
understand or explore individual perceptions and reactions, and to uncover ideas and issues. They are
relatively flexible in application, but can be subjective.

Quantitative surveys are those that are designed to measure the degree of customer satisfaction. They
are typically conducted to collect aggregate data, using fixed questions or criteria. They are used for
determining status, benchmarking, or tracking changes over time.

© IS0 2012 - All rights reserved 7
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