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Mission De Lijn 

 

  De Lijn wants to be the smart travelling companion 

 throughout Flanders 

 

  De Lijn stands close to its customers with a broad variety 

 of sustainable and high quality mobility solutions, 

 focusing on safety, reliability and efficiency 
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Quality Monitor 

  tailor service supply to the wants and needs of their 

 customers 

 

  Quality Monitor = an integrated measurement tool which  

 measures the strategic quality aspects and reports them 

 in order to improve business processes and operations 

Customer satisfaction 
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Quality Monitor 

 

 
 

EXTERNAL 
customer’s view 

QUALITY MONITOR 

Biennial customer satisfaction 
surveys 

Continuous customer 
satisfaction surveys 

Internal performance 
measurements 

Customer reactions  Evaluation of contractors 

INTERNAL 
company’s view 

STANDARDS 

  
2j 
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Quality Monitor - history 

1996 
biennial 

satisfaction 
survey 

2002 
+ internal 

performance 
measures 

2005 
 

+ continuous 
satisfaction 

2013 
 

+ continuos 
CAPI 
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Continuous surveys Biennial survey 

CAPI-survey at home / at location – 

approx 25 min. 
 
Total sample 3700 surveys  

 

Method: 

Reference period: 

Paper & pencil survey on board – 

approx 5 min.  
 
Sample: 22.000 surveys per quarter 

– 90.000 surveys per year 

 
Past 12 months  

 

Current trip  

 

Strategic survey Tactic survey 

Frequency: Biennial (during spring, not in school 

holidays)  

 

CONTINUOUSLY 

 

Scope: Results allocated to regions 

according to where a customer 

usually travels  

 

Results allocated to operators 

according to the vehicle which ensured 

the trip 

Quota: The surveys are conducted taking into 

account quota to region (based on 

number of travellers), sex and age. 

Also frequency of use is monitored. 

Every line is visited ad random for every 

operator, at least once in peak hours and 

once in off-peak hours 

  2j 

Quality aspects: 13 main factors and 80 sub factors 9 strategic factors (main factors)  

 

Biennial vs continuous survey 
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Overall customer 

perception about the whole 

travelling experience 

 

Decisions at the whole 

organisation level of De 

Lijn or regions  

  

Priorities (satisfaction vs 

impact) 

 

Disturbance factors 

 

Loyalty  

 

Determining actions for the 

coming 2 years 

(mid & long term) 

Results: Customer perception about 

the current trip 

 

 

 

Decisions at operating level 

 

 

Evolutions 

 

 

Standardising 

 

 

 

Determining actions for the 

coming 3 or 6 months 

(short term) 

  2j 

Strategic survey Tactic survey 

Continuous surveys Biennial survey 

Biennial vs continuous survey 
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Quality aspects biennial survey 

– Punctuality 

– Safety 

– Driver behaviour and attitude 

– Connections 

– Regularity and frequency 

– Cleanliness 

– Price 

Completely 

dissatisfeid Dissatisfied 

Rather 

satisfied Satisfied 
Completely 

satisfied 

– Information and 
communication 

– Comfort and space 

– Stops 

– Routes 

– Crowdiness on board 

– Sales network 

TOP 2 BOTTOM 2 
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Standards  

Minimum standard on 

satisfaction (top 2): 

– 80% for overall satisfaction 

– 70% for high priority factors 

– 60% for low priority factors 
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Alarm level on dissatisfaction 

(bottom 2): 

– 5% for overall satisfaction 

– 10% for high priority factors 

– 15% for low priority factors 
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High priority vs less priority factors 

 

Weaknesses Strengths

Points of interest Maintain(Completely) satisfied – TOP 2

Im
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PUNCTUALITY

Price

(Pre)Sales networkCrowdiness

Comfort & space

Cleanliness
Stops

REGULARITY & 

FREQUENCY

Safety Route
Connections

DRIVER

INFORMATION & 

COMMUNICATION

0

0,1

0,2

0,3

0% 20% 40% 60% 80% 100%

High 

priority 

factors 
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Strategic quality factors for the  

continuous survey 

– Limitations on board surveys + 13 factors too much for 

continuous evaluation  strategic quality factors 

– Strategic factors & standards fixed for 2 years 

– Strategic factors defined according to 3 elements: 

– Priority maps or SWOT-analysis: importance/impact versus satisfaction 

– Disturbance factors 

– Key Driver /Key Enhancer-analyse: which quality aspects drive 

(dis)satisfaction 

 

– High priority and less priority factors 
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Strategic quality factors for the  
continuous survey 

High priority: 

– Information and 

communication 

– Punctuality 

– Driver behaviour and attitude 

– Regularity and frequency 

Completely 

dissatisfeid 
Dissatisfied 

Rather 

satisfied Satisfied 
Completely 

satisfied 

Less priority: 

– Comfort and space 

– Routes 

– Crowdiness on board 

– Safety 

– Cleanliness 

TOP 2 BOTTOM 2 
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Questionnaire continuous survey 
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Documents continuous survey 

– Dashboard report: 
– Every operating level has its own report 

– Results of the current quarter, comparison with the same quarter of the 

previous year and with the previous quarter  

– Quarterly Data: 
– Information in detail such as sample description, trend graphs, overview 

of customer reactions, disturbance factors,… 

– Background information: other documents available such as 
results of the biennial satisfaction survey, detailed reports of 
customer reactions, other Balanced Scorecard data,… 
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 improve those service attributes that are most 
 important and offer most room for improvement 
 in specific (geographical) areas 
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Reporting continuous survey 

– From 2010 an online dynamic tool replaces the paper 

documents for management 
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Integration ISO, BSC & Quality Monitor 

 

• Customer satisfaction
measurements
• Prior quality aspects
• Standards

• Reports Q monitor

• Actions for improvement

• Link with Strategic

Planning cycle

Q-Monitor

Operations, specific
for each department

Customer Perspective in BSC 
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Quality sessions 

– Every quarter quality sessions are organised, where a team 

leader & his staff members go through the results of the current 

quarter 

– 2 per year a direct link with the strategic planning cycle at corporate level 

– 2 intermediary sessions to adjust action plans 

– Bottom up-approach: shop floor to management 

– Focus at current level and own circle of influence 

– Focus on departements Marketing,Technique and Operations 

– Crucial: FEEDBACK on proposals 

29/11/2012 



Tools 

– Following up on action proposals, with clearly defined roles of 

all parties involved 

– Database: 

– Listing of all action proposals 

– Clear history of every step taken for this action 

– Who is responsible 

– What was the result,…  

– Planning of quality sessions 
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– Modernisation of passenger information 

1. Upgraded layout of stop signs, timetables, network maps,… 

2. More and better communication in case of irregularities 

3. Real time information for passengers 

4. Signaletics within metro-stations 

Examples of actions 
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– System capacity: 

– customers experience more and more crowdiness on 

board, resulting in lower satisfaction levels 

– a special system and vehicle capacity project has been set 

up at corporate level 

 

 

 

 

 

– Several actions at operating level 

Examples of actions 
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Learnings 2012 

– Actionability of the aspects 

 

Most actions were taken on the level of the region (16 

regions) and at corporate level 

Not sufficient actions on the level of individual lines 

 

– Paper & Pencil allows a perfect sampling but is expensive 
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Future development 
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Conclusions 

– Quality Monitor enables De Lijn to: 

– learn to differ between important and less important quality features in 

order to attribute priorities to improvement actions, i.e. by defining the 

areas where improvements will produce the greatest gain in customer 

satisfaction 

– better focus investments  

– benchmark performance, both internally and amongst operators 

– set goals for improvement and monitor progress 

– increase accountability for results and effectively transform behaviour 

and motivate improvement 

– set up a learning system that helps to identify what works and what does 

not 
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Conclusions 

Improved tools for following up on and enhancing the quality 

in response to customer’s needs 

 

The recognition to and growing participation of the staff 

involved in this approach will unlock their human potential 

Customer focused company 
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Thanks for your attention 
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