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Notes to the Learner
Dear Learner,

Welcome to this Learning programme. We trust that this Learning programme will
be of great value to you during your studies and in your new learning experience.
To succeed in anything in life requires a lot of hard work.

It will be expected of you to work through this study guide with a great deal of
attention. It provides you with information on how to work through the material,
details exactly what will be expected of you and what objectives you need to achieve
during the study of this Learning programme.

•
•
•

Complete your assignments with dedication and submit them in time.
Complete the self-study sections for your own benefit. The self-study sections
provide you with the opportunity to practice what you have learnt.
Act as adult learners

The theory you are learning helps you to understand why you are doing things in a
specific way. It also gives you a way to compare what you are doing to the way
others do things. However, the only way to become competent is by doing the actual
work according to the unit standards. This Learning programme provides you with
a step-by-step method that you must apply to all unit standards.

As all parties to this learning intervention have duties and responsibilities to fulfil,
so do you, in your capacity as the learner. In your POE, you will find a commitment
letter which serves to confirm your commitment to this learning intervention. Please
read it and sign it, if you agree thereto. Should you not agree, please notify your
facilitator so that the matter can be resolved.
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The Learning Approach
•

Active
You must participate and complete tasks. Actively participate in the teaching
and learning process.

•

Constructive
The learning content will be to your benefit. Be constructive and actively
convert your learning by integrating the new knowledge you gain in this
learning programme with previous experience.

•

Cumulative
The learning content builds on your existing experience. The cumulative
character of learning implies that we need to build new knowledge into you
existing knowledge. Therefore, you have to resort and refer to what you
already know to ensure that this learning programme is of value to you

•

Goal Oriented
Certain goals must be met to complete the qualification competently. You also
have to be goal-directed. Work according to and achieve the learning
programme objectives as well as your personal learning objectives. Know what
the learning program’s objectives are!

How to complete the unit standards successfully?
These guidelines have been compiled to assist you to complete the unit standards
within this learning programme. This programme is a combination of facilitator-led
training and self-study to provide you with the tools that you would need to
demonstrate to an independent assessor that you have met all the criteria to attain
the unit standards: 252244 – Describe the impact of customer service on a
business and 242829 – Monitor the level of service to a range of customers.
Unit standards are outcomes based. This means that you do not necessarily have to
sit in a classroom to learn (who can in any case learn how to run a business by only
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sitting and listening to a lecturer anyway? – you have to get practical experience!).
To attain the unit standards you must show that you know, and can do, all the
things required!
Any learning does however require effort; and the effort that the average person
must put in to learn the skills in these unit standards is reflected in the credits
associated with each of them (learning objectives). Experience has shown that the
average learner requires about 10 (notional) hours for each credit attained.
These guidelines and information will be the guiding principles by which you could
attain the above-mentioned unit standards.
The programme is outcomes based which means that we take the onus of learning
away from the facilitator and put it in your hands. The facilitator’s role is to assist
you to work through the material and guide you in the activities that will lead you
to competence.
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Learner Guide Introduction
Purpose:
A learner credited with these unit standards will be able to effectively interact with
customers to the benefit of the business and will encompass the skills needed to
monitor the level of service between an organisation and its customers, both
internal and external. These Unit Standard are intended for junior managers of
organisations.
The learner successfully completing these unit standards will have gained the
knowledge and ability to:
•
•
•
•
•
•
•
•

Explain the relationship between business and the customer.
Provide customer satisfaction.
Solve problems that may lead to customer dissatisfaction.
Display appropriate behaviour when interacting with customers.
Identify internal and external customers, where applicable.
Explain standards of customer service expected by the organisation.
Measure customer satisfaction on an ongoing basis.
Recommend corrective action.

Learning assumed to be in place:
It is assumed that the learner attempting this qualification is competent in:
•
•

Communication at ABET Level 3.
Mathematical Literacy at ABET Level 3.

Integrated Assessment:
Integrated assessment at this level will evaluate the learner's ability to combine
actions and ideas across a range of activities and knowledge areas. The integrated
assessment must specifically assess the learner's ability to:
•

Demonstrate competence by means of the practical application of the
embedded knowledge in a manner that meets the required performance
standards required,
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•

Illustrate a clear understanding of the concepts, theory and principles that
underpin the practical action taken.

The assessment will require assessment methods, which measure and evaluate
evidence generated during on-the job activities. As assessment practices must be
open, transparent, fair, valid and reliable (ensuring that no learner is disadvantaged
in any way whatsoever), an integrated assessment approach is incorporated into the
qualification.
A variety of methods must be used in assessment and tools, and activities must be
appropriate to the context in which the learner is working or will work. Where it is
not possible to assess the learner in the workplace, simulations, case studies, roleplays and other similar techniques should be used to provide a context appropriate
to the assessment.
The term integrated assessment implies that theoretical and practical components
should be assessed together. Whenever possible the assessment of knowledge,
skills, attitudes and values shown in the unit standards should be integrated and,
during integrated assessment, the assessor should make use of a range of formative
and summative assessment tools and methods.
Combinations of practical, applied, foundational and reflexive competencies should
be assessed. Assessment should further ensure that all specific outcomes,
embedded knowledge and critical cross-field outcomes are evaluated in an
integrated way.
Assessors may assess, and give credit for, the evidence of learning that has already
been acquired through formal, informal, and non-formal learning and work
experience. This is because the assessment process is capable of being applied to
RPL, subject to the rules and criteria of the relevant ETQA.

What is a credit?
A credit is the formal recognition that you have the necessary knowledge, skills and
understanding in a particular field of study. One (1) credit = 10 notional hours of
learning. ‘Notional hours’ are time spent on homework, assignments, practicing on
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the job, classroom time, or any other time spent to become competent in the
particular standard or qualification.
Range of Learning:
This describes the situation and circumstance in which competence must be
demonstrated and the parameters in which the learner operates.

Use of the Learner Guide:
A specific goal is given for each lecture or theme. You will have to attain a number
of objectives to attain the goal of each session. First read the objectives to focus
your thoughts on the information that may be relevant to attain the objectives.
Once you have your thoughts focussed, skim or scan the course work prescribed
for each theme to orientate you with the material you must study.
During classes an overview of a theme will be given, after which several problems
and/or questions will be discussed. You are advised to develop a concept map of
each theme that not only represents each theme visually, but also relates the
different components.
Learner Support:
Please remember that as the programme is outcomes based – this implies the
following:
•
•
•

You are responsible for your own learning – make sure you manage your
study, research, and portfolio time responsibly.
Learning activities are learner driven – make sure you use the Learner Guide
and Workbook in the manner intended and are familiar with the Portfolio
Guide requirements.
The Facilitator is there to reasonably assist you during contact, practical and
workplace time of this programme – make sure that you have his/her
contact details.

Responsibility:
The responsibility of learning rest with you, so…
•
•

Be proactive and ask questions
Seek assistance and help from your coach, if required
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Assessment
How will I be prepared for assessment?
During the programme developmental activities will be conducted to assist you in
preparing for final assessment. For your own benefit, make sure that you
participate fully in all the developmental and formative assessment activities! What
will I finally be required to do for assessment? Final assessment will be conducted
on the following submission of evidence, e.g.:
•
•
•

Completed activities in the Learner manual
Knowledge Questionnaire
Practical illustration / simulation

What will be assessed in the above?
All assessments are conducted strictly in accordance with the unit standard
requirements. Assessment is a way of measuring what you know and are able to do.
When you have learnt something, you should be able to apply what you have learnt.
You may be assessed when you are sure that you are ready to be assessed. If you
do not achieve the standard the first time, you can be coached or trained further
and then be assessed again later. You will be assessed in a number of ways and at
regular intervals.
When do I start preparing for assessment?
Right from the start – make sure you are familiar with the Assessment
Guide/Portfolio Guide and start preparing and collecting evidence from the onset of
the programme.
Formative Assessment
To gain credits for this programme you will need to show an assessor that you are
competent in each unit standard. The activities in this programme are designed not
only to bring about your competence, but also to prove that you have mastered
competence.
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Summative Assessment
Not all the specific outcomes will be formatively assessed during the programme or
in the workplace. The objective is to create independent and self-sufficient learners.
This means that you will also be required to do independent research and
assignments outside the training room.
Your assessor and you will conduct a pre assessment meeting to discuss the
assessment process and how you will collect evidence of your competence. When
you are ready, you will advise your assessor that you are ready for the assessment.
The summative assessment activities are indicated at the end of the learning guide.
If your summative assessment is conducted using observation, role plays or verbal
assessment, place a signed copy of the checklists, once completed by the assessor /
assessment panel, in your Learner manual.
Duration of Program
The total proposed duration of this programme is as follows:
Unit
Standards
Learning
activities
Total
110 hours
notional
hours

Formative Assessment
(30%)
Theory
learning and
formative
assessment
activities

Prescribed
reading,
coaching
and
support

Summative Assessment (70%)
Workplace
learning and
application

Summative
assessment in
POE: Knowledge
questions,
practical
workplace
assignments,
logbook, witness
testimony

Compilation of POE
252244

18 hours

42 hours

242829

15 hours

35 hours
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Unit Standard 252244 – Alignment Index
SPECIFIC OUTCOMES AND RELATED ASSESSMENT CRITERIA
SO 1
Explain the relationship between business and the customer
Internal and external customers are defined and identified using
AC 1
organisational examples
The importance of the customer to the business is explained using
AC 2
examples
The role of the business in meeting the customer’s needs is explained in
AC 3
terms of the organisation
The role of the individual as a team member in meeting customer needs
AC 4
is identified in relation the role of the business
The chain of customer service is described in relation to the individual’s
AC 5
role
SO 2
Provide customer satisfaction
Customer satisfaction is defined and explained in accordance the
AC 1
organisational policies
The needs and expectations of customers are explained in relation to
AC 2
services rendered
The role of the team member in meeting the needs and expectations of
AC 3
customers is described in relation of his/her workplace role
AC 4
Business competition is explained in relation to customer satisfaction
Personal performance is measured in terms of set organisational
AC 5
standards and values
SO 3
Solve problems that may lead to customer dissatisfaction
The types of customer related problems are identified in relation to the
AC 1
role of the individual team member.
Problem solving methods are identified and explained according to
AC 2
organisational guidelines
AC 3
Problem solving methods are applied to a given scenario
SO 4
Display appropriate behaviour when interacting with customers
Customer complaints are addressed in accordance with organisational
AC 1
procedures
Inappropriate behaviour when dealing with a customer is described using
AC 2
examples
The role as the organisation’s representative is explained according to the
AC 3
level of responsibility/authority
Follow-up and reporting is undertaken in accordance with organizational
AC 4
procedures.
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Unit Standard 242829 - Alignment Index
SPECIFIC OUTCOMES AND RELATED ASSESSMENT CRITERIA
SO 1

IDENTIFY INTERNAL AND EXTERNAL CUSTOMERS, WHERE APPLICABLE

AC 1

The supply chain of the organisation is explained, with
examples. (Supply chain` includes, but is not limited to, internal and
external suppliers and customers, contractors, service providers,
consultants and members of the sales team.)

AC 2

The internal or external customers of the team leader`s work unit are
identified, with examples.

SO 2

EXPLAIN STANDARDS OF CUSTOMER SERVICE EXPECTED BY THE ORGANISATION

AC 1

Key performance areas for the team regarding customer service are
explained, according to organisational requirements.

AC 2

The importance of maintaining and achieving customer service levels are
explained, with examples.

AC 3

The consequences of poor service on the organisation`s objectives are
explained, with examples.

SO 3

MEASURE CUSTOMER SATISFACTION ON AN ONGOING BASIS

AC 1

Key performance areas are measured against organisational standards.

AC 2

Information is recorded regarding performance against accepted
standards.

SO 4

RECOMMEND CORRECTIVE ACTION

AC 1

Feedback on performance is provided to team members, according to
Standard Operating Procedures

AC 2

Corrective action is identified, if required, and recommendations are
made to line management
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Unit Standard Details: 252244

All qualifications and part qualifications registered on the National Qualifications
Framework are public property. Thus the only payment that can be made for them is for
service and reproduction. It is illegal to sell this material for profit. If the material is
reproduced or quoted, the South African Qualifications Authority (SAQA) should be
acknowledged as the source.

SOUTH AFRICAN QUALIFICATIONS AUTHORITY
REGISTERED UNIT STANDARD:
Describe the impact of customer service on a business
SAQA US
ID

UNIT STANDARD TITLE

252244

Describe the impact of customer service on a business

ORIGINATOR
SGB Transport and Logistics Operations
PRIMARY OR DELEGATED QUALITY ASSURANCE FUNCTIONARY
FIELD

SUBFIELD

Field 11 - Services

Transport, Operations and Logistics

ABET
BAND

UNIT STANDARD PRE-2009 NQF LEVEL NQF LEVEL
TYPE

CREDITS

Undefined

Regular

6

Level 1

NQF Level 01

REGISTRATION STATUS

REGISTRATION
START DATE

REGISTRATION END SAQA DECISION
DATE
NUMBER

Reregistered

2018-07-01

2023-06-30

LAST DATE FOR
ENROLMENT

LAST DATE FOR ACHIEVEMENT

2024-06-30

2027-06-30

SAQA 06120/18

In all of the tables in this document, both the pre-2009 NQF Level and the NQF Level is shown. In the text (purpose
statements, qualification rules, etc), any references to NQF Levels are to the pre-2009 levels unless specifically
stated otherwise.

This unit standard replaces:
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Level

US ID

Unit Standard Title
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Understand the impact of customer
Level 1
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Credits

NQF Level
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01

Replacement
Status
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PURPOSE OF THE UNIT STANDARD
A learner credited with this standard will be able to effectively interact with customers to the benefit
of the business.
The qualifying learner will be capable of:
Explaining the relationship between business and the customer.
Providing customer satisfaction.
Solving problems that may lead to customer dissatisfaction.
Displaying appropriate behaviour when interacting with customers.
LEARNING ASSUMED TO BE IN PLACE AND RECOGNITION OF PRIOR LEARNING
It is desirable for learners wishing to achieve this unit standard to be competent at:
Communication at ABET Level 3 or equivalent.
Mathematical Literacy at ABET Level 3 or equivalent.
UNIT STANDARD RANGE
N/A

Specific Outcomes and Assessment Criteria:
SPECIFIC OUTCOME 1
Explain the relationship between business and the customer.
ASSESSMENT CRITERIA
ASSESSMENT CRITERION 1
Internal and external customers are defined and identified using organisational examples.
ASSESSMENT CRITERION 2
The importance of the customer to the business is explained using examples.
ASSESSMENT CRITERION 3
The role of the business in meeting the customer's needs is explained in terms of the organisation.
ASSESSMENT CRITERION 4
The role of the individual as a team member in meeting customer needs is identified in relation the
role of the business.
ASSESSMENT CRITERION 5
The chain of customer service is described in relation to the individual's role.
SPECIFIC OUTCOME 2
Provide customer satisfaction.
ASSESSMENT CRITERIA
ASSESSMENT CRITERION 1
Customer satisfaction is defined and explained in accordance the organisational policies.
ASSESSMENT CRITERION 2
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The needs and expectations of customers are explained in relation to services rendered.
ASSESSMENT CRITERION 3
The role of the team member in meeting the needs and expectations of customers is described in
relation of his/her workplace role.
ASSESSMENT CRITERION 4
Business competition is explained in relation to customer satisfaction.
ASSESSMENT CRITERION 5
Personal performance is measured in terms of set organisational standards and values.
SPECIFIC OUTCOME 3
Solve problems that may lead to customer dissatisfaction.
ASSESSMENT CRITERIA
ASSESSMENT CRITERION 1
The types of customer related problems are identified in relation to the role of the individual team
member.
ASSESSMENT CRITERION 2
Problem solving methods are identified and explained according to organisational guidelines.
ASSESSMENT CRITERION 3
Problem solving methods are applied to a given scenario.
SPECIFIC OUTCOME 4
Display appropriate behaviour when interacting with customers.
ASSESSMENT CRITERIA
ASSESSMENT CRITERION 1
Customer complaints are addressed in accordance with organisational procedures.
ASSESSMENT CRITERION 2
Inappropriate behaviour when dealing with a customer is described using examples.
ASSESSMENT CRITERION 3
The role as the organization`s representative is explained according to the level of
responsibility/authority.
ASSESSMENT CRITERION 4
Follow-up and reporting is undertaken in accordance with organizational procedures.
UNIT STANDARD ACCREDITATION AND MODERATION OPTIONS
Any institution offering learning that will enable achievement of this unit standard and the related
Exit Level Outcomes of the Qualification must be accredited by the relevant Education and Training
Quality Assurance (ETQA) body.
External Moderation of assessment will be overseen by the relevant ETQA at its discretion.
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The accredited Training Provider will oversee internal moderation of assessment.
Internal and external moderation should encompass achievement of competence described in the
specific outcomes of the unit standard as well as the integrated competence described in the purpose
of the unit standard.
UNIT STANDARD ESSENTIAL EMBEDDED KNOWLEDGE
Types of customers.
Relationship between customer and business.
Chain of customer service.
Customer satisfaction/dissatisfaction indicators.
Business competition.
Problem solving methods.
UNIT STANDARD DEVELOPMENTAL OUTCOME
N/A
UNIT STANDARD LINKAGES
N/A

Critical Cross-field Outcomes (CCFO):
UNIT STANDARD CCFO IDENTIFYING
Identifying and solving problems in which responses display that responsible decisions using critical
and creative thinking have been made in resolving customer dissatisfaction.
UNIT STANDARD CCFO WORKING
Working effectively with others as member of the team in communicating with all role-players to
ensure customer satisfaction.
UNIT STANDARD CCFO ORGANISING
Organising and managing oneself and one's activities responsibly while interacting with customers.
UNIT STANDARD CCFO COMMUNICATING
Communicating effectively by using language skills in the modes of oral and/or written persuasion in
resolving customer related problems.
UNIT STANDARD ASSESSOR CRITERIA
Assessors must be registered as assessors with a relevant ETQA or an ETQA that has a
Memorandum of Understanding with the relevant ETQA.
Assessors must be in possession of a relevant qualification at a minimum of National
Qualifications Framework (NQF) Level 2.
REREGISTRATION HISTORY
As per the SAQA Board decision/s at that time, this unit standard was Reregistered in 2012; 2015.
UNIT STANDARD NOTES
This unit standard replaces unit standard 110082, "Understand the impact of customer service on a
business", Level 1, 6 credits.

P a g e | 18

Unit Standard Details: 242829

All qualifications and part qualifications registered on the National Qualifications
Framework are public property. Thus the only payment that can be made for them is for
service and reproduction. It is illegal to sell this material for profit. If the material is
reproduced or quoted, the South African Qualifications Authority (SAQA) should be
acknowledged as the source.

SOUTH AFRICAN QUALIFICATIONS AUTHORITY
REGISTERED UNIT STANDARD:
Monitor the level of service to a range of customers
SAQA US
ID

UNIT STANDARD TITLE

242829

Monitor the level of service to a range of customers

ORIGINATOR
SGB Generic Management
PRIMARY OR DELEGATED QUALITY ASSURANCE FUNCTIONARY
FIELD

SUBFIELD

Field 03 - Business, Commerce and Management
Studies

Generic Management

ABET
BAND

UNIT STANDARD
TYPE

PRE-2009 NQF
LEVEL

NQF LEVEL

CREDITS

Undefined

RegularFundamental

Level 4

NQF Level 04

5

REGISTRATION STATUS

REGISTRATION
START DATE

REGISTRATION
END DATE

SAQA DECISION
NUMBER

Reregistered

2018-07-01

2023-06-30

SAQA 06120/18

LAST DATE FOR
ENROLMENT

LAST DATE FOR ACHIEVEMENT

2024-06-30

2027-06-30

In all of the tables in this document, both the pre-2009 NQF Level and the NQF Level is shown. In the text (purpose
statements, qualification rules, etc), any references to NQF Levels are to the pre-2009 levels unless specifically
stated otherwise.

This unit standard does not replace any other unit standard and is not replaced by any other unit
standard.
PURPOSE OF THE UNIT STANDARD
The purpose of this unit standard is to encompass the skills needed to monitor the level of service
between an organisation and its customers, both internal and external. This Unit Standard is
intended for junior managers of organisations.
The qualifying learner is capable of:
Identifying internal and external customers, where applicable.
Explaining standards of customer service expected by the organisation.
Measuring customer satisfaction on an ongoing basis.
Recommending corrective action.
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LEARNING ASSUMED TO BE IN PLACE AND RECOGNITION OF PRIOR LEARNING
Learners should be competent in Communication and Mathematical Literacy at NQF Level 3.
UNIT STANDARD RANGE
'Customer' includes, but is not limited to, other organisations, consumer, department, general
public, other areas of responsibility and government departments.
'Area of responsibility' includes, but is not limited to, cost centre, section, department or team.
'Junior managers' include, but are not limited to, team leaders, supervisors, foremen and section
heads.
'Standard Operating Procedures' (SOPs) may comprise formal written documents or accepted
practices in the organisation.
'Organisation' includes but is not limited to, workplace, work context, work unit, company,
department or section.

Specific Outcomes and Assessment Criteria:
SPECIFIC OUTCOME 1
Identify internal and external customers, where applicable.
ASSESSMENT CRITERIA
ASSESSMENT CRITERION 1
The supply chain of the organisation is explained, with examples.
ASSESSMENT CRITERION RANGE
'Supply chain' includes, but is not limited to, internal and external suppliers and customers,
contractors, service providers, consultants and members of the sales team.
ASSESSMENT CRITERION 2
The internal or external customers of the team leader's work unit are identified, with examples.
SPECIFIC OUTCOME 2
Explain standards of customer service expected by the organisation.
ASSESSMENT CRITERIA
ASSESSMENT CRITERION 1
Key performance areas for the team regarding customer service are explained, according to
organisational requirements.
ASSESSMENT CRITERION 2
The importance of maintaining and achieving customer service levels are explained, with examples.
ASSESSMENT CRITERION 3
The consequences of poor service on the organisation's objectives are explained, with examples.
SPECIFIC OUTCOME 3
Measure customer satisfaction on an ongoing basis.
ASSESSMENT CRITERIA
ASSESSMENT CRITERION 1
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Key performance areas are measured against organisational standards.
ASSESSMENT CRITERION 2
Information is recorded regarding performance against accepted standards.
SPECIFIC OUTCOME 4
Recommend corrective action.
ASSESSMENT CRITERIA
ASSESSMENT CRITERION 1
Feedback on performance is provided to team members, according to Standard Operating
Procedures.
ASSESSMENT CRITERION 2
Corrective action is identified, if required, and recommendations are made to line management.
UNIT STANDARD ACCREDITATION AND MODERATION OPTIONS
This Unit Standard will be assessed by an assessor and moderated by a moderator registered with
the relevant accredited ETQA.
Assessors should be in possession of a relevant qualification that is at least one level higher than
the level of this unit standard.
Training providers must be accredited by a relevant ETQA.
Assessment should include both formative and summative assessment.
UNIT STANDARD ESSENTIAL EMBEDDED KNOWLEDGE
N/A
UNIT STANDARD DEVELOPMENTAL OUTCOME
N/A
UNIT STANDARD LINKAGES
N/A

Critical Cross-field Outcomes (CCFO):
UNIT STANDARD CCFO IDENTIFYING
The learner is able to identify and solve problems and make decisions when monitoring customer
service levels.
UNIT STANDARD CCFO WORKING
The learner is able to work as a member of a team through providing feedback on key performance
areas.
UNIT STANDARD CCFO ORGANISING
The learner is able to organise activities by planning and executing a review of customer service
levels.
UNIT STANDARD CCFO COLLECTING
The learner is able to collect, organise and critically evaluate information by ensuring that the key
performance areas regarding customer service levels are explained to team members.
UNIT STANDARD CCFO DEMONSTRATING
The learner is able to see the world as a set of related systems by explaining the supply chain of the
organisation.
UNIT STANDARD ASSESSOR CRITERIA
N/A
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REREGISTRATION HISTORY
As per the SAQA Board decision/s at that time, this unit standard was Reregistered in 2012; 2015.
UNIT STANDARD NOTES
N/A
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Describe the Impact of Customer Service on a
Business
US ID: 252244

Good customer service is important, because customers are turning their backs on
businesses that do not deliver value, and great customer service adds value!
You can offer specials and cut prices to bring in as many new customers as you
want, but unless you can get some of those customers to come back, your business
won’t be profitable for long.
Good customer service is all about getting customers and bringing customers
back.
It’s also about sending customers away happy – happy enough to pass positive
feedback about your business along to others, who may then try the product or
service you offer for themselves and in their turn become loyal customers.
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Specific Outcome 1: AC 1-5
The Relationships Between Businesses And Their Customers
TIME: 180 MINUTES

ACTIVITY: SELF AND GROUP

T

he term customer relations, might at first, appear to be simply the
relationship that you as a business have with your customers. Yet, it entails
much more than that!

Customer relations is a collective term for the efforts you put in to enhance the
customer experience. It includes the following:
•
•
•

How do your customers feel towards you as a business?
What steps do you take to address the issues your customers have?
How do you approach interactions with customers?

Simply put, customer relations are required to maintain a positive relationship with
your customers, customer retention, and such reasons.
Therefore, customer relations involve continuous improvisation in your services
towards your customers. This continual improvisation is necessary to understand
how the needs of your customers are going to change. When you take this holistic
approach, you can become adept at securing a positive relationship.
Furthermore, it is crucial to understand that customer relations depend not on one
individual but on all the employees. Hence, to form concrete customer relations, a
business requires every employee to fulfil their share of responsibility towards
customer support.
PwC surveyed 15,000 customers and found that 1 in 3 customers will let go of a
good brand after just one bad experience, while 92% would completely abandon a
company after two negative experiences.
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Internal and External Customers
SO1 AC1

We’re all clear on what a customer is, but sometimes it helps to clarify the
overarching definition, especially as thinking evolves around providing a great
customer experience to external and internal customers who might define
experience in completely different terms. So, let’s explore the differences between
external and internal customers.
•

It’s often helpful to separate the types of customers you serve you may have a
help desk and a service desk, or maybe a service desk that serves both internal
employees and public customers.

•

From a customer service perspective, understanding the needs of your
customers can help you clarify workflows and decide whether your company
should distinguish between internal and external customers.

Organization

Internal

Owners

Representatives

External

Employees

Suppliers

Customers

Society

Governments

Creditors

Shareholders

Internal vs. External Customers
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W

hat is an external customer?
External customers are the people that pay for and use the products
or services your company offers. When brainstorming problems and
designing solutions, these customers are who you’re designing for.

To be clear, an external customer is a person who is not directly connected to your
organization other than by purchasing your product or service. This customer could
be a one-time purchaser or a person who you’ve worked with long-term and to
whom you’ve provided add-ons or customization options. External customers are
also known as “clients” or “accounts.”
The goals for your external customer can depend on your product or service, i.e.,
repeat purchasing, referrals, positive reviews, and otherwise supporting your
company. You might follow up after-purchase—or during—to conduct formal or
quick-pulse surveys. “The customer is always right” is generally the guiding
principle when serving this group, and the revenue they generate is the lifeblood of
your company. Without them, your company fails.
What is an internal customer?
Internal customers have a relationship with, and within, your company, either
through employment or as partners who deliver your product or service to the end
user, the external customer. Less obvious but certainly still significant,
stakeholders and shareholders are also internal customers. All of these may or may
not purchase your product or service.
An internal customer is…
“anyone you count on or rely upon to complete a task or a function or
to provide you with information so that you can get your job
done…and anyone who counts on you to complete a task or function
or to provide them with information so that they can get their job
done.”
(Rosenberger, 1998)
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Activity - On your Own
Complete the diagram below by identifying and defining the internal and external
customers of your own organisation.
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The Importance of the Customer to the Business
SO1 AC2

Regardless of what industry you’re in or what kinds of products and services you
sell, your customer is the most important part of your business. Without the
customer, you don’t see any sales. As a result, they are a critical factor when
developing your marketing messaging and strategy. If you fail to take the
customers’ views into account in your marketing, it’s likely your campaigns will not
be successful.

The Business’ Role in Meeting Customer Needs
SO1 AC3

The business’ most important job is to know their customers. When you have an
idea of who they are and what they need, businesses can develop products and
services that are tailored to helping customers solve their problems more effectively.
If you’re not creating offerings based on customer needs, you may not be able to sell
them.
Knowing who your customers are also helps businesses to develop highly
customized messaging that resonates with their customers. However, businesses
often have many kinds of customers, so it’s difficult to know who to specifically
target with their marketing. We suggest keeping the 80/20 rule in mind when
developing marketing. This means that 80 percent of your sales will come from 20
percent of your customers, or thereabouts. As a result, it’s best to target your most
profitable clients in your marketing to encourage them to come back time and time
again.
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Providing Excellent Internal Customer Service
Article by Donna Earl

Key requirements for outstanding internal customer service
The foundation for outstanding internal customer service is excellent
interdepartmental communication and cooperation.
Dialogue between internal customers and internal providers (or vendors) must
include agreements about the following topics:
1. Clear expectations. An internal
provider of service is responsible for
setting clear guidelines about what
internal customers can reasonably
expect. Some organizations implement
Service Level Agreements (SLA’s) defining
what internal customers can expect from
internal service providers.
Even without formal SLA’s, internal customer service can be exceptional IF the
internal service provider has clarified to internal customers what expectations are
reasonable. Customer also must communicate expectations regarding timeline and
quality in advance of request.
Last minute requests are typically due to poor planning on the part of the internal
customer. Expecting the internal provider to 'hijack' priorities to meet unreasonable
needs is inappropriate and should be dealt with on a case-by-case basis, with
involvement by upper management.
At no time should this become the norm, or the internal customer will become
'trained' to expect the unrealistic.
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2. Customer Responsibilities. To meet expectations, internal provider of service is
responsible for clarifying what is needed from the internal customer and clarifying
service provider processes and timelines necessary to meet quality requirements of
customers. The phrase "Help me help you" from the movie "Jerry Maguire" applies
here.
To provide the best customer service, internal providers need the cooperation of
customers in allowing enough lead time and providing information and materials
necessary to fulfil customer request. This is a communication responsibility of the
internal service provider to let the customer know 'what I need from you to meet
your request is ....'
It's essential to have an understanding with customers about realistic timelines and
quality expectations. Internal providers who find they're constantly working on
customer 'emergencies' must clarify to customers the strain this causes to provider.
Constant emergencies diminish provider's ability to give good service to all internal
customers and create a stressful working environment (not to mention
interdepartmental animosity).
3. Service Provider Responsibilities. Most internal customer service problems are
a result of the 'silo' mentality where people and departments work in isolation,
consider only their own priorities, and think others are sitting around twiddling
their thumbs with nothing to do until an internal customer screams "Jump!" in a
last-minute panic.
This is sure to guarantee lower levels of quality, resentment from provider, and a
reputation for lack of professionalism on part of customer. Customers must take
responsibility for understanding how their request fits into overall workflow of
organization and internal service provider's workflow.
Internal service providers are responsible for explaining their workflow, so the
customer will understand he or she isn't the only priority.
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4. Negotiated Priorities. While most customer priorities are 'urgent - must have
right away' this is counterproductive to any process. A clear communication
between internal customers and service providers is essential.
With internal customer service, most customers believe the provider should
intuitively understand priorities because they all work for the same organization.
This is false! A discussion about priorities must be part of the expectation-setting
talk.

TIPS for internal customer service providers
1. Always know your customers' expectations and be a part of their
expectation setting. If they have false or unrealistic expectations, explain your
workflow, priorities, processes, and timelines in providing top quality service for
them.
2. To help your customers utilize your services better, explain how they can
be 'good customers.' Be explicit about what you need from them to meet their
needs. Define timelines and quality levels. Let them know what they can expect
from you. As an internal provider, tactfully tell the customers how they fit into your
workload and listen to their delivery needs. Negotiate delivery dates and quality
levels.
3. Always keep customers informed on project progress. Nobody likes to be
blindsided by delays or last-minute requests for additional information.
4. Get out of your 'silo'. Take a break with co-workers from another part of your
organization. Talk to them during lunch about what's happening in their
department. We all work so hard we can become myopic, lack perspective and be
ignorant about how other functions operate.
5. Open your vision to the big picture. When talking to co-workers from other
departments, develop an understanding of how the organization works. How does
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your contribution fit into the big picture? What do other departments need from
you to meet their goals?
TIPS for Internal Customers
1. Discuss your expectations with your service provider. Make sure your
expectations regarding timelines and quality levels are realistic. Ask your internal
service provider what you must provide so they can meet your needs. Ask what
their process is and understand what is involved in delivering your request on time
and meeting your quality standards.
2. Use effective time management practices. Once you understand your service
provider's process, develop your timeline for delivering the request. Certainly
'emergencies' happen, and service providers can be pressured to meet tight
deadlines.
However, customers who consistently expect providers to 'bend the rules' to meet
emergency deadlines strain their service providers and disrupt everyone's priorities.
Customers who operate in 'emergency' mode have a negative impact on the
workflow, and cheat others who have planned more realistically.
3. Provide all information needed to fill your request. In your original request,
include sufficient information to allow the provider to adequately estimate the time
and resources needed. Be prepared to provide additional information requested by
the provider.
4. Always be professional. Honour the provider's priorities, workflow, and
processes. Do not expect 'exceptions' to the rule, especially if poor planning has
created your urgency. If your work were delayed due to another customer's 'crisis',
how would it impact your goals?
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Internal Customer
Case Study One
Melvin and Gladys have been working on a project for the past three months. The
purpose of the project is to design a new service that will improve the efficiency of
weeding materials from the collections.
Melvin and Gladys meet every other week for two hours but keep up to date via
email and phone calls between meetings. Both complete tasks for the project
between meetings. So far they have divided up the responsibilities as they go.
Together and separately, this involves collecting and analysing data, talking to
other colleagues throughout the libraries, writing documents, planning, etc.
Gladys has noticed that Melvin has missed some agreed upon deadlines over the
past several weeks. Melvin needed to finish a specific component of the project so
that Gladys could add some material to it.
This delay could end up moving the project completion date back. When Gladys
asked Melvin about this over the telephone Melvin’s answer was vague.
Gladys chalked it up to Melvin’s schedule, knowing that several deadlines for other
activities were looming, so she did not push the issue. Melvin hangs up the phone
thinking, ‘here we go again, command and control.’
Yesterday a library colleague called Gladys to discuss some news that just surfaced
via email.
Melvin had sent out a message detailing a decision that affects the project. This
was done without Gladys’ knowledge or input.
Gladys is feeling frustrated and has decided to talk about the situation at Melvin
and Gladys’ next meeting coming up in two days.
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Individually or in Groups
Complete the following questions, based on the case study above.

Case Study One
What are the communication issues in this case study?

Who is contributing to the issues and in what way did he/she do this?

What strategies will improve the communication process in this situation?
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What are the qualities and skills that support good communication between
internal customers?
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Internal Customer
Case Study Two
The Widget Authority Resource Team was formed two months ago to develop a plan
to move widgets. Members of the team are Evan, Carrie, Todd, Amy, Jeff, Ericka,
and Samantha. The team unanimously agreed that Todd should be the team leader.
At their team meeting on 4th March Carrie begins the meeting by reviewing the
agenda and the ground rules. Samantha and Ericka arrive ten minutes late and
continue a side conversation that they were having as they walked into the room.
The team stops and waits for them to get settled.
The next agenda item is a report from Amy about an assignment she agreed to do at
the last meeting. Amy has asked for ten minutes. Amy’s assignment was to gather
information from other libraries on how they move widgets.
Amy begins her report by listing the institutions that sent her information.
Samantha interrupts Amy and states that there are some obvious omissions from
the list.
Before Carrie can suggest that the items be listed on the flip chart for further
discussion Amy replies that she only volunteered to do this because no one would
speak up and she hates it when there is silence at the meeting.
If Samantha could do a better job she is welcome to take over Amy says as she
tosses her pen down on the table.
A heavy silence settles over the room. Evan suggests that the group go back to the
minutes of the previous meeting to review what was agreed to by the team for this
assignment.
The meeting continues……the group gets back on track but it’s clear that there are
some issues bubbling between Amy and Samantha. This was not the first time this
had happened in one of their meetings.
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Individually or in Groups
Complete the following questions, based on the case study above.

Case Study Two
What are the communication issues in this case study?

Who is contributing to the issues and in what way did he/she do this?

What strategies will improve the communication process in this situation?
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What are the qualities and skills that support good communication between
internal customers?
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Case Study Three: Walk-in Customer
A customer walks into TIA office and talks to the Receptionist needing help about
TIA funding instruments. The receptionist is unable to provide all the help and calls
someone from line of business to come to the reception to assist.
Line of business response, please tell that person they are not allowed to just walk
in and out they must set up an appointment. The receptionist calls for another
person to help, the person responds “Ijooh sana, we are busy, they must come
again”.

Group Discussion
What image are the employees creating about TIA?
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Active Listening
A Good Listener:
o

Makes friendly eye contact

o

Pays attention to the words, expressions, and body language of the
speaker

o

Uses positive body language to express your continued concentration

o

Uses verbal phrases such as "I see" or "Go on" to encourage dialogue

o

Does not interrupt, permitting speaker to hold the floor

o

Asks brief questions and paraphrases speaker's statements to test for
understanding

o

Puts aside other work to give the person your complete attention

o

Treats each question or situation like it is the first time you have
heard it

o

Summarizes the discussion to bring the conversation to closure

When it’s important to use Active Listening Skills:
•

To avoid the tendency to evaluate

•

To check your listening for accuracy

•

To avoid making assumptions

•

To understand the other person’s point of view

•

To get the other person to be more specific

•

To clarify the message

Internal Customers
Active listening involves the exchange of information between the transmitter
(speaker) and the receiver (listener). This exchange is continued until the receiver
has "heard" the message.
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Elements of Active Listening

Paraphrasing: the receiver restates the message in his/her own words
Examples: “Let me see if I understand, you mean ……”
“It sounds like you mean ……”

Clarifying: the receiver seeks understanding by asking for clarity
Examples: “What do you mean by ……?”
“Could you explain in more detail what you are saying …..”
“I’m not sure I understand.”

Probing: the receiver obtains more information by asking open and closed
questions
Examples: “Would you tell me more about ……?
“Would you be more specific about ….?”
“Do you mean that ….?”
“Are you saying that ….?”

Verifying: the receiver uses a paraphrasing statement and a question to check for
understanding
Examples: “It sounds like you mean ….. Is this correct?”
“Let me make sure I have this correct ….. Is this right?”

Summarizing: the receiver briefly states the main points of the dialogue or
exchange
Examples: “This is what I understand you are saying ……[fill in the key points]
“To me these are the key points of your comments….”
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Active Listening Activity
Internal Customers
In your groups, identify two individuals, one the customer the other the internal
staff member. Allow them to discuss the request from the customer for a product or
service and observe them, using the following checklist.
Directions: Use this checklist when you are observing the discussion between the
transmitter (speaker) and the receiver (listener).
The observer will focus on the receiver and check off those behaviours that you see
or hear the receiver doing.
Speaker:
Listener:
Observer:
MAINTAINING INTEREST
Maintain eye contact
Makes attentive comments
Gives full attention
Uses positive non-verbal cues
LISTENING
Does not interrupt
Paraphrases
Clarifies
Probes
Verifies
Summarizes

OBSERVERVATIONS
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Learner’s Personal Plan
1. Identify two to three key learning areas for you today
•

•

•

•

•

•

2. What action steps will you take to incorporate your learning into your work
with internal customers?
•

•

•

•

•

•
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3. What support do you need to do this and who will you turn to for this
support?
•

•

•

•

•

•
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SO1 AC4

The Role of Individual Team Members
Here are THREE TIPS for achieving legendary internal customer service by
weakening the tendency to build territorial walls:
1. Create forums to share information. Do this as much as your position in your
organization permits. The more employees know about the goals of the company,
and how each department contributes to accomplishing those goals, the less likely
they are to feel a need to "protect" themselves and their jobs by building walls
around their "turf."
One way a football striker enables his team to execute successful plays is by
making sure every player understands what his team-mates are doing in the play.
Members of a football team do not advance the ball by keeping their plans secret
from one another. Colleagues in a company do not advance their plans by
withholding information or assistance from one another.
You might think that marketing and accounts receivable can execute flawless plays
independent of one another, but they can't. Accounts receivable depends on
marketing to help create a market for the company's product or service, and
marketing depends on accounts receivable to collect the money that will pay
marketing and fund their budget.
More Tips for Internal Customer Service
Forums for sharing information can be as grand as a company-wide assembly or as
modest as a chat in the hall. A shared lunch between two departments would
qualify, as would e-mails and memos outlining what a particular department is
doing and why.
2. Practice proactive information-sharing. Don't wait for colleagues to ask for
information they need to do their jobs. Offer it to them. Offer it before they need it.
In fact, offer it before they know they need it. Think of ways that your
information/statistics/data can help others in your organization and tell them so
that they can be part of this great plan.
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If part of your job description already involves preparing information for others, do
it as though you are delivering a product to a customer. Most will appreciate your
interest and openness, recognize your keen insight, and eventually repay you by
knocking down their own walls.
3. Create, or contribute to, an environment in which status is accorded to
those who share freely and don't build walls. Most people who build territorial
walls do it to protect their turf from encroachment by others in the company. They
fear that if others have what they have--including information--those others will
make them obsolete. Make that fear groundless by rewarding employees and
colleagues who do not protect their turf, but instead work to fulfil the goals of the
company.
Reward behaviours--via compliments, pats on the back, commendations at
meetings, lunch, bonuses, letters of congratulation, etc.--that lead to open
information-sharing. Make it clear that territorial behaviour sabotages the efforts of
the company, while treating colleagues like valued customers contributes to the
company's success.
SO1 AC4

Why Most People Will Never Reach Their Goals!
By Carole Nicolaides
Customer service is the foundation on which businesses are created. Unless you
understand your customers and treat them with respect, you will go out of
business.
That is a well-known fact. However, too often leaders fail to see that creating high
quality products or delivering excellent services is dependent on people, not
corporations.
Individuals within your firm must be treated well and managers must be instilled
with a caring attitude toward others for your business to function at its maximum
potential. How can we expect our people to give customers good service if they are
not given that from us – their leaders?
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Superior internal customer service has a far-reaching arm. It extends to morale,
productivity, profitability, external customer service, and every other area of your
business. Those who receive excellent internal customer service exhibit pride are
quick to voluntarily help others, and to identify and head of problems.
I have seen this phenomenon work every type of business imaginable. Companies
that create a collaborative environment have a drastic reduction in employee and
external customer service issues. Companies that suffer in internal customer
service usually face more challenges.
Consider this real-life tale. A friend’s husband works for a corporation that recently
merged with a former competitor.
The previous organization continually took a proactive role in internal customer
service, offering bonuses, recognition, surprises, support and a variety of other
“perks” to employees. Sick days were taken only when needed, employees were
pleased to wear clothing adorned with the company’s logo, they constantly
volunteered to assist co-workers and proudly offered external customers their full
attention when problem solving.
However, shortly after the merger, the new organization abruptly ended all of these
internal customer service programs. Employee attitudes have drastically changed
for the worse. Sick days are taken whenever employees would like to have an
additional day off.

The overall outlook of team members now is that there is no team. They have
reverted to the stone-age viewpoint of the company vs. the employee.
So what can you – as a progressive leader - take from the above example? Below
are few tips that can help you out on building excellent relationships with your
employees and making sure that they will want to give all they can.
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1. Consider your employees as your customers. Too often employers forget this.
Without them you are not going to succeed. This is your first step: to acknowledge
them as the most valuable members of the team.
2. Be available and present for them. You would always make yourself available to
your clients… do the same for your employees. They need to know that you are
there for them, and that everyone is playing on one team.
3. Be willing to share the company’s goodies. Does your office purchase holiday
gifts? Purchase additional items for your employees. If you – as a manger – receive
a gift from a vendor, share it with your team. It is not the actual item that has so
much value but your willingness to treat your internal customers with kindness
and respect.
4. Exceed your employees’ expectations. You can create great relationships if you
focus on this. Do more for them than it is expected. Take them out for dinner or
lunch once a month just as a gesture of team spirit. Offer unexpected theatre
tickets or restaurant gift certificates for those who have few or no sick days within a
period of time. Host a company “play day” at a local park. The possibilities are wide
open… the results are long-lasting.
5. Communicate the company’s direction. Keeping employees informed offers them
a feeling of empowerment. It cements the fact that they ARE part of the team. It also
helps with aligning individual goals with those of the organization. Take time to
provide detailed information about the business’s future and your internal
customer’s place in it.
6. Follow-up and ask for their feedback. Just as you ask for feedback from and
follow up with your external customers, be sure implement open communications
between you and your team. When you involve employees in the daily activities of
the organization, they participate more, volunteer more and they take ownership
more quickly.
7. Say thank you. Can you imagine a transaction that takes place with an external
customer where ‘thank you’ is never said? You simply wouldn’t tolerate that for
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long. The same applies to internal customers. When a project is finished… when a
report is completed… at every opportunity, say thank you.
While internal customer service programs may take additional time and money, the
company-wide results will far surpass the expenses. You will soon find yourself
surrounded by those who are willing – and, yes, even excited – to work for your
firm.

Case Study Four: Customer Complaint – Delayed Payment
A customer calls line of business to complain that they have not been paid for
services rendered or for project milestones achieved.
Response from TIA to customer:
“You have no idea how long I have been trying to talk to people at Supply Chain and
Finance. They have been taking me from one end to another. In confidence, those
people are lazy, I don’t know why they even get paid a salary at TIA. Where do HR
get these people”.

Group Discussion
In your groups discuss this case considering the following:
Internal customer service centricity
External customer service centricity
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SO1 AC5

The Chain of Customer Service
The Service-Profit Chain is a theory and business model evolved by a group of
researchers from Harvard University. In their book The Service Profit Chain – How
Leading Companies Link Profit and Growth To Loyalty, Satisfaction and Value they
prove the direct link between superior service experiences and customer loyalty to
financial performance (profit and growth). By linking employee engagement to
profitability, human resources has strategic imperative to impact the financial
results of an organization.
Of course as with almost any concept, the path human resources must take to
create the ideal conditions for employees to create great customer experiences is
sometimes challenging. However, we often make the path more complicated than it
has to be.
Focusing on the customer is of course an important part of a successful business
model, but so is a focus on the employee. There is a clear connection between
employee engagement and company profits; and it’s time company leaders realize
this. The Service Profit Chain is one of the simplest ways to significantly impact
profits and build a successful business.
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Specific Outcome 2: AC 1-5
Providing Customer Satisfaction

“Satisfying the customer is a race without finish”
Vernon Zelmer
SO2 AC1

Customer Satisfaction – a Critical Component of Profitability
Exceptional customer service results in greater customer retention, which in turn
results in higher profitability. Customer loyalty is a major contributor to
sustainable profit growth. To achieve success, you must make superior service
second nature of your organization.
A seamless integration of all components in the service-profit chain – employee
satisfaction, value creation, customer satisfaction, customer loyalty, and profit and
growth – links all the critical dynamics of top customer service.
Sadly, mature companies often forget or forsake the thing that made them
successful in the first place: a customer-centric business model. They lose focus on
the customer and start focusing on the bottom line and quarterly results. They look
for ways to cut costs or increase revenues, often at the expense of the customer.
They forget that satisfying customer needs and continuous value innovation is the
only path to sustainable growth. This creates opportunities for new, smaller
companies to emulate and improve upon what made their bigger competitors
successful in the first place and steal their customers.
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SO2 AC2

Customer Expectations
Customer is defined as anyone who receives that which is produced by the
individual or organization that has value. Customer expectations are continuously
increasing. Brand loyalty is a thing of the past. Customers seek out products and
producers that are best able to satisfy their requirements.
A product does not need to be rated highest by customers on all dimensions, only
on those they think are important.

Kaizen
Kaizen means "improvement". Kaizen strategy calls for never-ending efforts for
improvement involving everyone in the organization. Kaizen Mindset is Kaizen's
Starting Point. It sets the right mindset and business environment in a
Continuous Improvement Firm (CIF).

Kaizen Mindset
•

Everything can and should be improved. (Some Japanese managers go as far
as to say to their subordinates, "Regard whatever you do now as the 'worst'
way to do your job.")

•

Not a single day should go by without some kind of improvement being made
somewhere in the company.

•

Don't just criticize, suggest an improvement.

•

Think beyond common sense. Challenge assumptions. Even if something is
working, try to find the ways to make it work even better. Ask searching
questions.

•

Customer-driven strategy for improvement – any management activity should
eventually lead to increased customer satisfaction.

•

Imagine the ideal customer experience and strive to provide it.

•

Quality first, not profit first – an enterprise can prosper only if customers
who purchase its products or services are satisfied.
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•

Recognize that any corporation has problems and establish a corporate
culture where everyone can freely admit these problems and suggest
improvement.

•

Think of how to improve it instead of why it can't be improved.

•

See problem solving as cross-functional collaborative and systemic approach.

•

Emphasis on process – establish a way of thinking oriented at improving
processes, and a management system that supports and acknowledges
people's process-oriented efforts for improvement.

•

Start with scarcity. It's hard to see the need for Kaizen when resources are
plentiful.

•

When there is a worker or supplier performance problem, don't replace them.
Keep them and help them improve instead.
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Activity - On Your Own
Write your company’s customer Service Policy down in the space provided. Then
use the next space to add your input to it to make it stronger and more acceptable
to customers. Please be cognisant of the fact that you must be able to deliver what
you promise.
My company’s customer service policy
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My improved customer service policy
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Defining Customer Needs
SO2 AC3

It is easy to make assumptions about what customers want and need. Interviewing
customers provides the team with up-to-date information on customer priorities,
clarifies likes/dislikes, and identifies emerging opportunities.

Keys to success:
•

Always talk directly to the customers – never assume you know their needs

•

Prioritize customer needs above internal needs

•

Be specific, and clearly state the desired customer outcomes

•

Communicate customer needs to all employees

Frequent mistakes made:
Team prioritizes internal needs rather than customer needs
The biggest mistake made by teams who do not interview their customers is to
focus on internal needs rather than customer needs.
Example: An office service group for small business owners decides to improve work
efficiency; so they fire their dedicated word processing specialist and hire an
individual who will do administrative work as well as word processing.
Customers are irate because they want a dedicated person to handle their word
processing needs. The office staff decision has made their workplace more efficient
but lost customers in the process!
Team fails to update assumptions about customer needs
Customer needs change. Without talking to them, we live in the past and don’t
discover these emerging needs. Team members say, "But we talk to our customers
all the time." Yes, but the conversations are about immediate needs and services
rather than inquiries about level of satisfaction and emerging needs.
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Example: A state agency wants to improve the quality of a report that they produce
for the legislature. But after interviewing customers, they discover that the
legislature no longer wants this report!
Customer data helps teams discover new opportunities, verify the extent of a
problem, better understand how products and services are used, prevent problems
that impact the customer, and prioritize the work of the team.
Multiple customers have conflicting and competing needs
Individuals in an organization serve different customers. The needs of these
customers are sometimes in conflict. When this happens, internal departments
compete with one another to meet the needs of their diverse customers.
Interviewing customers will help the team look at the total picture and determine
which priorities meet the needs of all their customers.

Understand What Motivates People
"You have to find out how to press the "hot buttons" that turn consumers on, and
this reality means gaining an understanding of what motivates them in real-life
situations." To turn people on, you must, first, find out what they really want, and
then, show them how to get it.

Understand the Dynamics of Customer Needs
Understanding customer needs will help you define new market opportunities and
drive innovation and revenue growth in every aspect of your organization. In the
new rapidly changing economy, however, customer predictability is dead.
"Whatever a customer wants today may not be what he or she wants tomorrow. Or
he or she may want more of it. If you're offering low prices, customers want those
prices slashed further. If you're offering state-of-the art products, they want them
newer still.

P a g e | 57

In meeting ever-increasing customer demands for lower, faster, better, and newer,
companies are driving themselves and their competitors to the brink." You can't
predict the future, but by establishing effective change management practices you
can be ready for whatever it brings.
Do Continuous Customer Research
If you want to develop a new product or service, exploratory market and customer
research should be an essential and continuous component of the process.
It provides the foundation and platform for effective idea generation and creativity
management. "It describes customer or consumer needs, wants, gripes, complaints,
and problems that each have about the performance of a certain activity, function,
process, life event, or product.
This research, prior to idea generation, provides the basis for setting up a problemsolving mind-set towards idea generation."
To explore customer needs and wants, examine external market and competitive
trends, ascertain potential needs, and wants of each customer segment and
character type, identify problems that customer cites, observe people to discover
their unrealized needs.
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How To Crown Your Customer
Issued by: SALESGURU Publishing

Do you want to secure long-term and
profitable relationships with your
current prospects?
Do you want to protect your customers
from the competition?
Then it's time you started crowning your
customers. Here's how...

We've heard it a thousand times over ‘The customer is King'. But what does
that phrase mean, really?
For many sales organisations it means
treating the customer how YOU think a
King should be treated.
But that doesn't necessarily mean you are treating the King (or the Queen) how he
(or she) wants to be treated.
The ultimate secret to wowing customers is NOT to give them the ‘canned' King
approach but to appreciate their differences and focus on meeting their needs and
wants, effectively CROWNING by making them feel like Number One.
1. Give them the Royal Treatment
Ever heard of anyone saying ‘no' to a King? It just doesn't happen. Even when the
circumstances appear impossible. In sales terms, the Royal Treatment probably
means throwing ‘policy' out of the window and giving the customer what they want.
Think: no limits. Offering a discount or a special delivery date or delayed payment...
these are only gimmicks in the grand scheme of things when you are specifically
focused on giving your customers an end-to-end red-carpet experience. And those
gimmicks shouldn't be the things the customer remembers.
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Here are the facts:
•

The customer probably isn't initially as excited by you as you would hope
they are, no matter who you represent or how brilliant you think your
offering is. That can change completely however when they realise you are in
it to help them succeed. Like the trusted advisor, you move close to the righthand side of the throne once you achieve that.

•

‘Policy' has nothing to do with it. ‘The way we do things here' is fine if you
want to have an arms-length relationship and the occasional sale, but if you
want that relationship, focus more on what they need rather than what your
boxed offering is.

2. Make it about their story
A great story can be a powerful way to demonstrate your past success, your
inherent values or your determination to help customers succeed. But stories about
you are never going to be the ones that shape the relationship. The traction
necessary to win business comes when the story goes from being yours, to being
theirs.
So, ask questions like this:
•

What are the biggest challenges you are facing?

•

What bugs you about your daily job that you would just like to make easier?

•

What goal would you feel most comfortable if you were to achieve?

•

How do we shoot the lights out here?

•

What would move us from trusted supplier to ‘Wow' partner?

•

What three things would top your wish list in your current business
environment?

•

Which opportunities are being left on the table because you can't take
advantage of them and how can we get you into a position to win some of
those?

You aren't guaranteed to win the business, but chances are you'll be giving the
customer a different conversation to the ones they typically have... and chances are
they will remember you for that.
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SO2 AC4

3. Don't diss the competition, just show them up
The King wants to be impressed, not bored with a bunch of whining. And the King
is bored with posturing because seriously now, who are you to speak about how
much better you are than everyone else when you are in the presence of a King?
If you understand the King's requirements completely and you are fully focused on
how your solution can help them achieve those... and on the unique properties of
your product which you, and only you, can provide, you are on the money.
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You see, if you are talking about relevant and exciting unique features, you don't
have to mention your competition. If they have been in to see the King already and
yet, the first time he is hearing about these great features is from you, the point is
made.
4. It’s always your problem to fix
No matter the issue, it is yours to fix. Understand that, and commit to fixing
whatever it is, and you're on your way to the King's Court. In order to be the
salesperson that your customer calls on over and over again, take responsibility for
the deal in its entirety.
The challenge may be product related or there may be financial concerns that you
wouldn't normally deal with, but if you want to secure long-term customer loyalty,
you're going to have try your hat at problem-solving in all areas.
That means a free flow of communication between both parties, a willingness to
listen to the customer's concerns and a commitment to action. Go get ‘em!

5. Always add value
SO2 AC5

Another way of crowning your customer is to focus on improving their business
condition by helping them to solve a variety of problems, to achieve both their
personal and business objectives and to get critical work done.
There are three forms of value you can offer:
A. Core value: What you explicitly contract to do for your customer. If you don't
deliver on this, you're in big trouble because this is the absolute bare
minimum that is expected.
B. Surprise value: When you identify and solve problems that aren't part of your
contract. It's when, in the course of your work, you help your customer out
in unexpected ways that add value. Do this by learning their business at a
very intricate level - you achieve this over time - and looking for challenges
you can solve or help them solve.
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C. Personal value: When every customer you work with gains something
personal from the relationship. Do this by making business a pleasure - be
the salesperson who says YES, who always returns calls, who is constantly
aware of what is changing in the customer's business environment.
6. Don't just service them, go the extra mile
When you set aside your own interests and do something extra for your customer,
or when a customer thinks that you have helped them out in some extraordinary
way, then you're crowning your customer.
That may mean delaying your holiday for a day while you help a customer meet a
critical deadline, it may mean introducing them to other business partners that you
know can drive other business ventures.
But it can also be something a little more personal - getting their kid a job in sales,
as an example. Helping them out with their swing, anything that demonstrates the
high esteem in which you hold them and the importance you attribute to them...
and how much you like them and enjoy helping them too.

7. Let them trust you
To gain the confidence of the King is no small matter. If you are trusted and liked,
you are guaranteed protection and patronage for as long as the King rules. But how
do you show that you are a trustworthy person to do business with?
1. Give up spin control: Speak the truth - simply, plainly, without
embellishment.
2. Admit your limits: If you don't know something, say so.
3. Offer other approaches: If the only recommendation you ever have for a
customer is "me/us," then no customer can ever trust your recommendation.
4. Take an emotional risk: If you're feeling something, say it.
5. Show appreciation: Recognise your customers - the sky is the limit as to how
you do this.
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6. Give up control in a meeting: Simply help advance the best long-term
interest of the customer and the relationship. That shows your willingness to
collaborate, and your lowered sense of self-importance.
7. Put it into context: Don't approach sales, or negotiations, or even meetings,
as if they were stand-alone events. Link them to future sales, other
negotiations, future meetings. Doing so shows commitment to the customer.
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Case Study Five: No Response – Funding Application
Our application for funding for Iron Man - 7997/01 refers.
The application was submitted on 10 March 2019. Since then we have had several
communications with several different staff of the TIA to try and determine the
progress of our application. To date we have no answer as to the way forward from
the TIA.
Due to price escalation of especially steel and raw materials, the cost of the project
has increased with at least 25%. We hereby request that some urgency be given to
the completion of the evaluation of our project.

Group Discussion
In your groups discuss this case considering the following:
How to respond to an applicant after taking two years of non-activity in their
application.

How to retain the customer after taking two years only to reject the application.
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Specific Outcome 3: AC 1-3
Solving Problems Which May Lead To Customer
Dissatisfaction
TIME: 180 MINUTES

L
above.

ACTIVITY: SELF AND GROUP

ooking at the pyramid, you will find the attributions of how a typical
member of a car-wash operation views the hierarchy of customer
satisfaction. In obtaining and maintaining customer loyalty, the
organisation, and its employees, must adhere to the guidelines listed
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Group Activity
In your groups, use the space below and draw up a similar pyramid based on your
organisations’ customer loyalty attributes and how the employees in the
organisation maintain it through the standards set by your organisation.
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How to Solve Customer Problems
Five Step Problem-Solving Approach
People who are good at solving problems go about it systematically. They have a
way of placing the problem in context. They don't jump to conclusions. They
evaluate alternatives. A good way to become a systematic problem solver is to adopt
the following five-step problem-solving process:

1. Identify the problem. This is critical: you must try to solve the right problem.
Don't try to solve a problem the customer sees as low priority or unimportant.
Identify the right problem by asking the right questions and observing. You cannot
identify the customer's problems by presenting your products. What’s leading the
customer to feel there is a problem? Is it something specific or is it an intuitive
sense that things aren't as they should be? Can the customer define the problem?

2. Analyze the problem. How often does the problem occur? How severe is it? Are
there any special circumstances that are present when it occurs? What might be
the causes of the problem? Can you rule out any causes? How long has it been
going on? Has it gotten worse? How is the problem affecting other processes or
people?

3. Identify decision criteria. How will you and the customer make decisions when
it is time to decide? How will you weigh the criteria? Can you identify independent
standards that can be used?

4. Develop multiple solutions. Don't stop at the first solution that you or others
identify. It may be good, but much better ones may exist. Evaluate alternative
scenarios. As objectively as possible, assess the pros and cons of each.
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5. Choose the optimal solution. Use the criteria you developed in the third step of
this problem-solving process to choose the best solution. Develop a base of support
that will ensure you can implement the solution. Prepare for contingencies.

When you solve problems systematically, you save time, achieve better solutions,
and increase your credibility with the customer and the perceived value of what
you've done. If you can solve problems the customer is facing more expeditiously
than someone else, the customer will appreciate the time saved.
Problem solving involves some considerations beyond those addressed by the fivestep process. Once you have the problem identified, you can sometimes rely on a
known solution or a combination of known solutions. At other times, no ready
solution is apparent. In this case, you may need to do a business case analysis to
determine if it will be profitable for your company to develop a solution.

Nine times out of 10, a customer problem starts with a simple issue that can be
solved in a matter of minutes. These issues can make the difference between onetime customers and loyal patrons. Front-line employees typically encounter and
discover customer problems and should therefore be equipped and enabled to
instantly resolve them.

This is what is called "make-it-right power." It makes the front-line experience run
more smoothly and efficiently for both customers and front-line employees. To
incorporate this into your company, you need to engage front-line employees to
ensure it is valuable and effective.

Here are some ways to give front-line employees make-it-right power:
• Spend some time with the front-line employees to understand how they currently
solve customers’ problems.
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• Find out from the employees what would make it easier for them solve these
problems.
• Record this gathered knowledge into a best practices document.
• Establish make-it-right authority for every employee in the organisation.
• Define a policy and procedure around how to administer make-it-right power.
• Provide the necessary training.

Once a front-line employee has make-it-right power, he or she will be able to solve
customers’ problems quickly and efficiently. This is a simple step that will improve
customer loyalty and improve your company’s bottom line.
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In your Groups
SO3 AC1

Identify three of the most common customer problems experienced by employees in
your organisation and list them individually. Then discuss with the rest of your
group what the best way is of solving them.

CUSTOMER PROBLEM

BEST SOLUTION
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Problem-solving Techniques
SO3 AC2

Of the most used and most recognised problem-solving techniques is called the 8D
technique, widely used throughout the world and by major international
companies. Although this may be very in-depth and timeous to complete of very
small problems, it does assist in getting to the root of the problem and finding an
efficient, permanent solution thereto. It requires input from a team of people and
therefore is more than just a “quick-fix”, but rather a permanent solution to
problems ranging from the smallest one to the large situations.
Description
The 8D Problem Solving (Eight Disciplines) approach can be used to identify,
correct, and eliminate the recurrence of quality problems. 8D is a problem-solving
methodology for product and process improvement. It is structured into eight
disciplines, emphasizing team synergy. The team as a whole is believed to be better
and smarter than the quality sum of the individuals.
Origin of the Eight Disciplines concept
History
The U.S. Government first used an 8D-like process during the Second World War,
referring to it as Military Standard 1520 (Corrective action and disposition system
for nonconforming material). Ford Motor Company first documented the 8D method
in 1987 in a course manual entitled "Team Oriented Problem Solving". This course
was written at the request of senior management of the Power Train organization of
the automaker, which was facing growing frustration at the same problems that
were recurring year after year.
Usage of the Eight Disciplines Problem solving approach
Applications
•

Major non-conformances

•

Customer complaints
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•

Reoccurring issues

•

Team approach needed

Steps in 8D Problem Solving Process
D0. Prepare and Create Awareness. First, you need to prepare for 8D. Not every
problem warrants/requires an 8D. Also, 8D is a fact-based problem-solving process
involving some specialized skills and a culture that favours continuous
improvement. There may be some education and training required before 8D will
work effectively in an organization.

D1. Establish the Team. Assemble a cross-functional team (with an effective team
leader) that has the knowledge, time, authority and skill to solve the problem and
implement corrective actions. And set the structure, goals, roles, procedures and
relationships to establish an effective team.

D2. Describe the Problem. Define the problem in measurable terms. Specify the
internal or external customer problem by describing it in specific, quantifiable
terms: Who, What, When, Where, Why, How, How many (5W2H Analysis).

D3. Implement and Verify Interim Containment Actions. (Temporary fixes)
Define and implement those intermediate actions that will protect any customer
from the problem until permanent corrective action is implemented. Verify the
effectiveness of the containment actions with data.

D4. Identify and Verify Root Causes. Identify all potential causes that could
explain why the problem occurred (Cause and Effect Diagram)
Test each potential cause against the problem description and data. Identify
alternative corrective actions to eliminate root cause.
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Note that two parallel types of root causes exist: a Root Cause of Event (the system
that allowed for the event to occur), and a Root Cause of Escape / Escape Point
(the system that allowed for the event to escape without detection).
D5. Choose and Verify Corrective Actions.
Confirm that the selected corrective actions will resolve the problem for the
customer and will not cause undesirable side effects. Define contingency actions, if
necessary, based on the potential severity of the side effects.
D6. Implement and Validate Permanent Corrective Actions.
Choose ongoing controls to ensure the root cause is eliminated. Once in
production, monitor the long-term effects and implement additional controls and
contingency actions as necessary.
D7. Prevent Recurrence.
Identify and implement steps that need to be taken to prevent the same or a similar
problem from occurring in the future: modify specifications, update training, review
workflow, and improve management systems, operating systems, practices and
procedures.

D8. Congratulate the Team.
Recognize the collective efforts of your team. Publicize your achievement. Share
your knowledge and learning throughout the organization.
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Problem Solving Methods
When faced with a seemingly insolvable problem, bring in someone who knows
nothing about it for a new perspective.
This works! Since our business is technical in nature, there are times when the
technology seems to leave us hanging with no easy solution.

However, when we go to a person who hasn’t spent the last hour “brain-damaging”
over how to solve the issue, they often see it more clearly and present something
obvious that we had overlooked.

When you are afraid to tell your customer about a human error, do it anyway
with honesty and integrity. People can be more understanding than you expect
and we’ve all made mistakes. Being straightforward and honest is typically greatly
appreciated. Once you’ve admitted the mistake, set about solving it with everything
you’ve got.

Go “over the top” with your solution and your make good.
Once you’ve determined how to solve the problem, get on it and make it good.
Apologize and make pushing forward with a solution your top priority. Your
customer will appreciate it. Once the solution has been implemented, send a “thank
you for your patience” note so that your client knows how much you appreciate
them.

Figure out the “root cause” of the problem and solve it. It’s the only way you
can truly reassure your customer that the same mistake won’t happen again. I
know that at the studio, we are frequently complimented for our “aggressive
approach” to solving issues.
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Don’t apologize over and over - make the first apology meaningful.
There is such a thing as too much apologizing and it can make people feel
uncomfortable. Once you’ve solved the issue and everyone’s moved on, learn from it
and let it go.

Come up with three solutions to every seemingly unsolvable problem before
you act.
This encourages brainstorming and reaching the “best solution” not just the “first
solution.”

Have fun with it - once it’s over.
Laughing at yourself - once the problem is solved - can be a serious stress reliever.
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In your groups
SO3 AC3

Identify three of the most consistent problems that employees in your organisation
are faced with, when dealing with customer complaints, and list them below. Then
role-play each one of the situations in your groups and do an analysis on each of
them, as per the “8D” method.
Then try and solve the situation with the chosen method and compare the two
outcomes to each other. Once you have completed both methods on all three of the
situations, give feedback to the class on your findings.
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Case Study Six: Reason for rejecting an application
An applicant submitted they are funding application on TIA investment
management system which was referred for assessment. The funding application
assessment outcomes were not favourable to the applicant as their application was
rejected for the following reason: “Your application lacks technology innovation”.

Group Discussion
Is the reason provided understood by the applicant or should it be understood by
the applicant?

What is wrong with the reason communicated to the applicant?

How best could the reason be communicated to the applicant?
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Specific Outcome 4: AC1-4
Appropriate Behaviour When Interacting With Customers
TIME: 180 MINUTES

ACTIVITY: SELF AND GROUP

Benefits of effective customer service
SO4 AC1-4

The central aim of effective customer service and call-centres is retaining
customers, but when an organization gets this right the acquisition of new
customers - and so many other things - automatically becomes much easier too.
Retaining customers - enabled by excellent customer service - produces many
positive benefits for the organization aside from the obvious revenue and profit
results:
•

Retaining customers through effective customer service enables easier
growth, indirectly and directly, for example by sustaining healthier volumes
and margins, and by business expansion from word-of-mouth referrals.

•

High levels of customer retention via effective customer service also improves
staff morale and motivation. No-one enjoys working for an organization that
feels like a sinking ship, or where stressful arguments or pressures prevail.
When customers are happy, all the staff are happier too - and more
productive.

•

Improved staff morale and motivation resulting from reducing customer
attrition also positively benefits staff retention and turnover, recruitment
quality and costs, stress, grievance, discipline, and counselling pressures.

•

Reduced customer attrition and upset naturally reduces litigation and legal
problems, from customers or fair-trading laws.

•

Retaining customers also enables the whole organization - especially middlemanagers - to focus more on proactive opportunities (growth, innovation,
development, etc) rather than reactive firefighting, crisis management, failure
analysis, and the negative high pressures to win replacement business.

•

Having a culture of delighting and retaining customers fuels positive
publicity and reputation in the media, and increasingly on the web in blogs
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and forums, etc. The converse applies of course, when nowadays just one
disgruntled customer and a reasonable network of web friends can cause a
significant public relations headache.

For these and other reasons the cost difference and relative impacts on
organizations between gaining and retaining customers can be staggering. A useful
analogy is that only a fool tries to fill a bucket of water when the bucket has lots of
holes.
Better to fix the holes and stop the leaks before you try to fill the bucket. Especially
consider the actual cost of retaining customers when all that many customers
require is not to be upset.

While the trend is apparently for more people to complain (mobile phones and the
internet make it easier to do so, and people are less tolerant than they used to be)
this does not necessarily mean that customers are more likely to migrate to
competitors.
In fact these days’ time pressures and the 'hassle factor' combine to create huge
inertia in people's decision-making, which means although they might complain
more, they have less inclination to actually change suppliers because of the time
and inconvenience of doing so.
There are arguably some exceptions in fast-changing sectors, but largely inertia
tends to make it more likely for customers to stay than go. People behave like
organizations, when the true costs of change in time and hassle are recognised
often to be greater than the savings that the change will achieve.
Consequently most people prefer not to change suppliers - they have better things
to do with their time - which mean that retaining customers should actually be easy
- if only organizations would attend to the basic customer service principles and
keep customers happy. In short, customers largely don't usually leave unless they
are upset enough to do so.
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Contrast the cost of achieving happy customers - virtually zero aside from normal
customer service and operating overheads required to run a business - with the
costs of marketing, advertising, selling, sales training, sales management, creditcontrol and account set-up, that necessarily arise in the acquisition of new
customers.
Consider also that the main factor in keeping a customer - even if the situation
appears irretrievable - often comes down to a simple apology or update - just by
keeping someone informed and avoiding upset - and compare this with the huge
costs of acquiring a new customer.
It is then easy to see that the costs of gaining a customer can be five, ten, a
hundred or a thousand times greater than retaining a customer.
And yet from the customers' view many organizations seem unaware or dismissive
of the need to prioritise great customer service above many other perhaps more
exciting or fashionable initiatives - typically related to sales, marketing, advertising,
technology, the web, etc.
These high-profile customer acquisition activities, plus systems, policies,
procedures, training, etc., all play a major role in running a high-quality
organization, but the glue which holds it all together for the customer - and often
the only thing that really matters to the customer, is the quality of customer
service that the customer feels and experiences.
Within customer service there are many elements which must be organized to make
effective customer service happen properly - pricing strategy is important of course
- but the crucial constant factor is the human element - how people are treated and
communicated with.
Because simply, customers are people, and people tend to behave like people and
respond to people - they do not behave like computers, and they do not respond like
machines.
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Policies, systems, technology all enable customer service, but none of these
determines effective customer service. Only people - your employees - can do this,
particularly when serious problems arise which by their nature must be escalated
to a 'real person'.
People - your employees - also (if encouraged and enabled) perform another critical
customer service function - that of giving feedback and suggestions to improve
customer service systems, policies, processes, technology, etc.
Often policies and technology are dreamt up by managers or consultants working
away from the actual day-to-day customer-facing activity.
Feedback and recommendations from customer service staff - and customers too are vital in refining and improving the systems and policies within which the
function is operating.
So again, people - your employees - are the most crucial in shaping effective
customer services capabilities. Ignorance and avoidance of these factors is a
problem, but also a big opportunity. Where customer service is neglected and
ignored the function is powerful lever waiting to be pulled.
Improving customer service - especially empowering and listening to customer
service staff - offers many organizations a bigger return on investment than any
other initiative. Customer service is generally the critical factor in determining
whether a customer buys and is retained, which is ultimately what the organization
exists to do - to serve and retain customers.
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In your Groups
You are required to work as a group and identify the various methods used by
organisations to handle and deal with customer complaints.

Firstly, you need to identify three different organisational procedures for handling
customer complaints.

Secondly, you need to role-play the three most frequent customer complaints as
you have identified earlier in this manual.

Thirdly, you need to write your own policy on how to deal with customer
complaints, using the findings that you and your groups has derived from this
activity.
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You are now ready to go through a check list. Be honest with yourself.
Tick the box with either a √ or an X to indicate your response.

□ I am able to explain the relationship between business and the customer
□ I am able to provide customer satisfaction
□ I am able to solve problems that may lead to customer dissatisfaction
□ I am able to display appropriate behaviour when interacting with customers

You must think about any point you could not tick. Write this down as a goal.
Decide on a plan of action to achieve these goals. Regularly review these goals.

My Goals and Planning:
_____________________________________________________________________
_____________________________________________________________________
_____________________________________________________________________
_____________________________________________________________________
_____________________________________________________________________
_____________________________________________________________________
_____________________________________________________________________
_____________________________________________________________________
________________
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Monitor The Level Of Service To A Range Of
Customers
US ID: 242829

Good customer service is important, because customers are turning their backs on
businesses that do not deliver value, and great customer service adds value!
Customer satisfaction starts within your organisation! If your relationships with
and service to your internal clients are not to the same standards of excellence
required when you serve external customers, sooner or later the ripple effect will
reach your external customers.

“Clients do not come first. Employees come first. If you
take care of your employees, they will take care of the
clients.”
― Richard Branson
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Specific Outcome 1: AC 1-2
Identify Internal And External Customers, Where Applicable
TIME: 120 MINUTES

ACTIVITY: SELF AND GROUP
SO1-AC1

Supply Chain Explained

M

any people deal with customers WITHIN their own companies. Internal
customers are those people and employees who might use your services
and products, who reside in the same company. For example the

computer department and human resources department serve internal needs.
Customer service is a major focus of many successful companies. And many of
those companies have determined that making employees happy leads to legendary
customer service. In apparent defiance of accepted wisdom, some customer-focused
companies even place employees in the top spot on their organisational charts.
Leaders in those companies share the philosophy of
"Employee satisfaction equals customer satisfaction at the company."
So how do you achieve employee satisfaction? Just as customer service leads to
customer satisfaction, internal customer service leads to employee satisfaction.
Internal customer service is the service we provide fellow employees and other
departments within our own organizations, as well as our suppliers and anyone
else with whom we work to get our jobs done.
It is what we do when a colleague asks us to provide him with information he needs
to analyze a product or service; it is what we say when someone from marketing
asks us to represent the company at an event.
Internal and external customers are anyone affected by the product or by the
process used to produce the product, in the context of quality management.
Internal customers may play the role as supplier, processer, and customer in the
sequence of product development.
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It is claimed that the organisation must understand and identify both internal and
external customers and their needs. The organisation must focus on its primary
task of satisfying the customer’s requirements and expectations.
If one department, individual or process within an organisation supplies another
such within the same organisation with goods, information or services then the
latter is described as the internal customer of the former. For example, a dispatch
department may be the internal customer of a packing department, which in turn
may be the internal customer of the manufacturing process.
Supply Chain
In both of these models, you will find customers, some are internal and others are
external customers. Both however require the same level of service from the
supplier thereof.
Let’s take a look at a sample supply chain in a restaurant:

RESTAURANT
KITCHEN
PREPARES AND
COOKS THE
FOODS

SUPPLIERS
DELIVER RAW
FOODS

SELLS AND
SERVES THE
FOOD
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Now let’s look at a sample of a sales office supply chain:

SALES
DEPARTMENT
PURCHASING
DEPARTMENT
IT DEPARTMENT
DESIGNS AND
DEVELOPS THE
WEBSITE

ENSURES
PRODUCT
AVAILABILITY

SELLS THE
PRODUCTS TO
THE PUBLIC
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SO1-AC2

Internal and External Customers
Now let’s take a closer look at the Supply Chain for ABC Enterprises:

HUMAN
RESOURCES
DEPARTMENT
APPOINTS
SALES STAFF

DELIVERY
DEPARTMENT

PURCHASING
DEPARTMENT

DELIVERS
GOODS

SOURCES
PRODUCTS

SALES TEAMS
SELLS THE
PRODUCTS

Looking at the diagram above, you will find that there are external customers who
purchase the goods sold from ABC Enterprises. But, taking a closer look, you will
find that there are internal customers as well. Take for example the Purchasing
Department and the Delivery Department; between them you have the Sales Team.
The Sales Team is an internal customer of the Purchasing Department because the
Sales Team cannot sell the products if the Purchasing Department is unable to
source the products for them. Therefore, the Sales Team is an internal customer of
the Purchasing Department. Likewise with the Delivery Department; without the
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Sales Team selling the goods, the delivery department cannon deliver goods, until
the Sales Team has sold them.
So also is the Sales Team an internal customer of the Human Resources
department; without the staff which the Human Resource department sources and
appoints, the sales team will not be able to function as there will not be sales staff.
On Your Own
In the diagram below, draw your organisations’ internal and external customers in
the sequence of the workflow within the organisation. Mention the actual
departments and clients (internal and external) in your diagram. Make sure to
explain how each interacts with another as a customer, internal or external.
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Specific Outcome 2: AC 1-3
Standards Of Customer Service Expected By The Organisation
TIME: 120 MINUTES

ACTIVITY: SELF AND GROUP
SO2-AC1

Key Performance Areas
Customer service is the most important factor of any organization. This is what will
speak about the overall look of the company. Only when the goals are mentioned
with the good definitions, good steps can be taken to progress towards them.
Measurements however should be taken in the right direction, and these
measurements are the KPIs.
Most of the time, one of the main key performance indicators taken into
consideration with the customer service organizations, is the number of calls that
answered during the first minute. No matter what the indicators are, all of them
should help with the goals of the company. They should not only be considered for
a long time, they should be measurable as well.
Goals could change, and it could also help achieve great heights for the company.
This would be done only with the right KPIs related to customer service. Important
metrics need to be tracked, as only then the problems can be sorted easily. When it
comes to customer service KPIs, it is a good idea to look at the ways that the service
is being offered.
The first thing that should be taken into consideration is the average cost that
would happen with each option of service being used. It could be via call centres,
email or some other services. A lot of companies will move the customer service
options to those that are less expensive. Every year all the definitions of the KPIs
should stay consistent.
Using the KPIs related to the customer service, the company should be able to
make a lot of profits. If there are any KPIs which talk about repeating same
customers, it will not be worth it. The idea is to serve new customers as well, and to
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get a great deal of benefits out of it. The indicators from the KPIs should definitely
be quantifiable.
If the customer service is improved based on the KPIs, there is sure to be an
increase in revenue, and there will be new sales. The staff which provides the
customer service must be evaluated, and they must be taken into consideration.
The overall level of their performance is very important to look at.
The outcome as well as process for improvement must be looked at closely after the
results of the indicators are taken into consideration. Even with customer service,
great focus must be there on the areas so that the company can excel. By looking at
this, there could be a great chance to make the face of the company better.
Though products and services should be served according to what they need, they
should be of proper quality. The company should also have a good knowledge of
customers, and the environment should be pleasing. There should be great
expertise with the product, and the responsiveness should also be good.
Being customer focused will be the highlight for any company, and if the indicators
are right then it would be all set to give the company revenue in great amounts.
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In Pairs
Identify three internal and two external customers in your organisation, as per your
diagram. Then identify 5 points for each of these under the Key Performance Indicators

Customers

Internal Customers

External Customers

Identified KPI’s
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SO2-AC2

Achieving and Maintaining Customer Service

We've all heard that the cost of acquiring one customer far out-weighs that of
maintain him/her. But we often become complacent when a customer chooses our
services over competitions.
This complacency could be as a result of corporate arrogance which suggests that
"our product is superior so they would come back anyway".
It could also be out of pure ignorance. If it is a monopoly, one could understand the
arrogance bit until a viable competition storms that market.
When a customer acquires our services, it is often as a result of trust and we must
prove to be trustworthy not only on the product level. We must begin to think and
act in ways that seek to literally buy that customer for ever. Although the first sale
may have been achieved, it is the maintaining of the customer who is often more
important in the long run.
Maintaining a customer takes some effort but more than anything else, it is an art
form. We may know the strong points of our service/product but the customer sees
them and feels them.
They must therefore be encouraged to articulate those points in terms that reveal
what more we could do about the services we offer. By that it is not meant causing
the customer to "blow our horn" although it wouldn't be out of place.
Maintaining a customer means that we must constantly interact in various forms
with them while delivering on what our products promise them. Maintaining the
customer also means putting together and executing a programme that makes
them a part of the product improvement team.
When we give them that natural sense of belonging, they become loyal to and have
confidence in us. At the maintenance stage of customer service, all programmes
and activities within the larger strategy must dove tail into one another.
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For instance, if a product is to be delivered, we should put in that notification call
to the customer that seeks to arrive at an agreement on date and time of delivery
etc. subsequently delivery must be as agreed. No less. Any laps between the two
stages must necessarily be basis for concern. Some customers could be
uncharacteristically silent when we don't deliver as promised.
And that silence must be broken. Not by them, but by us. We must explain why
and promise a better service next. Companies loose valuable customers on the
basis of timely delivery.
Customer maintenance activities increase repetitive sales. If they don't, then there
is a problem that requires us to take a close look again at our strategy and human
attitude especially of front line customer service workforce.
Keeping the relationship between customer and company going is a lifelong activity
and must be carefully handled. Good products have failed to make the grade in
terms of sales because of complacency and outright disregard for its sustainers:
The customer. Once confidence is lost, the business is gone. Stay customer
focused!
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Activity - In Your Groups
Divide into two groups within your group. One group is tasked with the
identification of current customer service measurements from the organisation.
This must be done by using your organisations’ KPI indicators as per the
organisational Policies and Procedures; the next is tasked with the possible
improvements of the customer service levels.
Once the two levels are identified, they must be discussed and a solution agreed
upon by the group of how the existing levels will be improved with the new
identified levels. For each of the identified, current methods used, there must be an
explanation given of the possible consequences of non-compliance to these for both
the organisation as well as the staff.
Your findings must be prepared in report format and then presented to the rest of
the class as a group. Attach a copy of your report to this learner manual.
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SO2-AC3

Consequences of poor customer service
What are customer needs?
The success of every company
is dependent its ability to
create products and services
that address unmet customer
needs. Despite this fact, in over
95 percent of all companies,
marketing and development
managers don’t agree on what
a customer “need” even is.
More specifically, they do not agree on what characteristics a customer need
statement should possess, what information it should contain, its purpose, and
how it should be structured. The first step in becoming a customer-centric
organization is agreeing on a customer needs definition.
Over the past two decades, we have worked to overcome this fundamental problem
by inventing the “perfect” customer need statement. Our work is grounded in the
fundamental belief that people buy products and services to get a “job” done.
Looking at markets through a jobs-to-be-done lens, we’ve discovered that a
customer need is defined as a uniquely structured statement that describes how a
customer measures success when getting a job done.
We call these statements “desired outcomes”. These statements, often totalling more
than 100 for a given job, describe the precise dimensions along which customers
potentially seek to get the job done better.
Take the job of listening to music, for example. Consumers tell us that they seek to
(1) minimize the time it takes to find desired songs, (2) minimize the likelihood of
choosing unwanted versions of a song, and (3) minimize the time it takes to change
the order in which songs are heard.
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These customer needs examples show they are measures of customer value,
actionable and controllable through product design, predictive of success,
independent of a solution or technology, and stable over time. These are
characteristics that “perfect” customer need statements should possess, as they
enable an organization to align itself around the creation of customer value.

Myths that mislead
Managers and employees in nearly every company hold some of these mistaken
beliefs about customer needs. These beliefs are a key reason why companies
struggle to innovate. These myths have survived for decades because companies
commonly confuse customer needs with solutions.
The key point to remember is that a customer need is not a solution, product
feature, or idea. The truth is customers don’t know what solutions will help them
get their job done best, nor should they. Customers are not engineers, scientists
and materials experts. It’s up to the company to come up with the best solutions
once the customer’s needs, or desired outcomes, are known.
If you still believe that any one of these myths are indeed true, it is because you are
falsely assuming a need can be a solution. This product-centric mindset is why
traditional methods for identifying customer needs don’t work; and these myths
seemingly offer an explanation as to why.
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Understanding customer needs before developing solutions
Steve Jobs said, “You’ve got to start with the customer experience and work
backwards to the technology. You cannot start with the technology and try to figure
out where you are going to sell it.” An outcome-driven approach to innovation
enables companies to do exactly that. Understanding customer needs before
developing solutions is the hallmark of the ODI process.
There is six-sigma thinking where manufacturing engineers measure and control
specific metrics to ensure a predictable process output. When applying this
thinking to innovation, the goal is to understand the metrics customers use to
measure success when getting a job done and to create products and services that
help them get the job done faster, more predictably and with higher efficiency or
throughput.
With a complete set of desired outcomes in hand, a company is able to evaluate a
proposed solution to determine just how much better it will address the metrics and
get the job done. Using this approach, companies can quantify the potential value
of a proposed solution, thus making it possible to predict in advance of the
development process what ideas will succeed in the marketplace.
Capturing customer needs is not easy
Customers do not naturally share the metrics they use to measure success when
getting a job done. Consequently, customers must be engaged in a conversation
that is designed to extract these desired outcome statements from them. The
process begins by defining the job-to-be-done and the job map.
Trained interviewers can extract desired outcome statements from customers in
nearly any customer setting including personal interviews, group interviews, and
using ethnographic or anthropological research. In a typical one-hour interview, it
is possible to capture between twenty and thirty desired outcomes from a single
customer.
The captured outcomes (totalling between 50 and 150 statements) collectively
represent the set of performance measures that define the successful execution of a
specific job.
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K

nowing the customer’s needs drives company growth
Having a full set of customer needs, defined around the job-to-bedone, impacts all aspects of innovation, including the way
opportunities are defined, the way markets are segmented and
sized, the way product and pricing strategies are formulated, and

the way ideas are constructed, tested and positioned. Desired outcomes statements
guide and drive the entire innovation process.
Common Complaints and Appropriate Action

•

Given complaints about products and service, explain the importance of
understanding company standards and identify the person responsible for
resolving complaints.

•

Given a range of complaints, describe ways to rectify the complaints and explain
reasons why these particular solutions have been chosen (range of complaints
relates to: products, services, environment, and personnel).

•

Explain the importance of evaluating/dealing with complaints by using effective
negotiating and communication skills, and describe alternative ways to resolve
complaints.

•

Suggest possible ways to improve procedure for handling customer complaints
and give reasons for each suggestion
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SO3-AC1/2

Evaluating and Dealing with Customer Complaints
The importance of evaluating customer complaints and taking appropriate
corrective action is critical to the success of a business as a complaint ignored, is a
customer/guest lost forever. This directly impacts on the profitability of the
organisation and could result in loss of employment. The statistics and the pie
chart below further indicates why customers do not return:
•

1% Die

•

3% Move away from the area

•

5% Make other business contacts

•

9% Say prices are too high

•

14% Say merchandise purchased was inferior

•

68% Say they switched to the competitor because of the attitude of the
personnel.

Switched because
of attitude of
personnel
68%

Die
1%

Move away
3%

Make other
business contacts
5%

Inferior Product
14%

Prices are too
high
9%
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Dealing with Customer Complaints Effectively
Guidelines
Step

Action

1.

In handling complaints, you will need to know the following:

•

What are the details of the complaint – what happened?

•

Does the complaint relate to a slip in standards or a mistake on our
part, or was the guest expecting something that we don’t provide?

•

Does the complaint relate to something over which we have control?

•

Is there a solution, and is the best solution something that falls within
my level of authority?

2.

•

What follow-up is necessary to prevent a recurrence of the complaint?

•

Who needs to receive feedback about the complaint

Manage the effectiveness of your communication as follows:

•

Keep your voice clear and calm.

•

Speak as you would normally do – do not speak faster or louder than
usual.

•

Watch your body language:



Maintain a comfortable level of eye contact.



Keep your facial expressions calm. Look concerned and interested.



Use calm, friendly gestures, avoid any aggressive gestures and keep
your gestures small.



Maintain a professional posture and do not fold your arms.



Stand your ground – if the guest invades your personal space do not
step back

3.

Involve the guest in finding a solution – this increases the likelihood that
the guest will be happy with the solution
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Identifying the Nature of the Complaint or Incident
Guidelines
Step

Action

1.

Throughout the interaction, you should communicate in a way that
promotes goodwill and understanding between the guest and the
company. Speak quietly and calmly, and make sure that your body
language is calming. Do not react to any aggressive body language that
the guest might be displaying

2.

Acknowledge the guest - Stop what you are doing. Make eye contact
and smile. “Good morning, Mr./Ms. _____.”

3.

Offer assistance - “How may I help you? “

4.

Hear the guest out - Listen to what the guest says without interrupting

5.

Do not show fear or anxiety – it is important to show confidence because
the guest needs to know that you can handle the situation

6.

Once the guest has finished speaking, state your understanding of the
problem

7.

If the complaining guest is disturbing other guests, calmly invite him/her
to accompany you to an office away from the public area

8.

If the complaint is a telephonic one, transfer the call to another telephone
where you can give the guest your undivided attention without disturbing
other colleagues or guests. Establish the facts and use good questioning
skills

Reassuring the Guest
Guidelines
Step

Action

1.

Thank the guest for bringing the problem to your attention

2.

Empathise: State how you believe the guest feels, and why acknowledge
that he/she has the right to feel as they do

3.

Apologise: Apologise briefly and sincerely that the guest has experienced
a problem. Do not admit that you or the establishment is to blame

4.

Accept responsibility for solving the problem
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5.

Never blame another person or department for causing the problem –
it is unprofessional and disloyal to the company which you represent.
Do not make excuses.

Tools for effective Negotiation and Communication

Negotiation /
Communication

This is defined as the means in which you communicate with
others in order to reach a compromise and an agreement.

Tools

Guidelines

Consider the following suggestions and guidelines for a effective
negotiation and communication style:
•

Appearance: First impressions are formed within 30
seconds and are a major contributing factor to enhancing or
diminishing your negotiating power. By dressing for the
workplace you indicate that you have respect for yourself,
your work and your customers. You represent yourself and
your company well as you place a high value on good service
levels.

•

Body Language: Body language projects a message not
only of our attitude towards others but about ourselves.
Positive body language sets the scene for success and
negative body language sets the scene for failure.

Refer to the table (on the next page) which highlights positive
and negative body language. Pay attention to how you make
your body language work for you.
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Body Language

Positively

Negatively

1. Eye Contact

•

•

2. Stance

•

Eye contact will create

No eye contact gives an

the impression that you

impression of indifference

are interested in them

and “I don’t care”.

Standing with your

•

Standing with your arms

arms by your side, and

folded across your body, is a

facing your customer

defensive gesture that

will create a sense of

suggests you want to

ease

distance yourself from the
customer.

3. Posture

4.

Facial

•

•

Expressions

An upright posture gives •

Slumping against furniture

an impression of

gives the impression of a

enthusiasm and creates

defeated, depressed, or “I

a caring atmosphere

don’t care” attitude.

Smile, as it offers

•

friendship

It’s no good telling a
customer to “Have a nice
day”, when you frown or
scowl is just as good as
saying “Good-bye and good
riddance”.

5.

Gestures

•

Offering a hand shake

•

Shrugging your shoulders,
tapping your foot, drumming
your fingers, wringing your
hands
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Guidelines

•

The Pleasing Principle:

P – Always be polite
L – Listen attentively
E – Empathise and ensure feedback
A – Ask questions and display a good attitude
S – Smile
I – Show genuine interest
N – Never say “No” upfront, reword negatives and offer alternatives
G – Go far and settle in the situation

Guidelines

•

Attitude: this refers to a person’s way of thinking. Thoughts
shape actions and behaviour, which impacts on relationships.

A positive attitude can be your greatest asset as thoughts create
feelings, feelings brings about emotions and emotions create the
excitement, enthusiasm, drive and commitment which results in
action.
Therefore by improving your thoughts you are improving your
actions, resulting in improved personal and business relationships
– which have a great impact on your success.

Avoids

Behaviours to avoid in negotiating:
•

Avoid getting involved in confrontational situations
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•

Do not use forceful hand gestures, finger pointing or talk with
your hands too much. This is perceived as aggressive
behaviour

•

Do not move into the other party’s personal space. This is
perceived to be threatening.

•

Avoid defensive body language i.e.: folded arms, indirect eye
contact, etc, it creates distance between parties.

•

Avoid raising your voice and use of bad language.

Heat Approach
Using the Heat approach can be a useful tool when a customer is irate, upset and
emotional about an issue of complaint.

The “HEAT” approach is further explained below:
(H)ear them out, and listen - let them “give off steam”
(E)mpathize : “It must be very frustrating....”
(A)pologise : “I’m sorry for the inconvenience....”
(T)ake responsibility to put things right
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Customer Complaints Procedure
Procedure If the complaint or incident is something which you can handle, then
it is your responsibility to take appropriate action as follows:
Step

Action

1.

Discuss with the guest what action should be taken, and come to a
definite agreement on what will be done and by when

2.

Take the necessary action.

3.

Do not offer something the establishment cannot provide.

4.

The following complaints can usually be resolved by the staff
members involvement:
Lack of supplies
Wrong order
Misunderstandings
Delays in service
Spills or breakage’s
Lost property

5.

At every level of staff, complaints can be handled. If the solution is
something that the employee can do without the permission of his or
her manager, then the employee has the authority to solve the
complaint, and should do so.

6.

If the solution is something that requires a higher level of authority,
then it is at that level of authority that the responsibility for resolving
the complaint lies. As a manager, it is your responsibility to step in
and assist subordinates to handle complaints that are outside the
scope of their jobs which they don’t have the authority to resolve, or
which they feel uncomfortable about handling

7.

It is still the responsibility of the employee who first heard the
complaint to follow up and check that the guest is satisfied with the
solution

8.

It is important that you set the right example to your team. If you
avoid handling complaints, you will lose the respect of your team,
and service problems will worsen.

9.

By handling complaints effectively you are setting the correct
example for your team, and they will learn from watching you in
action
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10.

It is valuable to use negotiation skills when handling complaints
because:
When seeking an appropriate solution to the complaint, it is
important to meet both the expectations of the guest and the needs
of the company
Negotiation skills are used when it is necessary to reach a
compromise between what the guest wants and what company policy
allows you to do
The objective of negotiating is to reach a solution that represents a
win: win – that is, the guest is happy and so is the company.

11.

You have the following options available for resolving complaints:
Correct the mistake and give the guest what was requested or
expected.
If appropriate, you could pass a “no charge” for the item or service
that was the subject of the complaint – for example, a badly
laundered shirt
Replace the problem product – for example, offer another menu item
Give the guest a complimentary item – for example, a liqueur coffee
on the house

Product and Service Complaints

Understanding It is important to understand organisational standards for
Company

products and services when dealing with complaints for the

Standards

following reasons:
If you understand organisational standards, you can evaluate if
the complaint relates to failure to meet the standards, or
standards which are less than the guest expected.
This enables you to handle the complaint effectively. If it was a
failure to meet organisational standards, this can be remedied. If
the organisational standards are not what the guest expected,
you can give an explanation to the guest of the standards.
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If the organisational standards are causing repeated complaints
this is an indication that the standard needs reviewing, and
needs to be brought to the attention of senior management.

Procedures

Step

Action

1.

If a complaint relates to product quality, investigate whether the quality
received by the guest was indeed less than the laid down standard. If it
was, handle the complaint as described above and take action to resolve
the problem.

2.

If your investigation reveals that the product quality received by the
guest was in line with laid down standards, revert to the guest and
explain this. An explanation is usually sufficient. However, if the guest is
still unsatisfied, you may need to take some action that is out of the
ordinary to resolve the problem.
For example, there are hotels that offer a “Dial and Deliver” or “Call and
Collect” service instead of Room Service. These meals are delivered in
Styrofoam takeaway containers with plastic cutlery. This is the laid down
standard. If the guest were to complain about this, in many cases an
explanation would be sufficient. If the guest was still not satisfied with
the explanation, it might be worth asking the supplier to provide this
particular guest with proper crockery and cutlery.
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3.

A complaint about a service would be handled in much the same way.
Investigate whether the service provided was in line with the laid down
standard or not. If it was not, take appropriate action to correct the
service problem. If it was, explain this to the guest.
For example, some hotels do not offer a valet service, but will lend the
guest an iron and an ironing board. A guest who was expecting to have
the ironing done for him or her by a member of staff may well complain
about being expected to do his or her own ironing. The hotel standard
would have to be explained to the guest. If the explanation was not
enough to satisfy the guest, you may find it in the interests of the
relationship with this guest to have housekeeping do the ironing.

Complaints – Environment Complaints
Procedure There may be occasions when there are things happening in the
hotel’s neighbourhood that are beyond your control. For example, if
there is a building being constructed next door, the hotel
management has no control over the noise. This will not stop some
guests from complaining
Step

Action

1.

Handle the complaint in the usual way, and attempt to find a
solution that will satisfy the guest. If moving the guest to another
room away from the noise will help then do so, if you have an
alternative room available – even if it means upgrading the guest to a
better room. Make sure you check this with a superior manager if it
is outside the level of your authority.

2.

If there is nothing you can do to make the situation better for the
guest, it is important that the guest knows that you do care.

3.

Apologise and explain that you are unable to offer a solution and
why. At this point you need to ask the guest what he or she would
regard as a satisfactory solution. If the only solution that the guest
can come up with is a move to another hotel, be gracious about this
in the interests of the long-term relationship with the guest. Offer to
make the arrangements and to assist the guest with the move.
Attempt to obtain a similar room at the same rate.

P a g e | 112

4.

Inform the General Manager that the guest has taken this
decision – he or she will want to contact the guest and make
amends.

5.

If a guest complains about something in the environment over which
the hotel does have influence, make sure that the appropriate person
is informed and action is taken.
For example, if the area immediately outside the hotel entrance is a
mess, ask the Maintenance department to take action.

Personal Complaints
Procedure If a guest complains to you about a member of your team, proceed as
follows:
Step

Action

1.

Hear the guest out: Listen to the guest without interrupting. Ask
questions to check your understanding. Thank the guest for bringing
the problem to your attention.

2.

Empathize: Describe your understanding of how the guest feels and
why.

3.

Apologise: Simply apologise that the guest has had an unhappy
experience. Do not indicate that you accept the guest’s story as the
truth – you do not have the staff member’s side of the story yet.

4.

Take Action: Tell the guest that you will follow up and take any
necessary action. Discuss the matter privately with the staff member
concerned. Make sure that you have a clear understanding of the
details before making a decision about further action.

5.

If the complaint is about a staff member in another department,
handle the complaint as described above, then pass the information
on to the Head of Department concerned.
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Written Complaints
Procedure
Step Action
1.

If written complaints are received from guests, they will be referred to you
only after the General Manager and your Head of Department have read
and discussed them. You will then be involved in an investigation about
the complaint.

2.

Accept that it is the guest’s right to complain in writing to the General
Manager or even the Managing Director, and avoid questioning why the
guest did not bring the complaint directly to you – there is no answer to
that question and you will only make yourself unhappy. Do not regard the
written complaint as a personal affront or an attempt to make you and
your department look bad – it is an opportunity to learn.

3.

If the complaint relates to something you personally have done, cooperate
in the investigation by giving your side of the story as clearly and as
unemotionally as possible. Be gracious and apologise if it is clear that you
did not meet the required standards.

4.

If the complaint relates to a problem that affects the entire team, discuss it
with the team with a view to finding a solution rather than finding
someone to blame and punish. It is only by finding a solution that you
prevent a repetition of the incident. Finding someone to blame and punish
solves nothing, and only leads to poor morale and conflict.

5.

If the complaint is about the specific actions of a particular person, handle
it privately. Your objective is to find a solution in order to prevent a
repetition of the incident, so handle the discussion constructively.
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Case Study: Customer Complaint - Rejected Application
TIA just received a customer complaint from an applicant whom the application was
rejected, and it reads.
We received a reply from you, regarding our application, for funding, stating that
the application lacks technology innovation. We find the reason insulting to our
intellectual capability considering that we have four patents warranted in South
Africa and have commercial interest from Technology Incorporation.Co. This serves
as an official lodge to dispute the rejection reasons cited in your feedback letter.

Group Discussion
What prompted the complaint from the customer?

What response should TIA provide to address the complaint?
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Case Study: Escalating Complaints
TIA responds to the customer complaint from the applicant by saying:
Dear Applicant
As already mentioned in our initial feedback letter, there is no technology innovation,
nothing new, nothing to be looked at, no market.
I hope our response is adequate. Please note this complaint is closed from our side.
Response from applicant:
Dear CEO
This serves as a complaint that our application was never assessed and responded
to by your assessment team. This shows that this organisation is a banana
organisation full of dead wood.
I hope you can allocate competent people to assess our application.

Group Discussion
In your groups discuss the following points:
The response from TIA personnel to applicant.

Tone of the applicant to TIA CEO?
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Case Study: Handling Appeals – Rejected Application Appeal
Dear TIA
We received a reply from you, regarding our application, for funding, stating that
the application falls outside the TIA mandate. What is TIA mandate? TIA Acts states
that TIA funds innovation, exploitation, improvements and discoveries. Which of
these categories do you base your reasons?. Its improper to quote TIA mandate
when it’s not outlined for us what is that mandate?

Group Discussion
In your groups, discuss the following:
Tone and language used to communicate the decision to the applicant?

Are the reasons provided justifiable?
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Documenting Complaints and Giving Feedback
Procedure
Step Action
1.

Complaints received by the Night Manager or a member of the night shift
team must be recorded in the Night Manager’s handover book. Describe
the complaint, the action taken, and whether the guest was satisfied with
the action taken

2.

Complaints received by Reception must be recorded in the shift handover
book so that the next shift knows what happened, what action was taken,
and whether the guest was satisfied with the solution. This enables the
new team to take appropriate action should there be a sequel to the
complaint

3.

If you handled a complaint that related to another department, make sure
that you give feedback about the complaint to the department concerned

4.

Give feedback to your direct manager about complaints that you or
members of your team have handled. This ensures that he or she is able to
act appropriately if there is a sequel to the complaint. It also ensures that
you create useful opportunities for the team to learn from the complaint

5.

Discuss creative solutions to complaints with your colleagues – this
enables them to learn from your experiences, and take opportunities to
learn from them

Efficient Work Practices
Guidelines
Step

Action

1.

Handling complaints effectively is more important than any other work,
so handle them immediately – even if it means completing other work
later.

2.

Never keep a complaining guest waiting – this will only make the problem
worse.

3.

As soon as a complaint has been resolved, document it and / or give
feedback to the department concerned. If you wait, you will forget some of
the details and will not be able to pass on complete information.
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4.

Get back to work straight away. Avoid spending ineffective time
discussing the complaint – especially if you or your team feel that the
complaint was unjustified. The guest has the right to complain – even if
you disagree with the nature of the complaint – and this must be
accepted. If the discussion is not making a contribution to improving the
work of the team, it is a waste of time

5.

As a supervisor or manager, your role is to manage guest service. This
means that you must make it possible for your team members to deliver
service by giving them the training and support that they need. You must
then monitor their work, reinforce their good performance, and give them
feedback when problems arise

6.

It is also important to remember that guest service comes before any
other work. If you find that you are spending so much time at your desk
that you cannot interact with guests in order to obtain feedback, then
you need to consider delegating some of your paperwork

7.

If you delegate some of your tasks so that you can spend more time
managing guest service, make sure that the people to whom you delegate
these tasks receive the necessary training. It will still be necessary to
check their work, even if you do not do it yourself – because you will still
be accountable

8.

Make sure that paperwork is delegated fairly, and that everyone is doing
his or her fair share

9.

It is useful to use checklists to manage the operational tasks that need
doing through the month. This ensures that nothing is forgotten

10.

If you were asked by a subordinate to solve a problem with a guest, make
sure that the subordinate in question is told how you solved the problem.
As soon as you have finished assisting the guest, discuss the solution
with the subordinate so that he or she has the opportunity to learn. This
will enable him or her to handle similar problems in future
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Specific Outcome 4: AC 1-2
Recommend Corrective Action

TIME: 120 MINUTES

ACTIVITY: SELF AND GROUP
SO4-AC1

Feedback on Performance
Managing employee performance every day is the key to an effective performance
management system. Setting goals, making sure your expectations are clear, and
providing frequent feedback help people perform most effectively.
When giving employees feedback on their performance, there are a couple of points
to keep in mind to ensure that the feedback is constructive and that it actually
serves it purpose which is the enhancement of the employee and their performance,
rather than the breaking down of the employee and the focussing on bad sections.
↘ Clarity - Be clear about what you want to say.
↘ Emphasize the positive - This isn’t being collusive in the person's dilemma
↘ Be specific - Avoid general comments and clarify pronouns such as “it,”
“that,” etc.
↘ Focus on behaviour rather than the person
↘ Refer to behaviour that can be changed
↘ Be descriptive rather than evaluative
↘ Own the feedback - Use ‘I’ statements
↘ Generalisations - Notice “all,” “never,” “always,” etc., and ask to get more
specificity -- often these words are arbitrary limits on behaviour
↘ Be very careful with advice - People rarely struggle with an issue because
of the lack of some specific piece of information; often, the best help is
helping the person to come to a better understanding of their issue, how it
developed, and how they can identify actions to address the issue more
effectively
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The table above will guide you towards what the requirements are for the employee
to meet the objectives. But it is not detailed, which means that when you give
feedback, you will have to elaborate on your feedback for each employee
specifically, according to your observations with the employee.
Each and every one of us wants and needs feedback, often dreads receiving
feedback and is frequently uncomfortable giving feedback. Few of us really
understand feedback or manage the process of providing feedback. This provides a
framework for selecting the appropriate performance consequence – feedback.
Although not discussed here, the use of a performance management process set
employee performance expectation (preferably joint with the employee), provide
coaching and feedback, informal and formal performance feedback and evaluation,
maximises the impact of providing continuous, appropriate feedback.

We begin with a definition of feedback: “The return of information about the result
of a process or activity; an evaluative response.”
To understand the critical role of performance feedback in employee management,
consider the following three statements:
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✓ Each of is constantly giving and receiving feedback, if not explicitly, then
implicitly
✓ Performance is influenced the most by consequences
✓ Good performance should always be treated differently than poor
performance
The bottom line is that each of us continuously provides employees with feedback
and that feedbacks impacts performance. When, however, we use implicit and
unplanned explicit feedback, we will often provide inappropriate feedback often with
negative performance consequences. When you have a friendly, positive interaction
with an employee who is performing poorly, what message do you think they
receive?
SO4-AC2

Identify Corrective Action
When you interact with an employee who is performing above expectations while
you are in a bad mood, what message do you think they receive? The absence of
feedback and unintended or inappropriate feedback is a major barrier to superior
performance.
Feedback informs employees about the quality of their performance. Without good
feedback, an employee is uncertain as to how he or she is doing.
This uncertainty is very frustrating, especially to employees early in the process of
mastering a new task, and can become very demotivating. Good feedback, thus,
reduces uncertainty and increase motivation.
I believe that the vast majority of employees are very uncertain about the quality of
their performance; they do not know whether they are “winning.”
The key to utilizing feedback to enhance performance is providing appropriate to
the performance. Appropriate as used here has two key attributes. First, the
feedback is focused on the performance not on the person. This is especially critical
when performance is below the expected standard.
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Second, the feedback must correctly communicate the supervisor’s assessment of
the employee’s performance.
The latter attribute requires the following three forms of feedback rather than the
usual two (positive and negative):
↘ Positive: Utilized when performance meets or exceeds the standard.
↘ Redirection: Incorrect performance stopped and redirected using training.
This should be used when performance does not meet the standard due to
something in the context of the performance.
↘ Negative: A reprimand, a punishment, a demotion, removal from activity -something bad from the perspective of the employee. This should be used
when performance does not meet the standard due to a personal
characteristic or characteristics of the individual.
The diagram below portrays the process required to select the correct form of
feedback.

Why is positive feedback beneficial?
Positive feedback focuses the recipient on success. Good positive feedback serves as
a reward to the recipient for an outcome or an action that contributed to business
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success. This reinforces the success-creating behaviour and causes it to be
repeated. Individuals and teams (example—sports teams) perform better when
striving for succeed than when avoiding failure.
Positive feedback is motivating. “Feelings of personal accomplishment” and
“recognition for achievement” are two of Herzberg’s motivators. Good positive
feedback provides both and may also provide a third: “a sense of importance to the
business.”
Positive feedback builds confidence. Continuing successful performance requires
that we know the skills and that we have the confidence to “perform” perfectly every
time. Since the confidence follows the skills themselves, positive feedback enhances
that confidence and prevents slippage. An example: basketball players have the
skill to make a free throw before they have the confidence to make it with the game
on the line.
Positive feedback assists us in holding employees accountable. An executive
coach I listened to recently argued that the fuel for accountability is praise, praise,
praise. Praise positive feedback, impacts accountability by clarifying the expected
results and by building commitment to reach the expected results. In a culture
filled with praise, its absence when the expected results are not being achieved can
serve as an effective consequence to stimulate improved performance.
Positive feedback improves job satisfaction.

How can we feel more comfortable giving good positive feedback?
Become success-minded. You can reinforce the vision and provide positive feedback
by continuously looking for actions and results
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You are now ready to go through a check list. Be honest with yourself.
Tick the box with either a √ or an X to indicate your response.

□

I am able to identify internal and external customers, where applicable

□

I am able to explain standards of customer service expected by the
organisation

□

I am able to measure customer satisfaction on an ongoing basis

□

I am able to recommend corrective action

You must think about any point you could not tick. Write this down as a goal.
Decide on a plan of action to achieve these goals. Regularly review these goals

My Goals and Planning:
_______________________________________________________________________
_______________________________________________________________________
_______________________________________________________________________
_______________________________________________________________________
_______________________________________________________________________
_______________________________________________________________________
_______________________________________________________________________
_______________________________________________________________________

