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1. Give short answers for the following questions: (14)

I. What is the role of a manager in developing customer service strategy for an organisation?

The role of the manager in the development of a customer service strategy is provide direction, set out the mission vision and values of the business in a way that is easily understood and interpreted into deliverable actions and targets which will embed excellent customer service across the business in a way which is tangible and can be measured.

A Customer Services Manager will facilitate the development of the vision and values to ensure all staff buy into the concept and ethos and this becomes fully embedded in the business in a way that employees don’t have to look at a handbook or guidelines, they just adopt these.

The Manager will be responsible for looking at and refining processes across the business to ensure these are aligned and consider the vision and values set out in the Customer services Strategy.  This is likely to result in services being challenged, smoothed to take account of customer requirements and needs and to reduce any ‘white space’ where customers are kept informed of what is happening with service provision.  This could result in minor changes to processes or result in an improvement plan to bring a function or service area in line with the overarching customer services strategy.

The customer Services Manager will need to ensure all employees have received appropriate training and understand their role in delivering excellent customer service and how this fits in with the overall strategy.  This will need to be clear and focussed on their specific service area to ensure the strategy is fully embedded.

In all of this the customer must not be forgotten and the Customer Services manager will be required to consult with a representative group of customers to gather their views and feed these into the development of the strategy.  It is highly likely that whilst they ask for or state different levels of customer care that these are broadly similar and can be easily utilised to develop the strategy.

II. How far it is important for an organisation to involve employees when developing company’s vision?

An important part of the role of the leader(s) within an organisation is to develop and communicate a clear vision.  Establishing a vision which is clear and effective can bring many benefits to the business, such as providing a shared vision that defines the values of the business and its employees, lead to improved efficiency and productivity and also helps guide the behaviours of employees.

Ensuring the vision is clearly communicated, understood and embedded within the business will ensure it is embedded into the culture 


The vision is a picture of the businesses aspirations and provides a framework for staff and sets out to its goals and objectives to customers.  This can benefit the business as:

· It is the first step in the strategic planning process and provides the guiding principles
· it help the leaders and employees in establishing goals and objectives to improve the business
· A clear vision which is communicated effectively can motivate staff
· It provides meaning to employees roles and helps them decide what to do and not to do
· It makes employees feel part of the business and commit to the goals and values 


Creating and communicating a vision is crucial to ensure employees buy in to this and it becomes embedded within the business.  Developing a vision that is meaningful, memorable and motivational will be embraced by employees

When developing the Company’s vision, it is important to involve employees to some degree.  The initial Mission and Vision and some ideas of the values should be set out by the leaders of the business as they are providing the strategic directions and aspirations of the business.  Employees should be involved in turning these into values that mean something to them too and they can embrace and live.  If employees are involved they are likely to adopt these more easily and ensure these are translated into their actions and are measureable within their service area.



III. What is meant by ‘values’ in an organisation?

Values help distinguish a business from its competitors; they are at the core of everything the business does.  They are the lynch pin that underpin strategies, policies and procedures.  The values should be clearly stated in a way that is embraced by employees, be relevant to the business and provide guidance and motivation in all of its activities.  To ensure its values remain relevant and ensure they apply in the delivery of services, the Board and Leaders within the organisation should review the values; this should include collating the views of employees and customers.

The development and review of values should support the culture of the business and be embedded into processes and behaviours that reinforce the values

The leaders within a business do have a choice between determining and communicating values in a top down manner, or involving employees and other stakeholders in at least identifying current values.  It is likely that where employees are involved in the development and review they are more likely to believe in the values and embrace them into their working day.
The development of values within my workplace was carried out during a Leadership event where brainstorming of key words that reflect the vision of ‘community at heart’ were identified.  Following the exercise seven key words were identified and they were arranged to produce the word FOREVER.
The words associated with these are:
Fairness
Openness
Reliability
Excellence
Value
Enterprise
Respect

A number of events and activities were then undertaken with employees and posters were displayed around the building depicting the values.  Involving employees in the design of these has been really beneficial, as most of the staff have now adopted these in their day to day working to a point where they no longer have to consciously think about them.  They have become embedded into their way of thinking.  Furthermore, where they feel that a colleague is not embracing the ethos, they challenge them.
 


IV. Which factors should the managers take into consideration when evaluating current service performance in an organisation?


There has become an increased focus on service performance within many organisations, particularly within the housing sector as a result of the Government changing its direction in terms of welfare benefits and social housing rents which have a direct impact on the budgets within housing associations.

This has resulted in pressures on the business where I am employed to become more effective and efficient whilst improving service delivery to the customer.  In reality this has seen a shift in emphasis from a customer driven provision of service to a provision of services where there is an expectation of delivering more for less.

The performance management framework has been adapted to facilitate the shift in focus to achieving value.  The performance framework looks at each service area achieving an optimum score by managing performance from a cost, quantitative and qualitative view.  If performance is over or under the optimum score it will be looked at to establish the reasons.  Over performance could be due to too many resources, under performance could be due to too little resource, training or poor service delivery.

Getting the balance is essential to ensure the service is meeting customer’s needs, whilst achieving value for money.

For managers within the organisation it is imperative that they fully understand how performance and their service targets fit in with the overall strategic objectives of the business.  Staff appraisals where individual targets are set for employees allow managers to effectively performance manage their teams and ensure there is a golden thread from the strategic objectives through to individual targets and goals.  By adopting an approach whereby all employees have performance targets set as part of the appraisal process; managers can effectively manage their team.  Where an individual under-performs the manager can analyse performance to establish the reasons.  This could be due to lack of skills, qualifications or training and therefore this can be addressed, by introducing a personal development plan.  If the employee has received relevant training and support from their manager and performance is still poor then the disciplinary route would be the next stage and possibly the capability process.

V What are the important areas to focus when developing a customer service strategy?

There are a number of key areas to focus on when developing a customer service strategy including:

Create a Customer Service Vision – Developing and communicating the vision is an important step in ensuring staff understand and are able to embrace the goals for customer service and have a clear understanding of their role in achieving this.  If the vision is communicated and understand throughout the business the customer experience will be better than if staff are untrained and unprepared for dealing with customers.

Assess Customer Needs – This is an area where some businesses waste resources by creating what they think customers want, only to find this was not the case.  It’s important therefore that there is an understanding of the customer’s wants or needs and put plans in place to deliver these.  To find out what it is customers really want it is essential to talk to them and find out their perceptions of the current goods/services and what their expectations are through collecting feedback, focus groups and satisfaction surveys.  This can then be used to develop products and services that exceed these needs.  It is important for any business to remember these expectations change therefore to maintain a competitive edge they need to continuously gather this feedback.
Hire the Right Employees – To ensure the business has a strong customer focus it is important that the right people with the right skills are employed.   Skills can be taught but having the right disposition and attitude cannot.
Set Goals for Customer Service – Once the strategy and goals have been established it is important these are turned into targets so that employees can contribute to achieving the goals.
Train on Service Skills – Staff training is an important element of implementing the customer strategy.  To ensure staff buy in it is essential that they understand the goals and targets and more importantly how they contribute to these.  Furthermore they need to have a clear understanding of policies and procedures and how to deal with customer complaints and feedback, and respond to their needs and expectations 
Ensuring People are Accountable – It is important for the business that their staff are aware of how their actions impact on achieving the customer goals and targets and are accountable for their behaviour.
Rewarding and Recognising Good Service – Staff need positive feedback for providing good customer service and therefore there should be a well thought out approach to recognising staff for demonstrating the desired behaviors.  A string vision and strategy for customer service is critical to the success of the business and can separate a successful business from a poor one.

VI What is the role of EFQM in developing customer service strategy?

The EFQM model is based on 9 criteria which can be used to improve services and goods to customers.  . 
	Enablers
	Results

	1. Leadership
	1. People Results

	2. People
	2. Customer Results

	3. Strategy
	3. Society Results

	4. Partnerships and Resources
	4. Business Results

	5. Processes, Products and Services
	 



Utilising EFQM as a tool to develop customer strategy allows a clear focus and defining of the processes and how they can implement improvements, refine processes and measure results.   The enablers are related with improving services and how this is achieved.   For a business that aspires to improve, measuring progress is crucial.  Inter-related measures should be in place to ensure a joined up approach is adopted when measuring across different silos all contributing to the overall customer strategy.

Successful organisations design and manage their processes to provide increased value for customers and stakeholders. To do this they clearly define the roles and responsibilities and ownership into the development and improvement of the key processes.  New ideas generated can be turned into reality through innovation of processes.  There are a number of methods utilised by businesses to innovate including undertaking market research, collate feedback and carry out customer surveys in order to identify, develop and improve.

Excellent businesses develop a clear vision, objectives and values that facilitate the setting of strategies and plans to achieve these set out by the leaders of the business.  Identifying the needs and aspirations of customers helps define these and in turn the key processes and outputs to achieve these.

It’s crucial to involve the key stakeholders in identifying the business activities/processes that they are affected by or have an impact on and are key to achieving the business objectives.

Measuring and reviewing is important as this drives performance and therefore identifies where improvements can be made and feeds back into the overall model of continuous improvement

2. What is seven S ‘diagnostic framework? How can it be used for the assessment of culture and service orientation of an organisation? (8)

“McKinsey 7s model is a tool looks at 7 key internal elements of a business and how these can be aligned together to achieve effectiveness by analysing the organisation. All 7 areas of the model are interconnected and therefore impact on each other.  The 7 areas are divided in soft Ss and hard Ss and are used as a framework when looking at the design of the business most commonly to facilitate organisation change, facilitate a merger or implement new strategy.  
  
The hard elements of the framework are easier to identify and incorporate strategy, structure and systems.  The soft areas, which are harder to manage, are the foundation of the business and can create sustained competitive advantage.

The model was originally introduced to align strategy with structure and vice-versa; however this was not sufficient and therefore McKinsey developed the 7-S model to demonstrate that a softer set of issues should be considered when implementing strategy.
The 7 S’s are:
· Strategy – how the business intends to achieve its goals and give them an edge in the market
.
· Structure – how the business is set up functionally, geographically and by product 
.
· Systems – what the processes are to ensure the work is undertaken efficiently and effectively
.
· Style – how the leaders behave towards employees and customers, in essence this is about the culture 
.
· Staff – the people working in the business, their knowledge, skills, competencies and attitudes .
.
· Skills – the core competences or specialist skills of staff and the systems
.
· Shared values– the core vision and values of the business
The “hard elements” are strategy, structure and systems
The “soft elements” are style, staff, skills and shared values.
All of the 7 elements are inter-related and consideration needs to be given as to how these impact on the other elements of the framework.
Example of the McKinsey 7-S Diagram
[image: McKinsey 7 S Framework or Model]

The 7S model is very flexible and you can use it in several ways.
· As a diagnostic tool to analyse performance, looking at inconsistencies between strategy and structure or the core values as opposed to the style of the leaders
· When looking at strategic change, an audit of the business as a whole by auditing the current structure, then think through the strategy through the 7-S and identify how it should be by working through the differences and establishing what needs to be resolved
· When implementing strategic change that doesn’t appear to be working well, looking for gaps in the implementation plan.  This helps in identifying where one element can stop a strategy from working.
The model is simple but onerous, however it’s worth the effort to do one to collect some insight and find out if your current business is working effectively.

3. Write short notes on the followings: (8)

a) Situational leadership theory
[bookmark: about_situational_leadership]
One of the most effective and used leadership models was developed by Dr. Paul Hersey in the late 1960s, the Situational Leadership Model is a flexible and powerful tool that helps leaders to more effectively influence others. The model can equip leaders in the business with the tools necessary to navigate the demands of an increasingly diverse workforce and the ever changing environment.   The model is based on the relationship between leaders and followers and acts as a framework to analyse situations based on the following:
· The level of guidance and direction (task behavior) a leader gives
· The level of socioemotional support a leader provides
· The level of readiness that followers exhibit in performing a specific task, function, or objective
[image: https://changingwinds.files.wordpress.com/2015/02/situational-leadership-model.jpg] 

Situational Leaders learn to demonstrate four leadership competencies as below:
· Diagnose: “have an understanding of the situation they are trying to influence”
· Adapt: “have an ability to adjust their behavior in response to the situation”
· Communicate: “be-able to Interact with others in a way they can understand and accept”
· Advance: “Manage the movement/change”
The situational leadership model uses a process that can be repeated to effectively influence the behaviour of others and enables a greater understanding of the relationship between those who lead and the level of willingness of the followers.  It does however when used across the business allow leaders to:
· [bookmark: the_benefits_of_situational_leadership]maintain an awareness of their leadership strengths and the areas for development 
· Influence across all levels of the organisation by recognising when to be “consistent” and when to be “flexible”
· create more productive teams through the development of individuals that are in a new role and/or are learning a new task
· have engaged, committed employees by effectively recognising the dynamics of their teams 
· drive behavior change through the communication of a consistent language of leadership
b) [bookmark: drive_behavior_change_and_build_sustainm]Visionary leadership theory
Visionary leaders are effective at leading teams towards a common goal by promoting learning, creativity and developing strong relationships within the team.  This leadership style is useful in businesses where there is a focus on the future.

Visionary leaders are successful in developing a positive and inspirational vision of the future and translating this into an attractive vision that engages the followers and inspires them to achieve more, build a better future and feel part of a group with the same goal. 

Visionary leaders understand that developing the personal skills of their teams enables effective decision making. They find learning to be motivating and want to encourage this enthusiasm to learn in their staff resulting in highly skilled people making a valued contribution to the goals.

Visionary leaders recognise that innovation is essential for a business to continue to be successful and grow. They embrace creative thinking and problem-solving skills in their teams along with new ideas and processes that achieve success.   

A visionary leader is keen to build respectful and empowering relationships with their team and in order to develop this they tend to be effective communicators who embrace a partnership approach, encourage team spirit, a partnership approach and a family type of approach.  Visionary leaders tend to utilise coaching skills, conflict management in developing their teams.  

Visionary leaders want to develop team spirit encouraging their teams to venture into new areas.  They are also good at identifying potential future leaders and developing these into a future role in the business.
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