 What is a customer focussed organisation

Assessment 3 Total Marks: 30
1. Give short answers for the following questions: (14)

I. What is meant by ‘organisation’s culture’? Outline the important components of
a company culture system.
The culture of an organisation comprises of the shared vision, values, customs, traditions, rituals, behaviour’s and beliefs shared by people working there. 
The culture within an organisation has several functions:
· It provides a sense of identity with the organisation. 
· It gives the organisation an identity to differentiate themselves from others. 
· It assists in establishing the organisation rules standards and behaviours. 
· It provides a focus on the goals and objectives of the organisation

As an organisation develops its own culture, there are challenges in communicating and embedding this throughout, that the values are practices so they become the norm for staff.  The culture must be adopted from the top down and the management style should be consistent and the behaviours engendered by the values introduced and communicated at every opportunity.  These should be monitored through team meetings/briefings and appraisals to ensure these are embedded effectively and consistently across the organisation.
[bookmark: Elements_of_Organizational_Culture_]Components of Organisational Culture 
Many organisations develop their own culture usually consisting of elements that are valued and practiced. The emerging challenges for a manager is to examine the current culture and style of communication operating within an organisation and to develop communication skills that will allow for the insight, sensitivity, vision, versatility and focus called for in today’s complex work environment.
The key components of organisational culture can comprise of:
· Values: The goals, views, and philosophies that an organisation shares such as a mission statement.

· Rites and Rituals: Celebrations, performances, and activities that foster and reinforce teamwork such as staff awards, reward and recognitions schemes which can make employees feel part of something bigger than themselves, that that something is worth being a part of. 

· Heroes: Members of the organisation who personify, (live and breathe) its values and highlight its vision. 

· Communication Networks: these are the Informal channels that communicate both work and social messages. These networks not only share the information necessary to get the job done, but also provide necessary social interaction among employees even though the primary task is to do our jobs.
 
· Norms: The ways of doing things within an organisation; the rules, tasks and standards of the organisation such as dress code.

· Stories, Myths, and Legends: This is the history and other stories that embody the organisation culture and reinforce the organisation values.
Within an organisation there can be differing cultures and sub cultures particularly in larger organisations where there are a number of management teams and therefore management styles.  Charles Handy (1999) popularised organisation cultures into four main groups:
Power culture can be seen as one of dominance of one or a small number of individuals within an organisation. The manager makes key decisions for the organisation and is likely to exist in a small business or part of a larger business.
Role culture tends to exist in larger hierarchical organisations where employees have clear roles (jobs) to perform work closely to their job description, and tend to follow rules rather than to operate in a creative way.
Task cultures are likely to exist when teams are formed to complete a particular project or task. With these a team culture may develop because the team is empowered to make specific decisions and that may be quite creative relating to the project or task.
A Person culture tends to exist when individuals are allowed to express themselves and are empowered to make decisions for themselves. These tend to be seen in organisations where employees work away from the core organisation and are responsible for their own actions and decisions.

II. How does style of a leadership affect employees’ motivations? Does it have any role to play in improving customer service of a company? If so how?

There are some clear differences between managers and leaders within an organisation.  Managers tend to focus on tasks, whilst leaders focus on vision.  Leaders should try to inspire dynamic change in those around them whilst a manager tends to maintain control and focus on problem solving.

There have been significant research as to which Leadership style is most effective however the most notorious study was conducted by psychologist Kurt Lewin’s 1939 ‘Leadership Style’ study;

Three main types of leadership were identified by Lewin (1939, these were Autocratic leadership, Democratic leadership and the Laissez-Faire style of leadership, 
Autocratic Leadership
Autocratic leaders set clear target and expectations for what needs to be done, when it is required, and how it should be done. This style of leadership strongly focuses on both the commands of the leader and how this controls the followers. There is also a clear division between the leader and their followers. Autocratic leaders make decisions independently with little or no input from the rest of the group.
Lewin found that decision making is less creative under the autocratic leader and it is more difficult to move from an authoritarian style to a democratic style than vice versa.  The autocratic leadership style works best in work areas where there is little time for group decision-making or where the leader is the most knowledgeable member of the group. This approach can be a good thing when decisive and rapid decisions are needed.  This style of leadership provides clear structure for the group and will be prescriptive in terms of process it does not empower individuals to make decisions and therefore is unlikely to embrace high levels of customer care.
Democratic Leadership
Democratic leaders encourage group members to participate, however they retain the final say over the decision-making process.  In these organisations the group members feel engaged in the process, are more motivated and creative as a result. Democratic leadership is generally the most effective leadership style; however people operating in this type of group were less productive than the members of the authoritarian group, but their contributions tend to be of a much higher quality.  This type of leadership provides a framework for the group which gives some structure but allows freedom and flexibility to operate on the edges of these.  This tends to result in the group being more loyal to the organisation and being empowered to use their initiative to deliver higher levels of customer service.
Laissez-Faire Leadership
Laissez-Faire leaders offer little or no guidance to group members and leave decision-making to the group. While this style can be effective in situations where group members are highly qualified in an area of expertise, it often leads to poorly defined roles and a lack of motivation. It has been found that groups working under this type of leadership style tend to be least productive, make greater demands on the leader for guidance and structure, show little cooperation and are unable to work independently.  This group has very little guidance or structure and as a result the level of customer service provided is erratic and inconsistent resulting in poor customer care.

III. What is motivation? How is it linked with customer service?


Understanding how to motivate staff is a key challenge for a leader as this is personal to an individual.  For the inexperienced leader this can be a risk as they may assume the same factor motivate all employees. Motivation does come from within the individual and whilst it is recognised that external factors do influence behaviour these do play a secondary role, therefore the majority of research and theory focuses on the needs of individuals as the motivating factor.
The most popular motivation theorists explored these factors and  
Maslow’s Hierarchy of Needs
Maslow’s theory was based on a belief that people have five sets of needs that are arranged in a hierarchy. His theory argues that people start by trying to satisfy their most basic or compelling needs then progress towards the more fulfilling.  These needs are as follows:

Physiological needs: including basic needs of food, water, shelter, clothing and money. Only once these have been addressed can an individual progress to the next level.  

Safety needs: These address the needs for security, stability, and a structured environment, where the individual is in pursuit of job security, pension and
insurance plans, along with meeting their requirement to ensure that benefits are protected
.
Relationship needs: Addressing the need for relationships, socialisation, love, affection and friendship. As most people can’t live without this type of interaction an organisation can assist by providing or creating opportunities for social interaction.
.
Esteem needs: These meet the need for appreciation and recognition from others which in turn fulfil feelings of adequacy, competence, independence, and confidence therefore meeting the needs of the ego.

Self-actualization: this is the most difficult and complex to understand.  As motivation is internal and personal to an individual, it is difficult to understand what continues to motivate them.  There are different levels of motivation and for example if someone has amassed more wealth than they will ever spend, they may be motivated to achieve power in their pursuit of happiness or self-actualisation.  Within the workplace opportunities for creativity and growth may be available.  It looks likely that the further up Maslow’s hierarchy an individual moves the more the motivators become an internal need.  For an organisation it becomes more difficult to motivate these individuals as material rewards become less relevant and the internal rewards are more difficult to identify.  It is however important that the business recognises the individual need and provide them with opportunities for satisfaction if they want to improve performance.

Theorists such as Malone and Lepper (1987) define self-motivation in broader and terms. They explain motivation as what people will do without external influence. In a more succinct way fundamentally-motivating activities are those in which people will do for no reward other than the enjoyment these activities bring them.  The research undertaken has been summarised into seven way leaders can develop environments that are self-motivating
Challenges – where individuals are motivated because they are working towards a goal which is personal and meaningful to them.  The goal should be difficult to reach but be achievable.  Leaders can make this possible through mechanisms such as appraisals by:
· Developing specific goals for an individual
· Ensuring goals are SMART (specific, measurable, achievable, realistic and timely)
· Giving feedback on performance
· Aligning goals with the individual's self esteem
Curiosity – Providing an individual with an environment which stimulates their interest, for example developing their skills further or providing opportunities for them to learn more.
Control – Most individuals want to feel they are in control with what happens with them and therefore need to understand the relationship between an action and the resulting outcome.  Leaders can motivate individuals by:
· Ensuring the relationship between action and outcome is clear by establishing defined goals, targets and reward.
· Assuring individuals that the work they do makes a difference.
· Empowering individuals to choose what and how they want to learn.
Fantasy – This as a motivator can be a powerful tool.  For example talking to an individual about where they might be at a future point in time and encouraging them to aim for that.
Competition – Can be a motivator for some individuals as it gives them a level of satisfaction comparing their performance to that of other.  When encouraging competition leaders should take account of the following:
· Competition may only be appealing to some individuals and therefore can demotivate some.
· If an individual is competitive by nature they may be demotivated if they lose.
· A competitive environment can encourage a lack of support and helpfulness amongst those working in an organisation.
Cooperation – Most people tend to feel quite satisfied if they have helped a colleague achieve their goals.  Leaders should consider the following when encouraging individuals:
· Some individuals find it more important than others.
· It is a skill that is valuable and may be used in many different situations.
· Interpersonal skills are an important element in cooperation.
Recognition
Finally, individuals are oftentimes motivated through recognition. When their accomplishments are recognized by others, they feel encouraged. It's important for a leader to make sure that recognition is distinguished from competition. With recognition it's important to avoid comparing one worker's achievements to those of others, as might occur with a competition.
Employee Motivation
There are effective and successful ways employed to motivate staff including recognition, positive performance feedback, and by encouraging learning and development. 
When individuals feel they are being supported, and they are able to remain in control of their workplace, they stay motivated. Leaders can encourage this feeling by allowing employees to take on added responsibility and are empowered to make decisions.
Delivering excellent customer service and a good customer experience is directly linked to having employees who think and act in a positive manner and operate in a workplace environment which provides a culture that is people centric.  Research states that employees who work in a positive working environment tend to be more productive, creative, solve problems quicker and are open to new ideas.  These types of workplace environment don’t just happen, they are borne out of cultures that are deliberately developed and nurtured, focussing on the wellbeing of employees which has a positive impact on the wellbeing of the customers.  This type of culture also tends to see an increase in customer loyalty and retention which has a positive impact on the business through increased profits and recommendations to new customers.

To embed this culture, a leader needs to motivate employees by inspiring, engaging and listening, and empowering employees to put the customer first without just agreeing to everything they want.  

There is a strong relationship between employee and customer happiness.  Leaders need to create an environment that embraces optimism, worth and resilience.  Where an individual feels valued, respected and appreciated this has a knock on effect of creating an environment of ‘going the extra mile’


IV. What is meant by ‘performance management’?

Performance management is an essential element in the success of an efficient and effective organisation.  Achieving the organisation’s aims and objectives is dependent on an effective Performance management framework and the commitment, motivation and effective performance of employees.  Performance management includes the management of activities that ensure goals are being met in an effective and efficient manner.  There are a number of levels of performance management which focus on the organisation as a whole, a department or service area and the individual.

It is important that any organisation that utilises performance management measures the effectiveness and efficiency using targets and goals which reflect the nature of the business.  To ensure employees understand and are motivated to work towards these, they must be relevant to the individual and able to drill down to a level where they can see how they personally have impacted on performance.  This enables the organisation and in particular the individual to have a shared understanding of what the organisation is aiming to achieve and align these to the employees agreed measures competency requirements, with a view of creating a high performing workforce.   Performance is a key area which is normally incorporated into an annual appraisal discussion and can highlight areas where employees require further training and development.

Performance management frameworks can be utilised to highlight areas within specific services where the organisation is under or over performing.  Using a suite of measures which look at the cost, quantity and qualitative performance, it can be determined if additional financial or people resources are required to increase performance levels; or it may identify where too much resource is being put into an area and a service is over performing.  Having this holistic approach will enable the organisation to shift financial and people resources to those areas where performance is not achieving targets, however this does rely on the individual employees being flexible and having the skills to fill these gaps.
Within the workplace, performance management is often confused with performance appraisal.  Performance management measures the activities, processes, and programs to manage the performance of individual employees and teams.  Performance appraisal is in contrast a method of evaluating or assessing how well an individual has performed in relation to their agreed targets and goals.  It should be noted that performance appraisal is only one element of performance management.
V. What is the importance of ‘reward and recognition policy in an organisation?

Recognising and acknowledging the work, effort and behaviour of employees in a timely manner is an effective way to demonstrate a mangers appreciation of an individual or team and can be a motivational tool. Most individuals have a fundamental need to feel valued and appreciated for their good work or contribution to the overall goals of the organisation and want to feel they are valued as an individual.

Recognising the performance of individuals or teams and communicating this can have a massive impact on the organisation in terms of aspiring others to achieve this level of performance.  It should however be recognised that managers should not over use this as a technique for motivating their staff.  If a manager praises an individual or team for every piece of work they undertake then the praise becomes meaningless and as a consequence could have a demotivating impact on the workplace.  Praise should be given when the performance is beyond the expected level or targets and goals have been exceeded.

There are many positives of implementing an employee recognition scheme within an organisation including:

· increased productivity –  praising an employee increases their desire to receive praise in the future 
· improved satisfaction levels of employees and enjoyment of work 
· performance feedback for individuals and teams is given in a timely manner. 
· increased loyalty from customers.
· enhanced teamwork between employees and team. 
· lower employee turnover.
· fewer accidents on the job.
· Lower  absenteeism levels  
There is some correlation between recognising and rewarding staff with an improvement in customer satisfaction levels.  In the USA, after introducing a staff recognition scheme in Walt Disney World there was a significant increase in staff satisfaction levels which resulted in higher customer satisfaction levels.  Sears found that increasing staff satisfaction by 5% resulted in customer satisfaction increasing between 1 and 3% and this resulted in profits increasing by 0.5%.
There are a number of ways to recognise staff for their contribution or effort.  This can range from informal and timely praise or thanks through to a formal recognition through an award or pay related bonus.  It is important that where these schemes exist that the employer ensures those who deserve recognition receive this at the appropriate time and way.  Where a formal recognition scheme or award is in place it is crucial that the format and decision making process for recognition is consistent and does not favour individuals whose performance or commitment is not perceived as good across the organisation.  An example within my workplace was where a chief executive award was presented to an individual who was basically undertaking their day to day role and this person was recognised with the highest accolade within the organisation.  This was perceived by many staff as wrong and resulted in some staff becoming demotivated, not partaking in activities within communities or outside their working hours.

VI. What are the three types of incentives in customer service environment? Explain each
Employees who feel their contributions and efforts are recognised by their manager tend to be more productive, motivated and loyal to the organisation.  Whilst a simple thank you is appreciated as a sign of recognition by most employees there are a number of incentives used by orgainsations.  Three of these utilised within a customer service environment are:
· Level 1 is where the personal touch can make a difference.  Where managers, the directors or chief executive actively engage with employees, offer sincere and timely praise especially when they have seen an individual deliver service excellence.  This demonstrates a real connection and understanding between the different levels of the organisation of a job well done.  This level is seen as the first step towards having a recognition scheme of real meaning and substance.
· The next level of recognition is to actively seek and encourage employee engagement by reaching out to employees asking them questions like: “What really motivates you”, “What brings you the greatest satisfaction or joy within your job?”, and “How can your happiness be increased?” 
It’s about actually seeking out thoughts, ideas and opinions from employees and then auctioning them where appropriate.  This is the perfect way of embedding the “Treat yourself the way you wish to be treated by others” principle. This embodies the principle that motivation comes from within and individuals will only change what they want regardless of the rewards offered. 
· When employees feel they are partners with their manager and the organisation the final and most productive level happens.  This occurs by encouraging involvement, respect, engagement, and responsiveness. When employees feel they have a voice which is heard, their contributions are valued, they belong, and make a difference, and then their level of engagement will increase.  They recognise you’re asking them to help, that there’s a ethos of give and take. Whilst the manager has the final decision making authority, the employees feel as though they are heard, they are making a difference and that as the experts in their field are respected. It’s self-evident that in an organisation that embraces this type of recognition environment, where sincere “thank-you’s” and genuine gratitude are expressed, performance is improved, customer service is better and motivation is higher.

VII. How can a manager develop framework to monitor and measure performance?
Many organisations have an appraisal process in place which provides an individual and their line manager with an opportunity to review performance and achievement, and to agree both personal objectives and learning and development requirements linked to the vision, values and promises of the organisation.   It’s important that the appraisal process is constructive and links to individual targets and objectives.  

The performance appraisal is a process to enable a manager to judge past performance against clear and agreed objectives throughout the previous period (usually 12 months).

A performance appraisal should be designed to; 

· Be a positive process
· Raise the quality of services provided by the organisation through a highly motivated and competitive workforce 
· Support the performance management framework by translating high level strategy into individual objectives
· Increase job satisfaction
· Identify appropriate individual development
· Enable the sharing of ideas and good practice

There is a perception that the appraisal process is difficult for both the manager and individual as quite often there are no individual targets or objective and as a result no direct link from the appraisal to departmental or corporate goals.
An important element of the appraisal is a clear understanding of the process by both the manager and employee.  A lack of understanding about how the process should be conducted and the expected outcomes can be destructive to the employee.   A performance appraisal should aim to ensure that employees; 

· Know what is expected of them in terms of standards of performance and key tasks;
· Know how they should do their jobs;
· Receive recognition for their achievements; 
· Receive formal feedback on their work which aims to improve and develop their performance; 
· Identify any areas where improvement is needed; 
· Identify, with their line manager, their learning and development needs based on agreed competency standards; 
· Have a mutually agreed action plan for achieving the agreed development;
· Plan their career development.
To ensure the appraisal process is consistently implemented across the organisation it is important that managers’ and employees follows the organisation’s guidelines and prepare prior to the appraisal.   Agreeing objectives and targets for the following year should be documented along with any learning and development needs.  It is crucial that the appraisal is undertaken in a positive and constructive manner and actions, targets and objectives agreed within the appraisal are monitored and followed up in a timely manner.  Where a consistent approach is undertaken each year’s appraisal will form the basis of the next one and this should enable both the manager and employee to see how they are developing their skills, meeting targets and allow for a celebration of achievements
2. What are the eight desires for motivation according to Spitser? How can a manager help to fulfil these? (6
In 1995 Dean Spritzer published his book ‘Supermotivation’, where he describes eight needs which induce inner inspiration/motivation which are very closely linked to Hertzberg’s Inner Incentives.
Spitzer identified eight 'desires of motivation' that may drive people in different ways. This are set out below.
Power
Some people like to feel powerful and are motivated by acquiring and wielding power, perhaps as an echo of a new sensation of authority. People with high power needs like to be in charge within the team or organisation. 
Sometimes this desire for power transpires into feelings of powerlessness which are quite often associated with feelings of inferiority and inadequacy.  When this occurs this can result in bullying as the process of hurting others gives pleasure by using power.
Power within the workplace is often aligned to position, expertise and personal charisma.  There is however a need to empower individuals to enable them to undertake their work. 
Where an individual wants to be in control of their own destiny, mangers can facilitate this by giving them responsibility within the workplace, providing them with leadership opportunities and allowing them to make choices.
Activity
People who are motivated by action and have a dislike for sitting around or becoming frustrated with preparation and planning need to have constant stimulation and be kept active.  These individuals are excellent delivers but not necessarily the best leaders.
A manager can motivate these type of individuals by adding variety into the workload, involving employees in developing processes and making the work more active and fun.
Recognition
Some employees have a need for recognition and praise from their manager as an acknowledgement of a job well done.  These individuals welcome and look for appreciation, support and guidance along with regular feedback of how they are performing in the workplace.  They can be perceived as being quite needy, however if they receive regular feedback they do become good and reliable team members.
Managers can support employees who have a need for recognition and feedback by showing encouragement and appreciation in a timely manner.  They must however ensure the feedback is of value and not show recognition for every task the employee undertakes.
Affiliation
For many employees the place we work is important and the company brand is part of the individual.  Organisations which demonstrate a commitment to their employees will see increased loyalty and this has a knock on effect of improving customer service.  Individual employees will tend to brag about the organisation they work and go the extra mile in their day to day duties.
Managers can embrace this need in their employees through continuously developing their team and offering opportunities for them to socialise either during team bonding sessions or outside of the work environment.
Competence
Within all organisations there are some individuals who have a need to achieve.  These employees need to feel they are an expert in something and will often work hard to achieve this and become an expert in more than one field.  When this applied to the workplace and the task this is very good for the organisation, however sometimes this can be a distraction and result in poor performance in the short term.
In some organisations the work environment does not support people to feel competent as they may be compared with others and there may be pressure to constantly improve.  Furthermore there is a risk that an individual gets trapped in the wrong job and therefore may been seen as incompetent, resulting in a poor reputation and the resulting effect finding it difficult to move into a new job role.
To encourage employees who are wanting to develop continuously a manager should play to their strengths and provide them with learning opportunities.
Ownership
In every organisation there are employees who like to be involved in decisions and have a need for ownership and are likely to make good leaders providing they do not retain responsibility too closely.  That is holding on to the things they own and putting a value on them beyond their true worth.
There is an assumption in this day and age that what an individual is worth and this has led to a culture of consumerism.
The need for ownership can also be interpreted as a concept of desire or envy
Within the organisation it is important to have employees who 'own' their objectives, targets and their work, therefore becoming self-motivated to deliver and achieve.  To facilitate this need, managers should encourage employee input and allow them the scope to make choices


Meaning
Every person needs to have a sense of meaning in their lives and quite often until they have lost something of meaning no one is aware of this. When a person loses their job or their job role changes significantly this can translate into depression and the individual finds it hard to see meaning with their lives.
As the individual wants a reason to do something that has some meaning to them the manager could show the individual the significance of their work.
Achievement
Those employees with a need for achievement are always striving to meet targets and goals and this need for success and achievement can be relatively fleeting and therefore can result in a need for further success and achievement.  Whilst these individuals can be great employees they may become unpopular if they are taking the glory from everyone else in the team
To help individuals accomplish or succeed at a task the manager should provide performance targets for the individual, allow them to set goals for themselves and encourage improvement.
Allowing staff to make choices and empowering them to have ownership and the power to fulfill their goals and targets will allow the organisational goals to be delivered with a greater impact.
If a manager can identify what motivates the individuals in their team they can use the above principles to get them to do what is required.  Managers should be aware of the things that can demotivate their team including unhealthy internal competition, office politics and criticism and address these in a positive manner encouraging open and honest communication, good team working environment and providing appropriate training opportunities.
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Activity (10)
Compare the services of two companies in your area from where you buy products. Produce your findings in a report explaining which of the two is more customers focused and how this is benefiting the company. Also devise ways the other company can improved its services.

Three and Disney
Many businesses compare and manage performance on an annual basis through a employee appraisal which assesses how well the employee have performed against a set of goals and targets and traditionally identifies areas for improvement and training needs.

I have personally found that this process does not generally result in an ethos of excellent customer service and can lead to a bit of a can’t do environment.  Below I have set out how two organisations who I have personally had experience of handle their customer’s journey and the lessons that can be learned.

I have been a customer of Three on the leading mobile phone operators in the UK for a number of years.  I have always found the level of service provided by the company to be excellent until approximately six months ago.

After being notified of some upgrades to the telephone masts in our area and the service would be unavailable intermittently. This work went on for a few weeks and as I had been notified the service was unavailable occasionally during this time.  

Problems did however commence for me and many other users once the work had been completed.  When inside buildings within this locality many users were finding it quite difficult to maintain a signal and this generated a debate on social media as to why this was happening.  I rang Three myself on numerous occasions and explained the problem and was told that they were doing everything they could to resolve the problem.  At no time did they offer to reduce my tariff for the loss of use of my phone.   I accepted this and whilst the problem has not been totally resolved the network provider introduced a means of access to voice and text calls through the wi-fi which is excellent when I am able to access wi-fi.

Every time I rang the customer service team it was very apparent that the staff were operating from a script which they obviously were not allowed to deviate from.  Some flexibility to diverge from would have enabled them to try and address the issue in a bespoke and effective manner.  The outcome would likely have been the same, however I would have felt they were dealing with the individual problems I was experiencing.

Whilst I accepted the explanation at the time, I had course to contact Three again following a trip to Europe in early May.  I switched on my phone as soon as I arrived in the country and was informed immediately upon receiving a signal that I had downloaded in excess of £10 worth of data.  I immediately switched off mobile date and used my phone solely for voice calls during my stay.

Upon my return to the UK I contacted Three to discuss the charge where I was told I must have used the data.  I explained what had happened and was told there was no way this could happen I must have used the data.

Again I explained and asked them to check my usage and once again I was informed I must have used the data.  I explained I was unhappy with their response and was informed that as a gesture of goodwill they would credit half the amount back to my account.  I informed them that I still was not happy with this they again reiterated that I must have used the data.

In terms of my overall experience with Three I very much feel as though the customer services team have a script and cannot deviate from this.

The second organisation which I have used on many occasions is Disney in particular Disneyworld has a different philosophy in relation to customer service.  The ethos or ‘traditions’ of the company sets out the importance of customer service.  Disney employees are not thought of as staff they are all cast members who have a part to play in delivering th its service vision.  At Disney the service vision is ‘we create happiness’ and this has been embedded into the business.  This was embodied in a set of service standards which focus cast members to ‘create happiness’.  To translate this into the service standards of Disney four words were embraced:
· Safety
· Courtesy
· Show
· Efficiency (originally capacity)
All Disney Cast Members of the Disney business are taught these words and they have become an effective tool to ensure excellence is embedded in every element of the organisation.  Following the continued evolving and development of Disney’s service standards the Disney service basics were created and implemented incorporating the following key areas and behaviors;
1. I project a positive image and energy
2. I am courteous and respectful to all Guests, including Children
3. I stay in character and play the part
4. I go above and beyond
These are underpinned with the specific behaviors of smile and looking approachable and are an expectation of every member of staff employed by Disney with a goal of ensuring every guest or visitor has a great experience.
My own experience of Disney reinforces these fully whenever I have visited the shops or theme parks I have always found the staff to be friendly and helpful.  In store if an item was unavailable they would endeavor to find it in an alternative store or offer a substitute.  In the theme parks the staff always go the extra mile offering help and in an instance where we had a problem with our tickets not scanning they sorted this out really quickly and efficiently and then offered us a breakfast with the characters to compensate us for the inconvenience.  This ethos not only ensures visitor have an excellent experience of Disney, it sees customers returning in the future and recommending family and friends to visit.  
Good customer service is not about giving the customer what they want in every instance it is about being polite and courteous, listening to customers, providing good products and services and recognizing mistakes can be made.  Procedures set out a framework for staff to operate within, however these should be flexible enough to empower staff to deviate outside of these where necessary to ensure they address a customer complaint or concern.

Three could learn from the Disney ethos by empowering staff to deviate from the script to reach a decision which will appease the customer, but not always rewarding a complaint.  They should be able to look at how loyal customers have operated their account previously and be allowed scope to use this as a basis for over riding a charge made where appropriate.  In my individual case, I was not looking for Three to say they were wrong or insist that I had used the data, what I wanted from them was an acknowledgement that I hadn’t used the data and maybe reduce the charge.  I have been a loyal customer of Three for over 10 years and have recommended them to family and friends in the past.  When I have used my phone abroad I have always accepted the call and data charge as I have used them, however on this occasion I did not and expected Three to look at the usage in more depth.  The fact that the customer services person was clearly following a script and would not deviate did not endear me to them or their service.
I would recommend that Three look at their customer service standards and processes to empower staff to work with customers to find solutions to complaint and issues and identify what the customer’s expectations are in terms of addressing these.  The majority of times the customer probably just wants an admission that there has been an error and an apology.
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