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	Assessment 3

 

Give short answers for the following questions:

What is meant by ‘organisation’s culture’? Outline the important components of a company culture system.

An organisation’s culture is directly influenced by the management. In my organisation, we like to provide a culture of being customer driven. In order to do this, we have 5 core values to what we want people to be like. These values are what we teach our employees to be and these values are what we use to score an employee in their appraisals. We have a unique culture whereas we encourage staff to be all they can be, to help achieve this, we like our managers to be different. We ask our team managers to encourage friendliness, positivity, customer rapport and great customer feedback scores. We ask our manages to think of ways to achieve this, things such as decorating team departmental areas, holding regular fun events and allowing employees to relax during their lunch breaks by providing communal areas. 

Every company is different. For example, Google HQ have sleeping pods for staff to take regular naps to keep them refreshed, they have slides and fun things to do to keep staff motivated. Build-A-Bear Workshop HQ in the UK allows staff to take their pets to work to keep employees happy. You often hear people saying they don’t wish to work for a certain company as they heard staff is treated badly. This can be detrimental to that business as if they cannot hire staff to provide customer service, they won’t be able to operate as efficiently as possible. However, if a company has a good reputation for working under, many potential employees will apply to work there. Call centres do generally have a high turnaround of staff but a company’s culture really helps to make it a great place to work and this can help attract staff. Not only this but if a company culture is poor and staff are unhappy, this can impact the customer service provided to customers which in turn, can drive customers away. 

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?

The management style does directly influence the customer service that is provided by the company. In my various work places, I have come to learn that if a manager has a bad style of leadership, this tends to make staff unhappy and they usually remain unhappy and provide poor customer service. I have heard in many places, my team colleagues complaining about their manager and in the end, they either leave the company or they make it an un-comfortable environment with tension. This negativity affects other colleagues in the office and due to clashing with the management, the manager will then be in a bad mood and be un-friendly to staff. I have also witnessed cases where the management have treated the team very poorly and the morale of staff resulted in poor attitudes towards the customer. This generated multiple complaints by customers about the standard of customer service. 

However, in my previous job role, I had a manager who believed in being close to his team members and often brought in home baked goods and treats for his team. He regularly rewarded his staff and had a recognition system in place. By doing this, his team members were well motivated and got along very well as a team. This team regularly were the top performing department in the call centre. When the analysts compared team stats, the team who were unhappy with their manager were under performing whereas the team who loved their manager were the best performer’s month on month. It was decided that every team manager tries to adopt a similar management style. 

There can be issues with management styles as some higher managers may prefer their work place to be strict and highly professional however, this attitude can make front line employees unhappy. In turn, higher management won’t be happy of their company receive poor customer service reviews or feedback. The higher management will then be asking why the company has a poor reputation and the answer will be because staff are unhappy. Because of this, higher management are encouraged to adopt a friendlier, fun culture in the work place so the staff remain happy and productive. There is a delicate balance between happy productive staff and professional unhappy staff so the manager needs to find the balance between both and try to remain professional at all times when keeping staff motivated. 

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

In order to provide a great standard of customer service, the agent must feel motivated to do so. The agent needs to be able to answer any queries or address any complaints by themselves, only relying on support if it is a company process or a difficult customer. The agent must feel empowered; they must feel confident and knowledgeable. Above all else, the employee needs to feel that they can
 engage fully with the customer to help them as best as can be. By feeling this way, the agent will naturally want to help the customer or even go above and beyond their duty to make the customer experience a better one. 

We as people can feel de-motivated and motivated depending on certain aspects such as mental health, the environment and stress factors. In a busy call centre where you take back to back calls for an 8 hour shift, this can start to feel mundane if that is all you day every day. You will start to feel de-motivated and this can lead to poor mental health which in turn, can make you a negative person and provide negative customer service. This is not what anybody wants to go through so it is important to teach an employee to feel motivated. They need to find different ways to motivate themselves, maybe with regular breaks or random fun things that can be done around the work place. Everybody is capable of motivating themselves and we have to locate a way to teach the employee to tap into that potential. Sometimes, it can be the smallest of things such as someone asking if they are ok and if they’d like a drink from the Coffee machine. I often found the way of motivating my team was to provide regular treats that they can help themselves too. We actually give away free fresh fruit at my work place and often encourage staff to walk around and we sometimes hide snacks around desks for people to find. 

We often find that if a staff member feels de-motivated, their productivity and quality standard will drop. This will make them feel even worse and they will eventually either leave the company or go sick with stress. This is detrimental to the company and the employee so we try to motivate our staff as much as possible and have a speak up policy where staff can approach a manager and tell us if someone seems low. By this, we can help to cheer them up as best as can be. 
What is meant by ‘performance management’?

Performance management is a process for ensuring each customer service agent adheres to the company policy for providing good customer service. For example, customer service agents have to achieve a certain rating for quality of calls or work completed. An example of this is where if you work in a contact centre, the company set targets for quality as a certain percentage, usually in the mid to high 90%. They listen to random call recordings and mark the call based on their company criteria. An agent must achieve or exceed their target every month. If a customer advisor doesn’t meet this target for say 3 – 6 months, they can then go onto a performance management plan. This plan is not a disciplinary procedure but more of a tool that is designed to help the agent meet the standards that are required. 

The manager will sit down with the advisor and explain the targets and try to identify any issues that may be stopping the advisor from meeting the standards it may be a simple issue of the advisor not being trained enough or it could be down to issues at work such as stress. When the issue has been identified, the manager will agree a plan on rectifying the problem such as additional training or time off to combat stress. They will mark more calls or work and monitor the progress for a set amount of time, generally 3 months. They will look to see if the advisor is improving and eventually meeting target. If the agent meets the standard then they will come off of the improvement plan. If the advisor still continues to struggle then the plan can be extended or it may then have to be reviewed under the company capability process.  

In my job role, I had to be placed onto a development plan as I failed our company quality target for 6 consecutive calls. I sat down with my manager and we eventually realised I was taking calls about process I was not trained on. Rather than asking for help from colleagues, I tried to answer the questions and was providing incorrect information. We agreed for me to have time off to learn the processes and I was placed onto a 3 month personal development plan. I had my calls regularly listened to and marked. After I received my training, all of my calls returned to normal and I passed my quality checks. I am now no longer under performance management. 

What is the importance of ‘reward and recognition policy in an organisation?

In my place of work, we have a reward and recognition programme in place to reward employees who go the extra mile to provide great customer service. This incentive helps employees provide a better quality of customer service as all employees would like to be rewarded. If there is no recognition or rewards scheme in place, there is no incentive to do your best and this can mean employees may not provide as good customer service as required.  In contact centres and customer service roles, morale can tend to dip. If employees have poor morale and don’t feel valued or appreciated, they may not tend to work as efficiently or as positively as possible. This can have a detrimental impact on how the company performs, often leading to poor company reviews and financial detriment too. 

In order to continue to provide good customer service, the employees must feel valued, appreciated, incentivised and feel like the contribute a lot to the company. By feeling this, they will remain positive, focused, caring, customer driven and loyal. In order to achieve and maintain this, you need to recognise the good service that the employees provide. Regular recognition and rewards help staff feel like the company care for them and this drives them to be all they can be. If an employee is constantly hitting or exceeding targets but doesn’t get any recognition or rewards, after time, they will lose loyalty to the company and start to care less for the service they provide. It is crucial a company avoids this behaviour and so it is imperative to look after your staff. Without the employees, a company will fail. If a company starts to get negative customer service reviews, this can lead to regulatory fines being issues so not only will the company have fines imposed but customer retention will suffer as poor customer service is a driver for customers leaving. 

What are the three types of incentives in customer service environment? Explain each:

There are three types of incentives that can be used in a customer service environment, these should always be considered when looking at how to reward employees. The first option is “recognition”. The second option is “symbols and tokens” and the third being “tangible rewards”. I will provide an explanation for each.  The most simple and important incentive to offer is recognition as this costs nothing and can make a real difference to an advisor or agent. As an advisor myself, I sometimes feel un-appreciated if I have spent a lot of time and energy on a customer case and nobody talks about it or thanks me. However, there have been cases where I have gone above and beyond my duty to really help a customer and the company put my photo on the wall of fame and gave me a £25 gift voucher. To me, that small bit of recognition really motivated me to do well in all my calls. 

Companies can also offer small incentives such as boxes of chocolates, gift vouchers, bottles of wine or small gifts. Although small in size and value, they can make an employee feel valued and appreciated. Again as mentioned above, there have been times where I exceeded company expectations and went beyond my capabilities to help a customer in need and my manager awarded me a certificate and a bottle of wine to say well done and thank you. This made me feel very cared for and appreciated and because of that, it encouraged me to try and do all I can on every customer call. In my current employment, we are awarded with certificates and alcoholic/sweet gifts. Occasionally, the higher management will invite us to dinner with them to say well done and thank you. 

The third option of tangible rewards can be positive in some ways but can also appear negative in others. Many companies will offer incentives such as cinema tickets, meals at restaurants, holidays and experience weekends. These are larger costing prizes that the company cannot afford to pay out for continually. If the company offer these prizes, there will be an expectation eventually and when the company reduce costs by not offering these prizes so much, employees can start to feel un-appreciated. The occasional tangible reward is great for increasing motivation however, there are cost implications and it can become counter productive in time as if they aren’t offered as much any more, staff may feel like the company have stopped rewarding. 

How can a manager develop framework to monitor and measure performance?

In all customer service roles and contact centres, there are systems in place for measuring and recording performance. Many companies tend to use outsourced software whereas some smaller business will use paper and notice boards. Either way, management will usually periodically log the results of any performance checks on a spreadsheet, perhaps using Microsoft Excel. They will collate the data each week, month or year and turn them into pie charts or car charts/graphs. They will set the expected standard target into the system and log the rating that the agent is recorded against. They will continually log the performance over time and compare them to the KPIs (Key Point Indicators) to see if the agents are achieving their targets or goals. If the system shows they are not meeting the requirement, this can then lead to a personal improvement plan. However, if the agent is hitting or exceeding the requirement, the manager will simply continue to log the data. 

As well as recording the data onto software, the performance can also be measured using the appraisal system. Regular meetings with the agent or regular team meetings can be used to discuss the ratings and how the agent is doing. This can also be recorded by the company’s quality control team. Most contact centres have quality analysts who are responsible for call listening to see if the agent is keeping the required quality. They use their own systems to record the data and this can be passed onto the manager. Not only is this helping to achieve the regulatory requirements but this can help reduce work load onto the managers, thus freeing them up for other managerial duties. At my place of work, we have desk charts that tell us what our Key Point Indicators are, these are the required targets that we need to hit and we can log in to our own system that records our work. The system tells us in real time if we are achieving or failing the targets that are set by the company. This information automatically gets provided to our management and we can both see the same information. 

2. What are the eight desires for motivation according to Spitser? How can a manager help to fulfil these? (6)

Spitser has listed 8 desires for motivating staff. These are the following: 

Activity 

Ownership

Power

Affiliation 

Competence

Achievement

Recognition 

Meaning. 

A manager can help to fulfil these by regularly monitoring their staff to ensure they are able to motivate themselves, hold regular meetings, appraisals and one to one time. A one to one time is where you have an informal chat with your manager and can raise any frustrations, concerns or issues you may have. A manager can also listen to the calls that are taken by the employee and check the quality standard that is being displayed. By regularly monitoring this, the manager can log and record how the employee is doing over time. If a trend is seen whereas the quality is dropping every time or the call is listened to and the employee seems down, the manager can then recognise there is an issue and attempt to rectify it. 

The manager will need to hold regular team meetings to see if there are any concerns from fellow team members. The manager can then see if there is an issue affecting many or just one person. The manager can then formalise a plan such as additional training or adopt a new management style where they can turn the environment to a positive one. Adopt measures such as quizzes, more recognition, rewards and team dress theme days. The manager should try and educate the employee that they can do the job and do it very well. The manager should attempt to motivate the employee by encouraging them to be all they can be, make them feel empowered and make sure they know they are supported by the manager and company. The employee should feel cared for so the manager should display their human side.

In my work place, we engaged in social team events such as team nights out and team building exercises. We usually gauge where people’s strengths and weaknesses are and if we identify a weakness, we work with them to build on this. We also like to allow team members the ability to reflect on the great work they have done so we capture information such as good customer feedback, reviews and examples of where the employee has excelled. We remind them regularly of their strengths as this helps to encourage them to be positive as it is a reminder that they can do the job and do it well. 

Activity 

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.

“I am a customer of Virgin Media as they are my broadband provider and I am also a customer of Tesco Mobile as they are my mobile phone network. I would like to compile a report about both companies. To begin with, I wish to talk about Virgin media”. 

As a customer who has liaised with their customer service team, I found the service that was provided to be very poor in deed. First of all, the contact centre was based offshore and their was a language barrier. I had to explain my issue several times and was then blind transferred to another call centre which meant I had to explain my situation again. The agent I spoke to did not fully understand my issue which resulted in frustration on my part. It took me 40 minutes to ask a question. I raised a complaint and was given a £5 goodwill gesture as an apology. As of now, the same issue remains and I have given up trying to ask them to fix the problem. However, I cannot switch providers as no other providers operate in my area so I have no choice but to remain a customer. 

Based on my experience, I found the customer service standards of Virgin Media to be very unhelpful and very frustrating. My issue was not resolved and I would really like to leave and go to another provider. Due to my location next to the sea, I cannot move to another provider but as soon as another provider becomes available, I will be sure to move to the rival brand. I have been a loyal customer of Virgin for many years and their customer service standards have deteriorated so much that I wish to leave them as soon as I can. This is not how I should be feeling as a customer. I recommend that they run more frequent satisfaction surveys to see if their customers are happy with them. If they manage to identify any issues that are affecting their customers, they may be able to rectify the issues and improve the customer service that they offer. The agents you speak to have no empowerment, they have to transfer you to other teams. If they can improve their standard of customer service, this may be able to help retain my loyalty.

I would now like to move onto Tesco mobile. I have been a customer of theirs for 6 years and have said every time to them that their customer service standard is by far, the best I have ever experienced. Every time I have spoken to their customer service agents, I have been left feeling amazed. If I ask them any question, they answer it immediately, if I ask them to do many things, they can do all my requests in one without needing to send me to other departments. When I call them, my call connects to an agent in the UK within 20 seconds. I have no holding time to worry about and I am very confident that the agent I speak to can rectify any issue that I have and fastidiously too. I can honestly say that I have never had any reason to be frustrated or unhappy with them. 

I work for Capita and I know that Capita took over the Tesco mobile company. The Tesco mobile staff work for the same company as I do. I know that the management recognise and reward their staff very well and I know the agents are empowered to handle most queries. Tesco mobile spend lots of money training all their staff to be able to handle any issues that may arise and their quality standards are very strict but not enforced in any way that causes stress to their staff. Because of this, the staff morale is very high and the agents have a lot of confidence in themselves. The management really like to recognise and reward their staff at Tesco mobile and it shows in every call I have made to them. I cannot make any recommendations for Tesco mobile as I have been very satisfied every time I have spoken to them and I know their internal processes as they work for the same company as I do. To think about it, I do have one suggestion for them and that is that they share their company policy to other companies. They have a very good standard of customer service and if they could teach other businesses to be the same, the industry will be v
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