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Section 3 - Marketing Implementation and Control

After your marketing mix plan has been assembled, you need to implement it and control it
effectively. As plan is worthless if it isn’t efficiently executed.

In this section of the marketing process we will be concentrating on selling as the most popular way
of implementing your marketing mix plan, and customer service as a way of controlling your
marketing attempt. If the customer is happy with the product and satisfied with the service, then
he/she is bound to come back again.
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Module 3.1 - Sales: getting your product to the people

Introduction

Understanding sales and service and the relationship between them is important for the achievement
of results in a micro-finance organisation.

Sales and service go hand in hand. You need sales in order to make money and you need service in
order to build and maintain customer relationships which in turn leads to more sales. In this module
we will briefly discuss sales and move on to service in the next module.

Sales is probably one of the most challenging and exciting aspects of any business — constantly having
to find ways to get your products or services out there, where your market can see it and hopefully
buy it.

Unfortunately, it’s easier said than done. The art of selling is not just about telling people about your
products. It’s finding the best way to do it. It’s not only about the marketing mediums you use such as
radio adverts, personal selling, etc. It’s more about how you use these mediums and tools. You need
to know your market in order to identify the best approach, keeping in mind their culture, age,
religions etc.

Selling is all about persuasion in order to awaken a need amongst your customers that they my not
even have known they had.

Resources

The following resources should be studied carefully to assist you in mastering this module. They have
been carefully created and selected to give you an accurate and simple view of the matters at hand.

= Selling — the art of persuasion (Resource 3.1.1)

"7 The sales process (Resource 3.1.2)
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Resource 3.1.1

Selling - the art of persuasion

Sales, or the activity of selling, forms an integral part of commercial activity. It could be argued
that it is the cornerstone of business as it is the meeting of buyers and sellers and all other
areas of business has the goal of making that meeting successful.

Mastering sales is considered by many as some sort of
persuading "art". On the contrary, the methodical
approach to selling refers to it as a systematic process of
repetitive and measurable milestones, by which a salesperson
relates his offering enabling the buyer to visualize how to
achieve his goal in an economic way.

“Selling' is the heart beat of any business. No business
can function without professional sales people.

Dubious selling practices may occasionally result in a sale
if the customer is particularly gullible. But it is arguable
that, even then, only good marketing, great quality of
product along with sales follow up (which encompasses
a far wider range of skills, with an almost diametrically
opposed motivation) 'will lead the customer to buy again
from the same company '. Organizations seldom profit
from single purchases made by first-time customers.
Normally they rely on repeat business to generate the
profit that they need.

However, there are some industries which have a
business model based on one time only sales
relationship. These tend to be the sale of very
expensive, unusual household products such as houses
and new and used cars.

The economic reason for this behavior is that these
items are usually unique. A customer is buying a product
because of that product's features and benefits along
with their emotional attachment or feeling about the
product. These can be slightly influenced by the
salesperson; however, the sales person knows that the
same item cannot be resold to the same customer again
at a later date. They also know that the customer is
unlikely to buy a similar product for a long time, and so
has no incentive to offer any extra quality of service to
encourage a long-term relationship. This behaviour is
generally true only of business-to-consumer sales.

Business-to-business sales are much more relationship
based owing to the lack of emotional attachment to the
products in question.

Selling is a practical implementation of marketing; it
often forms a separate grouping in a corporate

structure, employing separate specialist operatives
known as salesmen (singular: salesman or salesperson).

The primary function of professional sales is to generate
and close leads, educate prospects, fill needs and satisfy
wants of consumers appropriately, and therefore turn
prospective customers into actual ones.

Various sales strategies exist, such as tit-for-tat which is
best if ongoing dealings and interactions are expected.
This insight is behind so-called consultative sales process
which is used by Saturn to sell cars, as well as for some
direct Business-to-Business sales.

Several types of sales exist including direct, consultative,
and complex sales. Complex sales varies from other
types in that the customer plays a more pro-active role,
often requiring proposal response to their Request for
Proposal (RFP).

Forms of Sale Activity

The term sales is includes many activities some of the
various modes of selling include:
=  Direct Sales - involving face-to-face contact
0 retail or consumer
0 door-to-door or travelling salesman
0 party plan
= |ndustrial/Professional Sales - selling from one
business to another
0 business-to-business
= Indirect - human-mediated but with indirect contact
0 telemarketing or telesales
0 mail-order
= Electronic
0 web B2B, B2C
o EDI
=  Agency-based
O consignment
0 multi-level marketing
0 sales agents (real estate, manufacturing)

Types of sales include:
*  Transaction sales (general exchange of money for
goods)
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= Consultative sales (exchange of money for a
service e.g. from lawyers, doctors)

=  Complex sales (a method of trading sometimes
used by organizations when procuring large
contracts for goods and/or services where the
customer takes control of the selling process by
issuing a Request for Proposal (RFP) and requiring
a proposal response from previously identified or
interested suppliers.)

Qualities of a Good Salesperson

There is a2 misunderstanding that a good salesperson has
'the gift of the gab' where as most trained sales people
will have heard the saying 'You have one mouth and two
ears, use them in that proportion'. A good sales person
is a listener. They ask plenty of questions, and make
notes of the answers. These notes (mental or written)
help them find a suitable product or service for the
potential customer. A successful sale is when the
customer agrees with that solution.

Many salespeople are unable to sell to their potential
owing to their own misunderstanding of their potential
customers' needs. They are able to listen to the
answers, but misunderstand that the customer doesn't
have the same goals as they. Many sales people worry
about the price of their goods compared to the
compertiton. Customers, unlike the sales people, are
unaware of the prices of non commodity goods and are
willing to pay what they believe is a fair price (usually
slightly below the market price) for these goods. It is
only when a sales person, or a third party introduces
doubt into the mind of the customer, that price
becomes an issue.

Many successful salespeople have a deep understanding
of human behaviour and are able to use these skills to
their advantage. They are aware that, although there is a
process for successfully completing a sale, customers fall
into a range of different personality types. For instance, a
sales person would have to deal with a teacher in a
totally different manner to how they would deal with a
businessperson. This is because the two sets of people
have a different outlook on life and would therefore
have different qualities which would be important to
them. This is the reason they chose different career
paths in the first place!

Most of the top sales people are very good at managing
themselves and having a good work ethic. They
understand that if they do not do the work, think
creatively and use their skills to their potential, they will
not hit their targets and earn the income they seek.
Those who do blame outside forces are usually the ones
who do not have a long career in sales.

Socialist Critique of sales

In capitalist apologetics, the purpose of selling is to help
a customer realize his or her goals in an economic
fashion. This assumption neglects the fact that buyer and
seller may not have the same interests. Even if the
organization can be supposed to recognize that its
sustainability depends on the maintenance of a healthy
symbiosis with repeat customers, the salesperson does
not necessarily share that goal. Many sales professionals
are characterized by their short-term goals, a desire
quick returns on effort, and not the long-term building
of relationships that the most successful sales people
undertake.

Take for example the purchasing of a car: a consumer
may have a set of cars in mind (called an evoked set)
that she feels match her needs, wants and budget. She
may seek the advice of a salesperson given that a
salesperson can help her realize the right car given those
criteria. This can be a socially useful function;
salespeople have specialized knowledge of products that
can help consumers make an informed decision.

However, a salesperson may also talk a consumer into
purchasing a more expensive or perhaps larger car then
she needs or can afford. In this context, the salesperson
may have usefully helped the customer re-evaluate her
needs, thereby establishing a new set of appropriate
choices among which included the newer or large car.
This again would be a helpful and useful service provided
by the salesperson.

However, it is sometimes the case that customers
purchase a product or service that was not initially
intended and remains an inappropriate purchase after
the fact. Although the consumer in this scenario can be
held partially responsible for the inappropriate purchase
("A fool and his money are soon parted." - P.T. Barnum,
English proverbs), it ignores the fact that someone
chooses to attempt the parting, rather than educating
the "fool".

This dysfunctional behavior is encouraged by:

* incentives of salespeople to increase their total
number of sales, especially where retailers keep
track of sales or offer commission-based salaries

* incentives from the manufactures of products or
the companies of service providers to salespeople
to sell their products where other similar
products offered by competitors are offered

= the incentive to sell a customer a product that is
in need of being cleared out, despite the fact that
a customer may be better to wait for the new
product.
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Resource 3.1.2

The sales process

A sales process is a systematic methodology for performing product or service sales. The
reasons for having a sales process include seller and buyer risk management, achieving
standardized customer interaction in sales and scalable revenue generation.

Specific steps in sales processes vary from company to
company but generally include the following steps:
Sales lead

[

2. Qualified prospect
3. Need identification
4. Proposal

5. Closing

6.

Deal Transaction

Step I: Sales lead

A sales lead is the identity of a person or entity
potentially interested in purchasing a product of service,
and represents the first stage of a sales process. The lead
may have a corporation or business associated with the
person(s). Sales leads come from either marketing lead
generation processes such as trade shows, direct
marketing, advertising, Internet marketing or from sales
person prospecting activities such as cold calling. For a
sales lead to qualify as a sales prospect (or equivalently to
move a lead from the process step sales lead to the
process sales prospect) qualification must be performed
and evaluated. Typically this involves identifying by direct
interogation the lead's product applicability, availability of
funding, time frame for purchase. This is also the entry
point of a sales tunnel or funnel.

Step 2: Qualified prospect

Once a qualified lead exists, additional operations may be
performed such as background research on the lead's
employer, the generally market of the lead, contact
information beyond that provided initially or other
information useful for contacting and evaluating a lead for
elevation to prospect, the next sales step.

Step 3: Need identification

In this stage the salesperson takes a qualified prospect
through a series of question and answer sessions in order
to identify the requirements of the prospect. During this
step, the salesperson will attempt to help the buyer
identify and quantify a business need or a "gap" between
where the client is today and where they would like to
be in the future. Based on that gap, needs can be clarified

to determine if the solution will fill all, or part of the
overall gap.

From this procedure the saleperson is able to come
up with a  proposal suggesting various
products/services that will suffice the need as
presented by the prospect.

Step 4: Proposal

A business proposal is a requirement in complex sales.
Clients sometimes issue a Request for Proposal,
commonly referred to as an RFP, from which a proposal
must be written. Or, after needs identification, the
salesperson will create a proposal that attempts to fill the
needs as expressed by the buyer.

A properly accomplished proposal will educate the
prospective client about the full nature of his or her
need. Often, a prospective client may be aware of only a
portion of the need they expressed during needs
identification. Hopefully, the proposal persuades the
prospect your solution has the ability deliver what he or
she needs, better than he or she can him/herself. The
proposal should also provide justification, timelines, and
investment figures for the entire portion of prospect's
commitment during the duration intended and in terms
that are useful and understandable to the client.

Responses to RFPs requires both adherence to the
guidelines and requirements of the RFP, and a complete
explanation of why and how the customer will benefit by
awarding the contract to the selling company.

Step 5: Closing

Closing is a sales term which refers to the process of
making a sale. The sales sense springs from real estate,
where closing is the final step of a transaction. In sales, it
is used more generally to the achieving the desired
outcome, which may be an exchange of money or
acquiring a signature. Salespeople are often taught to
think of targets not as strangers, but rather as
prospective customers who already want or need what is
being sold. Such prospects need only be "closed."
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"Closing" is distinguished from ordinary practices such as
explaining a product's benefits or justifying an expense. It
is reserved for more artful means of persuasion, which
some compare with confidence tricks. For example, a
salesman might mention that his product is popular with
a person's neighbors, knowing that people tend to follow
perceived trends.

Step 6: Deal transaction

The deal transaction is the hub of global commerce. A
deal transaction is a unique event where money
exchanges hands in return for a product or service. The
“transaction experience” is the buying, selling, and
marketing cyle defined as the pre- and post-effects of that
unique sale.

The transaction itself holds a key position as the hub
of commerce. Each sale is identified and handled
separately as a unique transaction experience. Each
time a signature is provided by the buyer, and a sale
is consummated by the buying organization, a single
transaction has occurred, but the transaction
experience may only be half way over.

Source: Wikipedia.org
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Module 3.2 - What is Customer service?

Introduction

Sales have always been the top priority. The attitude among companies was “As long as we’re selling
the products, who cares about service?” It was all about pushing through as much sales as possible,
even if it was at the expense of the customer.

It only recently happened that more companies started to focus more on service than sales, which in
many cases lead to confusion - what is more important! Meeting sales targets or keeping your
customers happy! Companies realised the importance of customer service. Selling alone was not
enough anymore. Companies realised that in order to perform better than their competitors they
needed to focus on customer relationships in order to take advantage of the benefits that long-term
customer relationships have on sales.

"Excellent customer service (is) the ability of an organization to constantly and consistently exceed
the customer's expectations.”

In this module we will be exploring the areas of customer service, focussing on what customer
service is and why it is so important; the nature of excellent customer service and we’ll learn
something about evaluating service.

We will also dig deep into the nature of service so you can see what a front-line staff member or a
manager of a service team should focus on to deliver a superior service that will win new customers
and keep existing customers. By the end of this you should have a very thorough understanding of
service quality.

Service is one of the only things that an organisation can do to offer something different and better to
customers. Therefore we will be looking at what the Determinants of Service Quality are, and
become familiar with what we have to do to deliver excellent service.

The remaining challenge is to understand how we should manage the organisation to ensure that we
deliver excellent service. For this reason, we will be looking at Key Result Areas and some examples
of feedback form a customer survey.

Resources

The following resources should be studied carefully to assist you in mastering this module. They have
been carefully created and selected to give you an accurate and simple view of the matters at hand.

= Delivering excellent service in retailing. (Resource 3.2.1)

"—7 The 10 commandments of exceptional customer service (Resource 3.2.2)
/7 An article on the determinants of service quality. (Resource 3.2.3)

"7 Five service stories. (Resource 3.2.4)

/7 Professional manner- (Resource 3.2.5)

= Key Result Areas (Resource 3.2.6)

7 An example of feedback from a customer survey (Resource 3.2.7)
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Resource 3.2.1

Delivering Excellent Service in Retailing

Service excellence is a hallmark of America’s most successful retailers. It matters not whether
a company sells fashion or food, or is upscale or downscale in market focus. Superior service is

a success key, regardless.

|u

Study the most successful “self-service" retailers and what
you find is that superior service is central to their
success. Outstanding regional food chains like Ukrop’s
Super Markets in Richmond and Giant Food in the
Washington, D.C. area are tough competitors not only
because of the goods they carry — which other food
chains also carry — but because of their service — which
other companies may have difficulty matching.

Competing retail firms often look the same to consumers
- similar merchandise, similar store designs and layouts,
similar price-oriented advertising. These firms do not
“feel” the same to consumers, however. Service
excellence is the one strategy dimension that is both
important to many consumers and hard for competitors
to duplicate.

This is why department store executives in Washington,
D.C. and elsewhere are so concerned about the entry of
Nordstrom into their markets. These executives know
that they will be competing against a company that has
differentiated itself through service in every other market
it has entered. They know that they will be competing
against a company with a rich tradition of service
excellence. The familiar competitive routine of price
promotion is not likely to work as well against the likes of
Nordstrom.

Service excellence pays off in greater customer loyalty,
more new customers because of favourable word-of-
mouth  advertising, more insulation from price
competition, fewer mistakes involving costly re-
performance of services, and lower marketing costs
(because extra marketing monies do not have to be spent
convincing customers to patronize the firm despite its
poor service.)

In their new book, The PIMS Principles, Buzzell and Gale
are unequivocal in claiming a relationship between service
quality and profitability. Based on a large data base they
conclude: “Whether the profit measure is return on sales
or return on investment, businesses with a superior
product/service offering clearly outperform those with
inferior quality.”

Principles of Service Quality

Consider the improvement of service quality to be the
most important priority in retailing today. Accordingly, |
devote the body of this essay to a series of “principles” to
guide retailers as they go about the task of improving
service. These principles are based on the service quality
research program that my colleagues, A. Parasuraman and
Valarie Zeithaml, and | have been directing since 1983.

l. Quality is defined by customers

Quality is sometimes explained as "conformance to
specifications." This is misleading. Quality is actually
conformance to the customer’s specifications. The
customer’s definition of quality is the only one that
counts!

Customers assess the service quality of a retail firm by
evaluating the service they receive from the perspective
of the service they desire. A retail firm will achieve a
strong quality reputation when it consistently meets
customer desires for service. Thus, improving service
quality starts with determining the most important
service desires of target markets, measuring company and
competitor performance on those service dimensions,
and redoubling efforts to improve service in those areas
that are most salient to customers and least satisfactorily
handled by the company. Delivering quality service
requires performing important services well. Doing

unimportant things for customers — even if done
wonderfully — does not translate into good service
quality.

2. Quality is a journey

Service excellence is a never-ending journey; the only
option is to plug away towards better quality every day of
every week of every month of every year. Quick quality
of service “foes” do not exist.

Magic formulas for “permanent” quality do not exist.
Service quality is an attitude, a mind-set, a commitment. It
is also competence. Retail executives cannot build a
service-minded culture by investing in service when
earnings are good and placing service on the back burner
when earnings are poor. You cannot build a service-
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minded culture by turning the service issue on and off like
a water faucet. Service excellence requires a full-court
press - all of the time.

Russell Vernon, the owner/operator of West Point
Market, an acclaimed gourmet food store in Akron, Ohio,
decorates his food display cases with fresh flowers,
maintains flower gardens in front of his store (for the
20,000 people who pass the store every day), operates a
test kitchen that experiments daily with new recipes for
his fast-growing takeout service, and uses informative
signs throughout his store to educate customers on the
products being sold. Vernon’s store is an exciting,
colourful “stage.” Seemingly, every detail has been
handled with the customers’ interest uppermost in mind.
Vernon, however, is relentless in pursuit of even better
service quality.

On a wall in the employee area hangs clipboards full of
ideas for improving one aspect or another of the
operation. Vernon spends most of his time patrolling his
store looking for ways to transform what exists into
something better. He understands that with service
quality you can always do better. He understands also
that if you don’t continually try to do better you will start
to slip.

3. Quality is everyone’s job

In a retail organisation everyone has a customer.
Salespeople. Merchandisers. Supervisors. Accountants.
Credit Personnel. Repair Technicians. Secretaries.
Distribution Centre Employees. Cashiers. Custodians. All
of these people perform some type of service for
someone else. Some have customers that are external to
the organisation and others have internal customers but
all have customers to serve. The opportunity for service
excellence in an organisation is greatest when all
employees - regardless of their specific positions - believe
that their most important responsibility is to satisfy the
service desires of their customers.

Retail companies should not label in-store departments
that handle credit applications, perform gift wrapping
services, or perform other specialised functions as
“customer service” departments. To do so suggests to
employees and customers alike that a handful of store
employees are responsible for customer service, and that
all other employees are responsible for other things.

Responsibility for service quality cannot be delegated to a
specific department. Service quality comes from an
accumulation of individual performances. In a service
organisation, everyone is responsible for quality!

4. Quality, leadership and communication
are inseparable

Retail employees do not begin a new job discouraged,
robot-like or cynical. These traits - when they appear -
have usually developed on the job. Many employees get
“beat up” by the service role.

Customers can be rude. End-of-the-day fatigue can be
desensitizing. Company rules and policies can be
suffocating. Sheer numbers of customers to serve can be
overwhelming.

Only genuine leadership at all levels of the organisation
can provide the inspiration necessary to sustain
committed servers. “Managing” and “administering’ ’ are
not enough. As Bennis and Nanus point out in their book
Leadership: The Strategies for Taking Charge, true
leaders operate on the emotional and spiritual resources
of an organisation, on its values and aspirations. Managers,
on the other hand, emphasise the physical resources of
the organisation, such as raw materials, technology and
capital.

The principal tool of leaders is communication. Identify a
store in a retail chain with particularly outstanding service
and you will find one or more store leaders coaching,
praising and modelling service excellence. You will find
quality “champions” - leaders who communicate face-to-
face rather than by memo; who communicate by example,
by deeds not just by words; who communicate to inspire
rather than command.

Gordon Segal’s frequent “pep talks” in his Crate & Barrel
stores, Sam Walton’s Saturday morning Wal-Mart
meetings now transmitted to the field by satellite and his
(and other senior executives’) regular store visits, and
Arthur Blank’s personal involvement in orienting and
training Home Depot store managers underscore the key
role that personalised two-way communication plays in
the building of a service-minded corporate -culture.
Leadership is the cornerstone of service quality, and
communication is the cornerstone of leadership.

5. Quality and integrity are inseparable

Service excellence is possible only in an organisational
culture that prizes integrity. Serving customers well and
serving customers with integrity are part of the same
overall objective. An organisational value system that has
at its core the idea of “fairness” — with all parties and at
all times — is a springboard to first-rate service quality. It
is impossible to build a service-minded attitude in an
organisation whose executives think in “we win/you lose”
terms.
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It is impossible to sustain employee pride in an
organisation whose executives routinely sacrifice the
customers’ interest to turn a quick buck.

Retail executives that engage in phoney price promotions
that ask salespeople to mislead customers in sales
presentations, that use “bait and switch” tactics, which
wink at systematic over-charging of customers on
transactions - these executives completely undermine
their own credibility on the subject of service quality.

Employees learn quickly that management cares not one
iota about service and satisfying customers. And most
service employees, who would much prefer to help
rather than hurt customers, will eventually ask
themselves: “Why should | give my all to a company that
lacks integrity? Why should | bust my chops for a
company in which | do not believe?"

Quality and integrity are interdependent. One supports
the other.

6. Quality is a design issue

Service quality must be a forethought, not an
afterthought. It must be a way of thinking that influences
each step in the development of new services,
technologies, processes and facilities. Designing quality
into new offerings instead of “force-fitting” quality
initiatives after-the-fact results in higher reliability for
customers, higher motive for employees, and higher
productivity for the organisation.

Many retail chains give insufficient thought to customers
at the design stage. It is common to see stores that have
too few mirrors, inadequate exterior signage and jumbled
merchandise presentation, for example.

Valarie Zeithaml and | have studied practices
supermarkets could adopt to provide customers a more
time efficient shopping environment. In this research,
consumers gave high marks to such time-saving ideas as
food stores placing frozen foods on one side of the store
(to be conveniently picked up last) and placing milk and
dairy items near checkout (to be picked up quickly on “in
and out” store visits). Unfortunately, many supermarkets
are not designed to help busy customers complete their
shopping in an efficient manner. The focus instead is
pulling shoppers through the entire store to stimulate
impulse purchasing. This is so even though our research
shows that food shoppers who spend the most money in
supermarkets give significantly higher ratings to a variety
of time-saving practices than shoppers spending less
money.

Customer-minded retailing executives frequently stay on
the sidelines during design phase of services, technologies,

processes and facilities, leaving it to the “technical
people” to do their thing. As a result, the customers’
interests are often overlooked, spoiling service quality
after the offerings are introduced.

7. Quality is keeping the service promise

The essence of service quality is keeping the service
promise. Data from our service quality research program
indicate that, more than anything else, consumers expect
service providers to do what they promise to do.

A 98% reliability rate should not be deemed acceptable
even though it may sound impressive. What this statistic
means is that some hard-earned customers are not
receiving the service they were promised. It also means -
for a large firm with many customers and transactions - a
lot of problems to correct the next day. Building a true
service-minded culture involves striving for a “zero-
defects” service record. It involves understanding that
friendliness does not compensate for sloppiness. It
involves making the service promise inviolate.

Many retail companies fall prey to the promotional
temptations of promising more than can be reliably
delivered. Raising customer expectations to unrealistic
levels may lead to more initial business but it invariably
fosters customer disappointment and discourages repeat
patronage.

The “24-hour loan” bank, the “it will be ready by five”
auto repair shop, and the “no-surprises” hotel chain all
encourage the customer’s wrath when they fall short of
these promises. It is far better to promise less and fulfil
the commitment than to promise more and fall short.

In Conclusion

In this essay, | have set forth seven principles that can
guide retailers toward service excellence. These
principles are:

I.  Quality is defined by customers

2. Quality is a journey

3. Quality is everyone’s job

4. Quality, leadership and communication are
inseparable
Quality and integrity are inseparable
Quality is a design issue; and
7. Quality is keeping the service promise.

o

Unfortunately, many retail executives have lost sight of
these principles of service excellence in today’s intensely
competitive and turbulent environment. They have lost
sight of the fact that retailing is a service business. They
have lost touch with their customers’ true needs and
have been too willing to substitute a merry-go-round of
sales promotions for good strategic thinking. They have
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become too oriented to saving money rather than serving
customers. As one department store executive told my
students: “We are all copying each other, we have lots of
employee turn-over and we arc all doing a lousy job with
customer service.”

| consider the improvement of service to be the single
most important priority in retailing today. Service
excellence is the best antidote available for over stored
market conditions. When too many retailers chase too
few customers, it is the mediocre retailers that get hurt.
The great retail companies in America — from L.L. Bean
to Crate & Barrel to Nordstrom — compete on the basis
of service excellence and continue to grow. They use
service to be different; they use service to increase
productivity and to lower costs; they use service to earn
the customer’s loyalty; they use service to spur positive
word-of-mouth advertising; they use service to seek
some shelter from price competition.

With service excellence, everyone wins. Customers win.
Employees win. Management wins. Stockholders win. The
community wins. Delivering first-rate service in retailing is
more profitable and it is more fun. What are we waiting
for? Let’s get on with it!
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Resource 3.2.2

The 10 Commandments of Exceptional Customer Service

Is the level of service you provide better, the same or worse than it was one year ago? If you're

not getting better, you're getting left behind.

Marketing creates demand. Selling creates transactions.
Service creates customers. What keeps buyers coming
back? The relationship they have with you and your
company. All products and services are differentiated by
the quality of the relationship between the buyer and the
seller. Service is about relationship building with
customers.

The ultimate objective of a business is profit. The primary
purpose of a business is to create customers. Profitability
without customers is impossibility. Customers do you a
favour by choosing to do business with you. You aren't
doing them a favour by serving them. You need your
customers just as much as they need you. And you may
need them more. After all, they could go elsewhere to
get what they need. Customers should never feel like
outsiders. They should be treated like insiders. Serving a
customer isn't an interruption or inconvenience. It is the
whole point and purpose of doing business. Always
remember that customers pay your salary!

The ten commandments of excellent
service

The First Commandment: Customers have the
gold; therefore they make the rules (also known
as The Golden Rule of Customer Service)

Do you ever compromise on service! Do you cut
corners, only partially fill or even forget commitments?
Exceptional service means keeping every commitment
you make to customers. Period.

The Profit Impact of Market Strategy research shows that
financial performance is tied directly to the perceived
quality of a company's goods and services. Remember, no
customer should ever have to choose between
competency and courtesy. Think C.A.R.E. — Customers
Are Really Everything. Every customer wants to feel
important, appreciated and valued.

Everyone who has contact with customers must be a
C.S.P.: customer service professional. At retail superstar
Wal-Mart, every associate takes a pledge — | solemnly
promise and declare that every customer that comes
within ten feet of me, | will smile, look them in the eye,
and greet them, so help me Sam." (Sam Walton, the
company founder)

Don't penalise the majority because of the minority by
treating good customers like problem customers.

The Second Commandment: Service is created
from the inside out; those who are not well served
do not serve well

Treat co-workers as internal customers. Think of your
entire company as a team of customer service
professionals. Your team's success is jeopardised by
anyone who is not committed to service. TEAM stands
for together everyone accomplishes more. You can't win
together by competing against each other. Teams win
through co-operation.

The Third Commandment: Look at everything
through your customer's eyes

Customers like convenience. Ask yourself, "Who
adjusts!" Do we force our customers to adjust to our
needs, or do we adjust to their needs!? One size doesn't
fit all. Treat different customers differently: customers
like options. Customers need guidance.

Here's the paradox: even though they like options, too
many options overwhelm them. They also need guidance;
someone to say, "Based on your options, this is what is
best for you."

Customers want a pleasant experience. The pleasure of
the experience is as important as the price of the
product. You never really know for sure how your
customer wants to be treated unless you ask.

Flight attendant: "Sir, would you like the chicken or the
beef for dinner?"

Passenger: "Which do you recommend?"

Flight attendant: "Neither. | don't eat this food."

Question: Does the flight attendant not eat the food
because it is bad, or is the food bad because the flight
attendant doesn't eat it? When you don't use your own
products or services, you lose touch with the customer's
experience.

To understand your customer's experience, use your
own products and services.
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The Fourth Commandment: Go beyond satisfying
the customer

After every interaction, the customer is either:
|. Disappointed: they got less than they expected.
2. Satisfied: they got only what they expected.
3. Delighted: they got more than they expected.

To delight customers, provide a little bit more than
expected. If you only do what other service providers do,
you'll never be better than they are - aim higher.
Delighted customers come back, spend more and tell
others.

In 1955 Walt Disney spoke of exceeding the customer's
expectations. For the past several decades, successful
people and organisations have committed themselves to
doing it.

For customers, loyalty is the lack of a better alternative.

Keep your promises. You don't have to delight everybody
to be successful, but you must delight somebody. What
would happen if everyone in your organisation made it a
point to delight at least one customer each day! The
answer: your organisation would be legendary.

The Fifth Commandment: Add value to every
transaction

"Value" is the total package of all those things your
customer prizes and appreciates when they do business
with you. Those who provide the most value at the best
price win biggest.

These things create value for customers:
* nicer (courtesy)
=  more (quantity)
= better (quality)
= faster (speed)
= different (creativity)
= less expensive (price)
= funnier (enjoyment)

The Sixth Commandment: Convert complaints
into commitment

"Complaints offer opportunities to make friends or to
make enemies...Isn't it worthwhile to exert every effort
to turn complainers into boosters?" B.C. Forbes.

An unhappy customer will tell more people about his or
her negative experience than a happy customer will about
his or her positive experience. Most customers won't
complain to you. But they will tell others if they're
unhappy. Seek out unhappy customers and you'll profit
from your efforts.

Excellent service providers still make mistakes. But what
makes them different is how they recover. A sincere
apology is the first step in dealing with a customer
complaint. Explain why something happened, but don't
make an excuse. An excuse is a relinquishment of
responsibility. Customers want action, not excuses.

Don't blame others. It may not be your fault that the
customer had a problem, but it is always your
responsibility to get it fixed. As quickly as possible, find
out what needs to be done to regain the customer's
loyalty. Fixing what's wrong isn't enough. Find a way to
compensate the customer for his or her inconvenience.
Do more than necessary to make the customer happy.

The best policy for getting employees to take care of
customers? "You'll never get in trouble trying to help a
customer.”" When a customer is unhappy and complaining,
listen carefully.

The Seventh Commandment: Make contact with
customers positively memorable

A moment of truth occurs whenever a customer forms a
perception of your business. You've got to manage those
moments of truth.

What perceptions do your customers form when:
=  They call your organisation?
*  They receive correspondence?
®  They ask a question?
= They see your facilities?
= They evaluate the

employees?

= After they've done business with you.

appearance of your

Little things make a big difference. How many times does
the phone ring before it is answered? How long are
customers kept on hold? Is there follow-up to make sure
every commitment made to a customer is kept?

An hour of brilliant service can be undone by a minute of
indifference.

In one study, there was a 27% increase in future sales
when people were called after a purchase. People react
more positively to a call simply thanking them for their
business than to calls thanking them and telling of an
upcoming sale.

The Eighth Commandment: Make your customer
a partner

Involvement creates commitment

Southwest Airlines involves their frequent flyers in the
process of hiring flight attendants. They've gone beyond
customer involvement to a level of customer intimacy.
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A customer feels empowered when they know they have
been heard and what they’ve said will make a difference.

Find out how you're doing

You'll never really know how well your customers are
being served until you ask them. Is the level of service
you provide today better than it was last year? Last
quarter! Last week? Have you asked your customers if
they think you’re getting better or worse!

Three questions you need to ask your customers:

I. What did you like most about doing business with us?

2. What did you like least about doing business with us?

3. What will you tell others about your experience (doing
business with us)?

The Ninth Commandment: No matter how good
your service gets, keep making it better

Identify the best service providers in your community and
visit them to observe how they do it. Create a customer
service library at your company of the best books,
audiotapes, videos and interactive media. Invite a
customer to speak at your next staff meeting. Ask them
to suggest ways to improve your service.

Start a program called "Service Idea of the Week." Ask
your service team members to submit ideas and then
select the best to share.

The Tenth Commandment: Honour thy customer
(but humour thyself)

You must be willing to put up with your customer's grief.
Business is about being paid to deal with other people's
problems.

The big lie: the customer is always right. The reality:
sometimes the Customer is rude, demanding or wrong...
...but, the customer is always one thing:

Definition of customer: someone who has paid to be
treated with dignity and respect whether or not they
deserve it. It's easy to be nice to nice customers. The
challenge is to be nice to customers who aren't. Treat
difficult customers as a challenge. See if you can convert
them with kindness. Your commitment must be to care
for customers even when they're not right. Take your
work very seriously but don't take yourself too seriously.

The Service Professional

The service professional works with pride. What you do
is critically important. Other people — co-workers,
customers, or management — should never make you feel

unimportant because of their poor attitude. Do the kind
of work you can rightfully feel proud about.

The service professional is positive. Focus on the positive,
not the negative. Sure, problems exist, but customers
don't need to hear them rehearsed and rehashed.

The service professional is creative. Are you doing what
everybody else does, or do you bring fresh thinking to
your work?

The service professional is a problem solver. Anybody
can solve easy problems. How good are you at solving
the difficult ones?

The service professional is a people person. If you don't
enjoy people — and aren't able to make your customers
feel that you do — you've picked the wrong job. The
service professional acts professionally. A professional
does their best even when he or she doesn't feel like it.

The service professional is a team player. Superior service
is a team support. Just as you need to be supported by
co-workers to serve your customers, you need to
support them as well.

The service professional aims to exceed expectations.
Superior service stands out. Make it your goal to provide
better service to your customers than you've ever
received yourself.

The service professional is committed to getting better.
Look for new and better ways to serve. Add to your
service arsenal every day.

The questions for your team to review
and discuss regularly:

* Who is our customer?

* Who do we want our customers to be?

= What are the most important things we know about
our customer?

= Are we utilising our cumulative expertise to get glued
to customers!?

* What do our customers expect?

* What do our customers want?

= Do we consistently meet and exceed expectations?
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Resource 3.2.3

The determinants of service quality (DSQ’s)

Certain very specific things determine the quality of service seen by customers. It is important
to know what they are in order to meet customer expectation.

As a customer we use specific factors when judging
service quality. Think about a situation where you have
experienced a disastrous service. What went wrong!?
What made you decide that the service was
unsatisfactory?

In most cases there is more than one factor which will
influence our judgment of service as a customer. These
factors can be grouped into what are known as the
determinants of service quality. The determinants may
overlap somewhat, but is very important that you and
your colleagues have a clear understanding of these
determinants of service quality in order to know how
your customers will be evaluating the quality of your
service delivery.

What are the determinants of service
quality?

Reliability

Reliability is the ability of the service provider to perform
the promised service consistently, dependably, accurately
and timeously. When a member of your staff says the
branch manager will call the customer back in |5 minutes,
does he/she do so?

Responsiveness

Responsiveness is the willingness to assist customers and
provide prompt service. Is the staff member willing to
answer the customer’s questions! Is your organisation
willing and prepared to convene a meeting at short notice
in order to provide superior service to a customer?

Competence

Competence is the possession of the required skills and
knowledge to perform the service. Does your branch
research capabilities to accurately track market
developments? Does the field marketer possess the
necessary statistical knowledge to do an appropriated
analysis of data?

Courtesy

Courtesy includes politeness, respect, consideration and
friendliness of contact personnel. Do your tellers and
sales consultant refrain from being rude when the
customers ask questions? Are the staff consistently
friendly when answering phone calls?

Credibility

Credibility includes characteristics such as
trustworthiness,  believability, honesty and good
reputation of the service provider. Does your

organisation have a good reputation?

Communication

Good communication means keeping the customers
informed in a language they can understand, as well as
listening to them. Does the sales person avoid using
technical jargon? Does the customer consultant regularly
communicate with his/her clients?

Security

Security implies financial stability, freedom from danger,
risk or doubt and confidentiality. Can the customer be
confident that his/her problem will be solved
satisfactorily? Will the sales consultant consider the
details of a client’s business to be sensitive and
confidential?

Access

Access refers to the approachability and ease of contact.
How easy is it for the customer to talk to the branch
manager when he/she has a serious service-related
problem?

Understanding the customer

Understanding the customer implies that you and other
staff make the effort to know customers and their needs.
Does the sales consultant really try to determine his/her
customer’s needs?

Tangibles

Tangibles are physical things such as the appearance of
facilities and the personnel. Is your branch neat and
attractive! Are you staff dressed appropriately? Are any
sales materials such as brochures and booklets of the
appropriate visual quality?

What is the importance of the DSQ’s?

Once you have a clear idea of the DSQ’s, you can do a
number of things:
- You can evaluate your level of service and those
of you competitors.
- You can find ways for improvement.
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Resource 3.2.4

Five service stories

What follows are five short descriptions of five different customer interactions. Your job is to
provide a set of guidelines, derived from these instances, so that employees will be able to
deliver a level of service that makes customers go to them for business.

While reading through each of the following incidents,
note which facts are important in delivering great service.

Incident I: “Sharp but sloppy.”

On a Saturday morning in late April, a client meandered
into the micro-lender’s shop in downtown Johannesburg.
As she walked in, leaving her boyfriend at the door, she
noticed that the person behind the security window did
not have a shirt on and quite obviously had never found
his brush. She stepped up to the window when it was
eventually her turn, the person in front of her having had
his money recounted |0 times, because he didn’t believe
the shirtless man had counted correctly. So when she
eventually arrived at the window, she was very hot and
bothered.

The shirtless man recognised her from the last time she
had borrowed money (he had had a shirt on that time)
and greeted her with a warm welcoming smile, and by her
name. She had come well prepared for this transaction as
she remembered from the last time that things go quicker
if you have all the right documentation. She noticed that
the shop now had a notice to the left of the security grill
stating what each person should have with them if they
would like to borrow money.

She handed all her documentation over to the shirtless
man and within a few minutes she had her money. The
shirtless man explained to her how much she would have
to repay every month, and how he had come to that
number. He asked her if she wanted to know about the
interest rate, administrative charges and so-on, but she
replied that she knew all she needed to and she was
happy with her repayments and the term of loan. She left
the shop.

Incident 2: “Gift.”

“Hello. My name is Gift. | want to tell you about an
experience | had the other day. It involves the
complicated world of micro-finance and what you have to
do to borrow just one thousand rand.

| went to this shop that | had seen near the Checkers in
my local shopping centre. | walked in and was very
impressed with the furniture, the carpets and healthy

looking plants (they were real!) | sat down at the end of
the row of people sitting in the row of chairs provided.
So far everything was going fine. After a short wait of
maybe ten minutes, | was invited to discuss my needs
with a teller.

| sat down in front of this lady who was very well turned
out. Her clothes were well-ironed and her make-up
obviously freshly applied. She was very professional
looking. She asked me what she could do to help me. |
told her | needed money from her company in order to
purchase school clothes for my children for the
forthcoming year. She said that seemed a reasonable
request. She next asked me for all this documentation. ID
book, payslip, proof of residency, bank details, proof of
employment and the identity of someone to stand surety
for me. | didn’t have all this information with me. | said to
her that all | had was my ID book and my ATM card, and
wasn’t that going to be enough. She then carried on with
a lecture about how | didn’t know anything, and that if
hadn’t brought any of this information with me how on
earth did | expect to get a loan?

| wasn’t very happy with this, especially because the shop
was still quite busy. Then she started rambling on about
the MFRC and other things that | had no clue about; and
then she tried to sell me a funeral policy. | was so
embarrassed about her ranting and raving that |
apologised to her about not knowing enough. | apologised
again and tried to leave with a little bit of my dignity left
intact. Next time | think I'll just borrow money from the
micro-finance outfit down the road.

Incident 3: “Customers on Service”

Two micro-finance customers were overheard discussing
various experiences they had had at a micro-finance shop.

Thando: What would be the things that attract you to a
shop?

Vusi: The way they treat me. If they don’t know their
stuff, or if they rude and ungracious, there’s not a chance
that | will go back to the same people.

Thando: What about if the place is clean, neat tidy and
that kind of stuff?
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Vusi: Well, that matters less in a money environment
than it does in butchery, for example. But it helps with
the first impression for the customer. However, if
someone has respect for themselves and their fellow
humans, they will make sure the place is respectable and
enjoyable to be in. If it is a mess, then it’s not that nice to
be there. But what about you? What do you think?

Thando: Well, people have to know their stuff. If a shop
needs a little cleaning, I'm willing to accept that as long as
the people know what they are talking about. The other
day | asked why they need my payslip. Did they not trust
that | was telling the truth about how much | earn? The
man behind the counter gave a very good answer,
satisfying my question. On the other hand he wasn’t able
to explain to me why | got double deducted. | understood
how it happened, but | wanted a promise that it wouldn’t
happen again. And he couldn’t give that assurance.

Vusi: | see what you mean. So you basically want the
person helping you to know everything about their
business?

Thando: Exactly. If they don’t know who does? You
can’t have them asking one person for all the information
all the time. That person will have no time for doing
anything else.

Vusi: But sometimes people ask really stupid questions. |
was at a micro-finance shop the other day, with my
brother who needed some money, and this guy in front
of us asked if he needed to be employed to get a loan.
The lady behind the counter had to swallow her laugh
when she saw he was serious. She explained why he had
to be employed and what that would mean for his
chances of getting a loan.

Thando: The job of handling these questions can be
quite frustrating, like that example, but they must
remember that they rely on the public for their business.
If they are rude or unhelpful they are only hurting
themselves. It might sometimes be funny to them to
criticise someone asking them questions, but it doesn’t
help their productivity in the long run. And a lot of
people don’t really understand how it works, and that is
why there are these problems.

Incident 4: “Shop floor service discussion.”

Here is a conversation between two team leaders in a
factory, discussing the micro-finance industry.

Sylvester: Hello Emmanuel. Please can you help me?
One of my guys has borrowed some money from one of
those loan sharks people.

Emmanuel: Careful there Sylvester. How much do you
know about the place where he borrowed the money?
Sylvester: Well, it’s not a bank, so it must be one of
those loan shark guys, with baseball bats and hundreds of
ATM cards and pin numbers. And with a gang of
collectors who take your furniture if you can’t pay them
back.

Emmanuel: That's why | said careful. | thought about
them in the same way as you until about three months
ago when | went to visit one of these places for myself. |
wanted to check it out because one of the people in my
work group wanted to borrow some money from them,
so | wanted make sure they were bona fide before he
borrowed the money.

Sylvester: What was it like?

Emmanuel: Well, for starters, on the door at the front
of the shop — a proper shop not just a stall — there was a
certificate from this place called the MFRC. | went and
spoke to the manager, and she told me all money lenders
in the micro-finance industry had to be certified by the
MFRC so that they could do business.

Sylvester: Like doctors and lawyers?

Emmanuel: Exactly. Then | asked her about the
repayment methods and interest rates and all those kind
of things. She was very helpful. She explained the entire
process to me, from handing over the money through the
repayments and what happens if payments are missed and
if they stop altogether. It was very enlightening. You will
be glad to know she never mentioned baseball bats, ATM
cards or repossession.

Sylvester: That is interesting. So did she say anything
negative or were you just caught up by her positive
marketing approach?

Emmanuel: Ha. She did say that | should help the less
financially minded people in my group. Help them
understand that you can’t just borrow money, but you
also need to be able to afford the repayments after paying
for the other things you already need to pay for. And |
think that is very good advice. It will be good for our
teams if you and | discuss this whole money-borrowing
thing to make sure they don’t get themselves into
trouble.

Well,

Sylvester: Excellent idea. thanks for the

information. See you later.
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Incident 5: “An uncle in the

business.”

lending

“In the centre of the town that | live in there are a
number of micro-finance vendors. There is one however
that stands out above the rest. It is not the cheapest, and
it does not have the best marketing or advertising. What
it does have, is the best service.

Over the past ten years, | have seen the number of this
type of shop grow dramatically in my town. This one has
been around for about seven years — middle-aged if you
will. | have always borrowed money at the beginning of
the year to pay for my children’s’ school books and
clothes. | find | can afford everything else throughout the
year, but battle at this time, especially after Christmas.

| originally borrowed money from my mother and father,
but they soon retired and it felt wrong taking from them
when they had so little. My husband and | discussed
where we would get this money from, because our
children’s education is, and always will be, very important
to us. We eventually decided we would go to one of the
loan sharks. We did this reluctantly because they had a
very bad reputation. They were expensive and not very
friendly at all. But we needed the money. So off we went
to one of these guys. We chose one who had his own
shop — not working from the boot of a car — and we
asked him all the questions we had carefully prepared.

The man in the shop was very friendly and understood
what our problems were. He discussed with us exactly
what we would have to do, how much we must pay and
by when and when we would be finished by. He also
made sure that we could afford the extra money over the
next three months. My husband and | discussed all these
issues and eventually — after much deliberation — decided
that our children’s future was worth the risk.

This first year went so smoothly that when the next
January arrived, we had no hesitation in going to the same
man for our money. Half way through the fourth year this
little shop was bought out by a chain of micro-finance
shops. We thought we might have to start again. But to
our enormous relief the man whose shop it was now the
manager of this shop and the great service continued.

He said that the chain had come to town to analyse all
the shops that were there, and see which the best was to
buy. He said that they had told him his had won because
of the size of his loan book. They also said that they
attributed the size of the loan book to the high level of
service that he delivered.

Let me tell you, that shop that we visit every January has
the best service | have ever had. The place is always
clean, the employees are always well dressed and friendly,

the service is fast and efficient and although it is not the
cheapest place, | will always go there for my money. And
the next year, when my sister’s kids need their first
school uniforms, | know who I'll recommend.”
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Resource 3.2.5

Professional Manner

This is your general conduct in your day-to-day working life and is the basis of all relationships -
the other aspects follow on from here. A customer looks for the following signs in a professional
manner, and they are mainly attitude, confidentiality, loyalty, politeness, appearance and

product knowledge.

Attitude

Your professional image begins with your attitude
towards your customers, yourself and your company. It
is also transmitted through the way you behave. If you
exude confidence and enthusiasm then you will probably
perform better in a selling situation. If you are feeling
uneasy or doubtful then this will transmit to your
prospective customer and you will reduce your chances
of a successful sale.

Confidentiality

All  your dealings with customers should remain

confidential, so you should never:

= Give out your customer's information to anyone.

= Give out your customer's home address or
telephone number to anyone.

= Discuss any aspect concerning one customer in
earshot of another customer, or openly with any of
your colleagues.

= Discuss anything about one customer (either
regarding their private or working life) with another
customer - for example, their credit worthiness or
financial standing. If you do this, the customer you
are telling will wonder what you are saying about
him/her to someone else and can you be trusted?

= Always be careful what you say about any of your
customers to anybody - in or out of the office. It is
very easy to break a confidence without realising it.

Loyalty

Loyalty to the company you are working for is important
as it comes down to you protecting the company's
interests as well as the company's name. So never:

= Make offensive comments about the company as this
is unprofessional and customers could take this to
mean you are not suitable for the job.

= Blame or make comments about work colleagues to
other departments in the company because this
means you are conveying the impression that the
whole company is less than efficient and you are
damaging the company and yourself!

= Never put another company down in front of a
customer!

Politeness

It should go without saying that common courtesies such
as saying please, thank you, may | help you, are part of
your professional manners. Also be aware of:
= Eating and drinking in front of customers; it is rude
and unprofessional.
= Answering a phone call while speaking to a customer
without apologising for the interruption. If you must
take the call, it doesn't take much to say "Please
excuse me for a moment while | answer this call".
= Yawning or showing other signs of boredom/
tiredness while speaking with customers.

Appearance

= Do you look the part? Are your clothes smart and
well fitted?

= Are your shoes clean?

= |s your hair tidy?

Enthusiasm

= Enthusiasm is contagious and demonstrates your
commitment.

= |s your commitment evident?

= Do you believe in what you are selling?

= Are you positive in presenting the benefits and
features of your products and services?

= Are you articulating your commitment with interest
and without overselling or being too enthusiastic?

Confidence

Do you speak with conviction, authority and belief? You
derive most of your confidence from your depth of
product knowledge and your knowledge of the market. It
is important to demonstrate a positive outward
behaviour and act with confidence, even if sometimes,
you may not be feeling confident inside yourself.
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Product Knowledge

= Knowledge of product. No one should go out selling
without a thorough understanding of the product or
service. However, the person with the best and
detailed product knowledge is not always the best
sales person. The reason for this is that the product
technician is far more into 'things' rather than
'people’, and in the final analysis people buy from
people.

= Knowledge of people, what makes them buy and how
to handle them is as important as knowledge of the
product. Being able to sell means that you can adapt
to different types of people and be able to
communicate to gain their understanding.

= Knowledge of the market and your competition is
part of your research, and you should have a
breakdown of the key issues facing your company in
the marketplace and knowledge of the strengths,
weaknesses, opportunities and threats of your
competitors.
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Resource 3.2.6

Key Results Areas

Establishing objectives that are clear, meaningful, and relevant to the employee and are seen as
important to the organization's success is a central responsibility, as well as a challenge, for today's

managers.

What are Key Results Areas and what does
it mean for me?

The language used within Human Resources differs and
is confusing. Some companies talk about KRA’s others
talk about KPI's (Key Performance Indicators). Usually
KPIs* support KRA’s. Some companies talk about
performance goals others talk about performance
objectives. Some talk about measures and others talk
about standards. Text books don’t clarify things either.

KRA’s is an acronym for ‘Key Results Area’ and simply
implies that which is expected of you.

KRA’s are the core components of the role, so every
job is made up of ‘big areas’ that make up the total job.
KRA’s are the areas in which the person must deliver
the goods — output is therefore measured within each
KRA.

Poorly defined jobs just have activities under the title.
KRA’s help structure this work activity under the right
headings. For example, your job could have
‘Administration’ ‘Sales’ ‘Service’ and ‘Relationship
Building’ as KRA’s if this covers everything.

Having clearly defined Key Results Areas enables you
to take ownership of your job and to accept
responsibility for those areas in which achieving results
are your responsibility.

Key Results Areas enable you to:

= Have clearly defined and achievable goals.

= Measure your progress during the year in terms
of identified targets.

= Manage your skills development.

= |dentify areas for development (skills gaps which
exist).

=  Contribute to the company’s wealth creation.

= Obtain timely feedback that will allow you to
change direction when needed.

*=  Promote an environment of self-management.

Key Results Areas enable you to maximize the
relationship between yourself, the company and the
customer. Furthermore, it matches your individual

aspirations  with the customer

requirements.

company and

What's the difference between position in
the company, roles and tasks?

Your function is your job title e.g. Sales Manager and is
defined by the key roles you play in terms of agreed
success factors.

Your roles are your different areas of responsibility,
which includes your Key Result Areas (KRA's), for
example:

=  Managing your team and their performance;

= Applying selling skills to meet targets;

=  Providing technical skills training for other team
members; etc.

Your tasks are the activities that you have to perform in
order to carry out your roles, for Instance:

= Product presentations and demonstrations;
= Sales calls;
= Proposals and quotations; etc.

Your roles tend to remain constant while your tasks may
change in line with changing circumstances and targets.

Setting performance objectives used to be based on an
implicit assumption of stability. A manager could set
objectives at the beginning of the year, manage people to
meet those objectives during the year, and then evaluate
their progress at the end of the year.

Performance standards are just that — standards the output
must satisfy or meet. Performance standards usually
specify the what, how and by when type questions e.g.
three of these meals with... delivered to those patrons
by 8.3 1am.

Performance objectives are usually goals. The logic being
as follows:

l. KRA’s

2. Performance goals/objectives
3. Output

4. Standard
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An output supports the achievement of the performance
objective which once met, supports the achievement of
the KRA. It makes measurement and therefore
management possible. Without this logic performance
management is guess work.

Here are some additional tips:

= Review your KRA's at staff meetings.

= Review your KRA's with your mentors.

= Having your goals clearly defined makes reaching
them easier. It also enables you to identify areas
of change.

= Take responsibility for getting and giving input;
this reduces management involvement. Faster
growth with less management involvement results
in increased effectiveness.

Today a manager's life is dominated by change in
corporate direction, job requirements, technology, and
customer expectations. As a result, providing direction
and setting performance objectives is more difficult than
ever. At the same time, employees who are clear about
the objectives they are accountable for and who feel their
work has purpose and value demonstrate increased
commitment and energy, and are motivated to go the
extra mile to help the organization succeed.
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Resource 3.2.7

An example of feedback from a customer survey

Below is an example of typical feedback expected from a customer survey done on service
delivery.

= Service delivery is excellent but there is no - Ensure the Company XXX brand is not
competitive differentiation. undermined by perceptions of being too lenient,
which has the potential to undermine its
= Strengths for Company XXX are the ease and speed credibility as a stable organisation.
of getting a loan, supported by good experiences
with staff.

= Company XXX’s competitive strengths on the
DSQ’s are:
- Courtesy (manner in which customers are dealt
with.)
- Customer understanding (understanding the
customer’s problem)
- Responsiveness (loans / cash are processed and
disbursed quickly)

= For long-term satisfaction and loyalty Company XXX
must focus on enhancing:
- Credibility (trustworthiness and honesty)
- Reliability (accuracy of managing loan payments)
- Communication (information regarding payments
and interest)

= Given limited personal contact once the loan is
approved — the loan payment process is critical to
managing ongoing perceptions of Company XXX’s
service.

* While few customers have had problems, this is
where the majority of problems exist.

= Problems need to be resolved faster, with more
understanding and a better attitude, at the first point
of contact.

* Word of mouth recommendations is an important
source of new business.

= Repeat customers are less satisfied. Is it because
they are more aware and experienced? Or is it that
Company XXX focuses on acquisition rather than
retention?

= Company XXX needs to:
- Ensure service is as reliable as it is quick.
- Ensure Company XXX has a service ethic as
strongly focused on retention as it is on
acquisition.
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Unit standard Checklist

After completion of this section you should be competent in the specific outcomes listed below.

Use the list of specific outcomes and assessment criteria below to tick off once these have been explained or
demonstrated to you in the study material, activities, or by your manager.

In this way you are monitoring your learning progress for this section.

Unit Standard 113903 (3 credits)

Demonstrate skills and techniques required to build a relationship with a client in a financial services
environment

Specific outcome I: |1 understand how to project a professional image in a financial services
environment.

| can dress appropriately for an interaction in a specific client scenario and can give an indication why the selected
dress is appropriate.

| can clearly, credibly and concisely state the intention behind an interaction with the client.

| can observe professional behaviour in a client interaction for five joint calls or meetings and give an indication of
what constitutes professional behaviour based on observation.

| can explain the importance of preparation in a client interaction and give an indication of the consequences of not
knowing your client.

Specific outcome 2: | understand how to relate appropriately to a prospective client.

| can identify the language appropriate in a specific client interaction based on an informal assessment of the client’s
knowledge of financial services.

| can identify sensitivities in a specific situation and give an indication of the consequences of stereotyping.

| can explain the importance of confidentiality in a relationship with a client and give an indication of the
consequences of non-compliance.

| can demonstrate the ability to adapt an approach and style in relating to a client for three different scenarios.

Specific outcome 3: | understand the importance of industry knowledge in building a relationship
with a client.

| can explain the importance of knowing the industry and the wider financial services environment with reference to
how it impacts on advice.

| can explain the importance of competitor intelligence in a relationship with a client and give an indication of why
this is particularly important in a financial services environment.

| can anticipate questions in a specific situation and formulate appropriate answers within own level of license and
authority.

Specific outcome 4: | understand how to adapt a communication to the needs of a client.

| can select vocabulary that is appropriate to a client’s level of understanding and needs.

| can correct diplomatically and respectfully the misperceptions on the part of the client for three different
scenarios.

| can explain the implications of an on-going relationship on communications with a client with examples.

Critical cross-field competencies:

* | am capable of identifying and solving problems and making decisions in informally assessing a client’s knowledge
and adapting communication accordingly.

* | am capable of organising myself and my own activities in preparing for an interaction with a client.
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* | am capable of communicating effectively in using language that is appropriate to the client.

* | am capable of demonstrating cultural sensitivity in dealing with a client and understanding the consequences of
stereotyping. | am capable of demonstrating aesthetic sensitivity in dressing appropriately for a specific client
interaction.

Unit Standard 10052 (6 credits)

Monitor handling of customers by frontline customer service

Specific outcome |: 1 understand how to monitor the interaction between customer service
providers and the customer.

Systems are in place to measure the interaction between customer service providers and customers.

The duration of the interaction is within agreed time frames.

The customer service provider interacts with the customer according to laid down procedures and processes.

The outcome of the interaction meets both the customer and the organisations requirements.

Specific outcome 2: | understand how to monitor the customer’s satisfaction.

| can monitor customer satisfaction at pre-determined intervals.

| can obtain feedback from customers on their satisfaction.

| can evaluate and analyse feedback to determine satisfaction levels.

| can take the necessary steps to improve the level of customer satisfaction.

Specific outcome 3: | understand how to monitor key performance areas.

Key performance areas are agreed with all frontline service providers.

Key performance areas are measurable, attainable and in line with the organisation’s requirements.

| can measure key performance areas against set standards.

| can provide feedback on performance to all frontline service providers.

Critical cross-field competencies:

* | can identify and solve problems related to customer satisfaction and the performance of customer service
providers regarding their key performance areas.

* | can work effectively with others when monitoring the handling of customers by frontline customer service
providers.
* | can collect, evaluate, organise and critically evaluate information related to the measurement of customer

satisfaction and key performance areas.

* | can communicate effectively with both customers when obtaining feedback and with customer service providers
giving feedback on their performance.
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