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Session One: Course Overview 
The need to lead, model, and promote the organizational values within a customer 
service environment is essential for business success. 

This course, will provide you with opportunities to explore your responsibilities 
within your role as a leader (supervisor or manager) in a customer service 
environment. 

Learning Objectives 
After you complete this course, you will be able to: 

• Identify ways to establish links between excellence in customer service and your business practices 
and policies. 

• Develop the skills and practices that are essential elements of a customer service-focused manager. 
• Recognize what employees are looking for to be truly engaged. 
• Recognize who the customers are and what they are looking for.  
• Develop strategies for creating engaged employees and satisfied customers in whatever business 

units you manage. 

Why did you take this course? Use this opportunity to consider your personal learning objectives and 
reasons for taking this course. 

 

Pre-Assignment 
Read the following article, and then answer the questions that follow. Be sure to change names or identifying 
information to protect people’s identity. 

PRE-ASSIGNMENT ARTICLE 

WHAT ARE YOU FOCUSING ON? 

In a world economy that is both connected and topsy turvy, companies are bought, sold, or bankrupted over 
something as short as a weekend. What will keep your company resilient? What will make your customers 
loyal, even if price isn’t always the lowest when all other competing factors are equal? 

It’s service. 

People love to be treated well, whether they are our employees or our customers. Employees engage when 
certain conditions are met, just as customers return for great service. If your petrol sells for the same price 
as the filling station across the street, but the attendants are friendly, people will go where they are 
appreciated.  

Are you familiar with the Zappos story? Zappos is an American company that grew from $0 in 1999 to over a 
billion dollars a year in ten years. Their secret was not in their product – shoes – but in the way they treated 
their customers, and in the workplace culture that they created. In 2010 the company was purchased by 
Amazon for $1.2 billion U.S. Repeating that kind of success may seem pretty tough, but Tony Hsieh, CEO of 
Zappos, has since created Zappos Insights, Inc. to share their success formula with other companies. 

With our global economy so closely connected, and companies competing internationally to hold onto every 
piece of business that they can get, none of us can afford to lose customers by providing poor service or 
support. To reach peak performance, companies know they have to provide the best customer experience 
they can. According to an article from Bloomberg BusinessWeek on May 15, 20091 (Customer Service is 
Crucial in a Downturn), global electronic and communication businesses saw 30% of companies changing 
vendors reportedly due to poor customer service. Each of the companies that were abandoned lost an 
average $15 million in business. 
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1 Customer Service is Crucial in a Downturn, Bloomberg BusinessWeek, from  
https://www.bloomberg.com/news/articles/2009-05-15/customer-service-is-crucial-in-a-downturn at the 
time of this writing. 

It’s not just big businesses that succeed in customer service. Think of the grocery clerk who smiles while 
helping you get your purchases to the car. Or the deli that adds that super smile to your order. Where do you 
want to spend your money? 

Think of the last time you went to the dentist. It’s not something many of us look forward to. Even if you are 
going for a routine check-up, someone is poking sharp instruments into your mouth, taking x-rays that are 
never quite comfortable, and shining bright lights in your face. Where would you rather get your dental work 
done? In an office where there is little to no customer service and they just seem interested in getting you in 
and out of a chair? Or would you rather go to an office where the staff helps you get comfortable, tell you 
what you can expect, and let you know the costs ahead of time? 

Please answer the following questions. 

Take five to ten minutes and write down your thoughts about what your company does to help employees 
engage, and at the same time build loyalty with your customers. 

 

 

What kind of customer service are you giving to customers (internal and external)? 

 

 

What kind of customer service are you giving to your employees? 
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Session Two: Six Critical Elements 
Sometimes we assume that leaders know what is happening throughout the 
organization, but our hectic workplaces don’t always facilitate that sharing of 
information. Are you, as a leader, informed? How about the person you report to? 

In this session, you’ll be introduced to the six critical elements of customer service 
and start working with them from a leadership point of view. 

Critical Elements of Customer Service 
The six critical elements of customer service are:  

1. Focus 
2. Procedures 
3. Culture 
4. Problem-solving 
5. Measurement 
6. Reinforcement 

Element One: A Customer Service Focus 
The first critical element of customer service is a customer service focus. Improving customer service 
begins with proclaiming that customer service is a priority.  

Customers are demanding; there is no question about it. In order to meet their demands and encourage 
them to come back for return business, your staff has to be ready, willing, and supported in order to serve 
them. 

MAKING CONNECTIONS 

Describe what you believe each of these phrases mean and what it means for you in your role. 

1. Service is a philosophy—not a department, a program, or a policy. 

 
 

2. Service means meeting, not necessarily exceeding, customer expectations. 

 
 

3. Service is not always natural, automatic, or coincidental. 
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1. Service is a philosophy—not a department, a program, or a policy. 

Hint: 

All members of a company must understand the concepts of providing service and cannot just leave it up to 
one department to do it all. Providing customer service means that the customer will have their needs met 
respectfully and completely. This doesn’t mean that the customer always gets what they want, nor does it 
mean that the customer is always right. It means that the company makes a commitment to providing 
exemplary service, and it also means that the employees of the company understand that they are all 
responsible for contributing to a reputation of excellence in customer service. 

2. Service means meeting, not necessarily exceeding, customer expectations. 

Hint: 

We used to say that we should always exceed customer expectations, and you may have heard the phrase 
“under promise and over deliver.” However, by under promising and over delivering, you can actually build 
an expectation in your customer that you will always give them something extra. That means that when you 
decide to scale back a little and just deliver what you are supposed to, you can actually create dissatisfaction 
for your customer. 

3. Service is not always natural, automatic, or coincidental. 

Hint: 

While you may be a loving and caring individual at home, experiences with the public can lead us to be less 
than caring about others. A few negative experiences can push people right out of any role that involves 
direct customer contact, and so some of us must work harder than others to demonstrate good customer 
service skills. 

Being compassionate or thoughtful is not natural to everyone. You know this if you must really think about 
whether you will give your seat up on a full bus so that a senior citizen or parent with young children can sit 
down. You’ll see this when you have trouble turning into a line of traffic because no one wants to let you in. 

Service isn’t coincidental either. It doesn’t happen coincidentally when you buy a new car or a new coat or 
pay your power bill. We must be aware of the need for service, and then have a way or a process by which 
to make it happen. 

It’s up to leaders in customer service to recognize when their staff is not able to provide the level of service 
the company wants, and to problem solve, intervene, and coach as needed. 

Element Two: Defined in Your Organization 
Your standards for meeting the company’s expectations need to be defined. It’s not engaging for your team 
when they think they have to answer phone messages within an hour if the rest of the organization has 24 
hours. Standards also tell the members of your team what they have to do to have their managers say their 
work is satisfactory. 

Standards also need to meet the customer’s expectations, with a degree of reasonableness. The customer 
may feel that the phone should be answered on the first ring, but the company may have a standard of two 
or three rings. Since this is pretty close to what the customer expects, it might be considered close enough. 

The following list includes some sample standards. You can replace these with standards that actually fit with 
your organization. If you have not set standards yet, perhaps now is the time to do so. 
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MAKING CONNECTIONS 

The following list contains tasks that we often have standards for. Set some standards for these items. 

Answering the Phone 

 

 

Returning Voicemail Messages 

 

 

Dress While at Work 

 

 

Providing Coffee or Refreshment 
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Answering the Phone 

Possible answers: 

• Employees will answer the telephone with a greeting that includes their name and the company 
name. 

• All telephone calls will be answered within two rings. 

Returning Voicemail Messages 

Possible answers: 

• Voicemail messages will be returned within four business hours. 
• Return messages will include the employee’s name, telephone number, and direct line. 

Dress While at Work 

Possible Answers 

• Employees will wear the company uniform, consisting of blue pants, a black work shirt, and a blue 
hat. 

• All employees will adhere to the dress code set out by Human Resources. 

Providing Coffee or Refreshment 

Possible Answers 

• All visitors will be offered coffee or refreshment by the greeter. 
• A new pot of coffee will be made every hour. 
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Element Three: Given Life by the Employees 
Have you ever considered how your employees represent you as they provide service to your customers? 
What do they look like? How do they sound? Equally as important, how do you and the rest of the 
management team present yourselves? Customer service commitments need to be lived by and 
demonstrated throughout the organization.  

This takes the form of a customer service culture, which involves: 

• Understanding what an organization stands for — its goals, mission, and vision  
• Establishing expected behaviours that are attached to the organization’s values 
• Training 
• Building a solid foundation with a good understanding of meaning and purpose 
• Promoting the organization’s customer service philosophy through encouragement, reinforcement, 

and support. 

SELF-ASSESSMENT 

Take a moment to fill out the quiz below: 

 YES NO 

Do people usually buy from someone they dislike?   

Do you understand the power of a smile?   

Do you show sincere interest in your customer and engage in preliminary small talk?   

Do you treat new customers differently than existing customers?    

Are you aware that a negative first impression may turn a prospect off of your product?   

Do you open with a sincere compliment?   

Do you promptly offer a prospect refreshment and a comfortable place to sit?   

Do you pay attention to what you wear and how you look?   

Do you welcome visitors with a warm greeting and/or firm handshake?   

Are you congenial no matter what the outcome?   
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Possible Answers 

 YES NO 

Do people usually buy from someone they dislike? 
No. Think about the times you’ve not bought something simply because of a lack of 
service or rapport. A good first impression can help any sale. 

  

Do you understand the power of a smile? 
Yes. As trite as it may sound, a smile can be a great beginning to securing a new 
prospect. 

  

Do you show sincere interest in your customer and engage in preliminary small talk? 
Yes. Be polite and interested in your new prospects. You’re presenting yourself as caring 
and personable. 

  

Do you treat new customers differently than existing customers?  

No. Special deals offered only to new customers can send your old customers to your 
competition as they look for their own deal. 

  

Are you aware that a negative first impression may turn a prospect off of your product? 

Yes. First impressions are that powerful. If someone is interested in your product but 
feels uncomfortable with you, you can lose the business. 

  

Do you open with a sincere compliment? 

Yes. There’s nothing wrong with being generous with compliments. Starting out on a 
positive note is your first big step. 

  

Do you promptly offer a prospect refreshment and a comfortable place to sit? 

Yes. Show off your best manners right away by offering a cup of coffee or a water and 
a comfortable chair (if you are in an office). 

  

Do you pay attention to what you wear and how you look? 

Yes. Nothing turns off a prospect quicker than an unkempt customer service rep. Look 
at your shoes right now. What do they say about you? 

  

Do you welcome visitors with a warm greeting and/or firm handshake? 

Yes. Let customers know you’re genuinely glad to see them. 

  

Are you congenial no matter what the outcome? 

Yes. A real pro is pleasant whether a purchase is made or not. 
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Element Four: Problem-Solving  
Problems are part of the experience inherent in providing customer service. They cannot be avoided, but you 
will find that employees manage them effectively and recover quickly when they have strong problem-solving 
skills, and they can apply a process to help them work through things. There are plenty of problem-solving 
models that we can use, and while they may be described in a few less or a few more steps, they usually 
include the following elements, which we present in six steps.   

STEP ONE: DEFINE THE PROBLEM 

• Discuss all elements of the problem, including symptoms, seriousness, and effects. 
• Write the problem down in question form to ensure you can describe it thoroughly. 
• Define each term in the question to increase understanding by others. 

STEP TWO: RESEARCH AND ANALYSE THE PROBLEM 

• List all elements of the problem that need to be researched or discussed. 
• Determine the root cause of the problem. If the root cause has not been identified, research it now. 
• List previous efforts to solve the problem and define what stopped it from being resolved. 
• Complete any research that is still outstanding. 
• Present and discuss the research in an organized way. 
• Divide the problem into individual elements or topics and introduce each topic for discussion before 

giving each member of the team (if there is one) a chance to discuss, present their own research, and 
to offer insight. 

• Summarize the findings and present a thorough analysis 

STEP THREE: ESTABLISH A CRITERIA LIST 

• List all criteria related to the problem and give group members/stakeholders a chance to respond. 
• Discuss each element to gather input, increase understanding, and solicit support. 
• Refine the list and organize from most to least important. 
• Be sure to list any elements that will not be addressed, also in order from most to least important. 

STEP FOUR: LIST ALL POSSIBLE ALTERNATIVES 

• Use a range of creativity techniques to identify alternatives that may not have been raised in past 
exercises. Get outside of your comfort zone and “think outside the box” to come up with solutions 
that can make the difference you need. 

• Encourage a safe, trusting environment so that participants feel welcome, safe, and encouraged to 
generate possibilities, so that anything they are thinking of gets mentioned. 

STEP FIVE: EVALUATE EACH ALTERNATIVE 

• Once all suggestions are on the table, lead the group through a review of each idea, working on 
consensus to eliminate any items that the group feels do not meet the criteria agreed on in the third 
step. 

• Condense the list by combining similar or related alternatives. 
• Present the alternatives that have made it this far. You can look at each in terms of strengths, 

weaknesses, cost-benefit, and in terms of the research from step two, as appropriate. 
• Assess how well each alternative meets the criteria in number and importance of a specific criterion. 
• Continue reviewing and refining the list until the best alternative(s) is identified. 
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STEP SIX: SELECT THE BEST ALTERNATIVE(S) 

• Once all suggestions are on the table, lead the group through a review of each idea, working on 
consensus to eliminate any items that the group feels do not meet the criteria agreed on in the third 
step. 

• Condense the list by combining similar or related alternatives. 
• Present the alternatives that have made it this far. You can look at each in terms of strengths, 

weaknesses, cost-benefit, and in terms of the research from step two, as appropriate. Assess how 
well each alternative meets the criteria in number and importance of a specific criterion. 

• Continue reviewing and refining the list until the best alternative(s) is identified. 

MAKING CONNECTIONS 

Develop a short response for each of the scenarios below. 
Outline the problem and its resolution using the process we just covered. 

SITUATION ONE: HAPPY BURGERS 

Jonas is working at Happy Burgers alone one night. A customer comes in and orders a Super Smiley Meal. 
This customer then changes his mind and wants a Beamer Special. He then changes his mind again and wants 
a Smirky Sundae. He becomes frustrated because Jonas can’t get his order right. 

 
 
 

SITUATION TWO: YOUR CASH BANK 

Sedze walks into the bank one day to take money out of his account. The teller informs him that that account 
has been closed due to suspicion of criminal activity. Sedze becomes very upset and demands to speak to the 
supervisor, who is not in. 

 
 
 

SITUATION THREE: ACME WIDGETS (PTY) LTD 

On her way to work, Elisa stops in at Acme Widgets to pick up her company’s order. She is told that their 
order has not been received and will need to be placed again. This is the fourth time that this has happened 
this year and Elisa is not happy. 

 
 
 

SITUATION FOUR: FRUIT & VEG 

Tebogo is planning a big birthday dinner and goes to Fruit & Veg to get everything he needs. He is particularly 
excited about the fresh raspberries that the store’s flyer promised. However, when he arrives at the store, 
there are none to be found. A cashier tells him they are out of stock. 
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SITUATION FIVE: LEAKY PIPES 

Jacob hires a plumber to fix his leaky bath. He leaves the room to let the plumber do his work. He returns to 
the bathroom to find the plumber asleep in the bath and the work uncompleted. 

 
 
 

SITUATION SIX: WE FIX IT 

Jaba calls technical support one evening to fix a recurring problem with his computer. He is told that this is 
how the computer is supposed to work and there is nothing that can be done. Naturally, he is not very happy 
about this. 

 
 
 

Element Five: Measurement 
While we do our daily work and meet the needs of our customers, we must also consider where we put most 
of our attention. If we can measure customer satisfaction, as well as the complaints they make, we will quickly 
know where our priorities should be.  

It would be great if all our customers were happy and we did not have to deal with complaints or problems. 
The only way to know what is really going right and wrong is to measure regularly. When we rely on our 
memories, we can let a lot of things slip away.  

CRITICAL EVALUATION 

You can measure a particular service or product in great detail. Follow up with customers and ask what is 
working, what can be improved, and how much they like it. Also ask what could be done differently to 
develop options. Then assess the advantages and disadvantages to determine whether it makes sense to 
make changes, and just what those changes will be.  

INFORMAL SURVEYS  

Ask your customers what they want. Ask them how you are doing. If you ask the same questions from one 
year to the next, you can compare periods of time. Offer your customers a gift of some sort to thank them 
for participating. 

FOCUS GROUPS 

These usually have eight to 10 participants who are pre-screened for subject matter experience. During the 
focus group, a moderator discusses specific issues with participants. These are very structured sessions, and 
after group discussion, the moderator produces the results in a report format. Do not try this if you have not 
participated in one or done sufficient research into focus group structure, questioning, and analysis. If done 
well, expect to get lots of detailed feedback and to have a very good understanding of what the group thinks.  

BRAINSTORMING  

Everyone in the group makes suggestions and shares ideas. Any idea is considered, and ground rules establish 
that there are no comments made to filter ideas when brainstorming is taking place (i.e. no judgments calls 
about poor or stupid ideas, and no critical comments), or else people will stop sharing their ideas. The point 
is that although an individual idea may not be feasible, someone might use that idea and expand on it, and 
the result will be a fantastic idea. 
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BENCHMARKING 

Study how others in the same type of industry carry out their business and use their ideas if they apply. 
Otherwise, you will have to do some in-house research, or measure yourself at a particular time and set your 
benchmarks from there. Benchmarking is helpful whether you are looking at systems, processes, or methods. 

FISH BONE (CAUSE AND EFFECT, OR ROOT CAUSE) 

This method is used specifically to identify the causes of a problem. Each major bone of the fish has a heading 
that is a cause of the problem, for example: Equipment, Systems, Processes, People, and Environment. The 
head of the fish is the problem. This method allows participants to discuss the problem and categorize 
possible reasons under the headings. Each heading is then examined to determine if it is causing a symptom 
until the root cause is determined. The fish bone is a way to combine brainstorming with a visual 
representation that organizes the information at the same time. See below a Fish Bone Diagram. 

 
Element Six: Reinforce It 
You probably have already learned that human nature is to repeat things that are reinforced more readily 
than things that are not. We see this frequently in workplaces where policies and procedures are 
implemented, but the ones that are not reinforced are quickly ignored and forgotten. Once an organization 
determines how they want to deliver customer service and they make a decision to commit to their defined 
processes, the next step is to live up to the expectations and to reinforce the practices to which they have 
committed.  

ADDITIONAL REWARDS 

Whether you get paid an hourly wage, salary, or commission, you receive pay in exchange for your work. 
Sometimes that link to compensation is enough reinforcement (especially if employees see it as fair) to 
deliver what is expected, and sometimes it is not. 
Many companies also offer enhancements, such as: 

• Rewards based on positive customer surveys  
• Supervisors offer recognition (such as words of praise or tangible rewards) when they see employees 

doing great work 
• Celebrating when defined benchmarks are reached (such as sales targets being met, service delivery 

promises being exceeded, customer retention goals being met, etc.) 

All these activities are a way to reinforce our commitment to providing excellent customer service, and they 
reflect relationships that we build within the organization and with our customer base.  
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Developing and Maintaining Relationships 
Relationships are the key to a functional, positive team. Developing and maintaining relationships with your 
team members involves several key factors. 

SET CLEAR EXPECTATIONS 

Some workplace leaders are much better at delivering clear expectations than others, despite it being an 
essential aspect of leadership. Leaders and their staff both have expectations, which need to be shared 
openly rather than only being discussed after missed target or a blatant violation. Have conversations 
regularly so that your expectations are clear, and so that you know what your direct reports expect of you as 
their leader.  

REMEMBER THAT RELATIONSHIPS THRIVE ON RECIPROCITY 

We can directly influence cooperation and reinforce trust when we give first, and when we support one 
another. Reciprocity is about getting back what you give, and you will develop strong relationships when you 
give in a way that builds trust, credibility, and is based on a commitment to service. 

UNDERSTAND DIFFERENT COMMUNICATION STYLES 

People have preferences in the way they communicate and in the way they interpret things around them. 
Make sure that you develop an understanding of the different styles, know your own strengths and 
weaknesses, and learn to work with them in a collaborative way.  

Phrases for Customer Service Success 
Use these phrases when you are speaking with your staff, to model phrases they can use with their 
customers.  

TEN MOST HELPFUL PHRASES 

1. I care. 
2. I would like to understand. Help me to understand. 
3. How are things with you? 
4. Let’s define the problem. 
5. This is what I heard you say. 
6. Let me put this another way. 
7. How can I help you? Can I do anything to help? 
8. What would you do? 
9. Thank you. 
10. (Silence, with concern. 

 TEN LEAST HELPFUL PHRASES 

1. You should not feel that way. 
2. Why did you do/say that? 
3. That is not important. 
4. I know exactly how you feel. 
5. I know what you are going to say. 
6. How come you are not as good as…? 
7. Do you want to know what I think? Here is what you should do. 
8. I told you so. 
9. Any phrase that contains the words always, never, all the time, everyone, or permanently. 
10. (Silence without concern…indifference.) 
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MEASUREMENT IN PRACTICE 

In order to know what is happening in our organization, we need to measure our results. We also have to 
make sure that we are measuring the right things. 
For each of the following scenarios, suggest one or more measurement technique(s) to help solve the 
problem. There should be at least two techniques suggested for each problem, with your rationale for each. 
You can also include reasons that you excluded some techniques. 
Example One 
Happy customers will return to our company again. How will we know our customers are happy with our 
products and services? 

 
 

Example Two 
We introduced a new product six months ago. It is selling well; we sold 90% of the first run within 90 days, 
but those are the last statistics gathered. Production costs are increasing which will narrow our profit margin. 
Do we continue to produce and sell this product? 

 
 

Example Three 
Our call centre staff tells us that callers are complaining because they have to wait on hold for too long before 
speaking to a representative. 

 
 

Example Four 
Our front counter staff has been asked by customers to add chairs to the waiting area so that people can sit 
and wait instead of standing in line. Staff have also been told on many occasions that the parking lot access 
is poor, with concrete steps and uneven pavement. 

 
 

Example Five 

In previous years, our super salad was our best seller, accounting for about 65% of our lunch and supper time 
sales. Now it has dropped to about 45%. Do we need to change our menu? Come up with something 
different? 
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Example One 

Possible Answer 

We could use nearly all the measurement techniques for this problem. If specific problems are identified in 
informal surveys, we may have to move to more formal techniques such as critical evaluation, focus groups. 
Example Two 

Possible Answer 

We could use benchmarking to help determine what our actual results are as opposed to how well we feel 
things are going. Then, we can identify and problems and work through them using a fish bone analysis. 
Example Three 

Possible Answer 

Benchmarking and critical evaluation will tell us if our wait times are better or worse than the industry 
standards. They’ll also tell us if our customers expect something different because of who we are. For a 
critical evaluation, how will they get customers to participate? We could use a telephone survey that they 
have the option to complete at the end of a call. 
Example Four 

Possible Answer 

Several methods could be used here, including a survey of age/infirmity of our customers through informal 
survey, focus groups with our customers, and brainstorming. In addition to the methods mentioned here, 
staff could also follow up with a critical evaluation of the results and a risk analysis. 
Example Five 
In previous years, our super salad was our best seller, accounting for about 65% of our lunch and supper time 
sales. Now it has dropped to about 45%. Do we need to change our menu? Come up with something 
different? 

Possible Answer 

Fish bone analysis would help to find out what the underlying problems are with the salad (if any). Is the 
dressing too high in fat? Is there another, better dish being offered? Are people’s tastes changing so that the 
salad no longer has such great appeal? Informal surveys conducted at the end of a meal, or a more formal 
survey where the customer phones a toll free number and then answers a few questions could also be 
utilised. 
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Session Three: Understanding Leadership 
How many of the people that you work with are leaders, but do not have “leader” 
in their title? Many workplace leaders are actually nestled within the workforce. 
Even though they may not have leadership in their title, it is observable in how 
they behave. Which leaders impress you? 

In this session, you will learn about different aspects of leadership and how they 
can be applied in the work that you do. 

About Leadership 
Several strong models for leadership have been developed after many years of study, and with the help of 
many companies and their leaders. (See the recommended reading list at the end of these notes for more 
information.) All these models share some things in common that we can certainly learn from in our own 
quest to become the best leaders that we can be. Whether you have “leader” in your job title or you are a 
leader without a team, developing the characteristics of strong leaders will help you in your work.  

First, let’s explore what kind of a leader that you are. In the work done by Paul Hersey and Ken Blanchard on 
the Situational Leadership II® model, they recognize four leadership styles that tend to resonate with us. As 
you read about the different styles, think about where your comfort zone is.  

DIRECTOR’S STYLE 

Someone with a director’s style does well with new employees, who seem to easily respond to being told 
what is expected, having processes and procedures outlined for them, and having someone they can report 
to or ask questions of regularly. The director’s style is defined by an emphasis on directing tasks and being 
able to account for results.  

COACH’S STYLE 

Coaches can blend supporting people and directing tasks. This is available to a leader when employees 
understand what is expected but need some range of support to take independent steps and make things 
happen. A coach’s style has a high degree of involvement in directing tasks, with an equally strong emphasis 
on supporting people. 

SUPPORTER’S STYLE 

This style encourages people to come up with solutions and solve problems on their own. It provides them 
with the support they need in terms of tools and resources. The supporting style shows a low degree of 
directing tasks and an emphasis on supporting people.  

DELEGATOR’S STYLE 

Delegating means that the delegator holds responsibility for results, but that the work is done by others. We 
delegate to individuals who have high levels of related skill and the experience it takes to locate their 
resources and tools. Then they can report to the delegator at defined intervals. This style is one with a low 
emphasis on directing tasks, and an equally low emphasis on providing people support, and is used as direct 
reports become more independent.  



Customer Service - Managing Customer Service - E-Course Notes 

 

 2020 Kalahari Training Institute.          18 

Understanding Your Comfort Zone 
MAKING CONNECTIONS 

Consider where your comfort level is at the following times: 

With your current direct reports (or, if you have no direct reports, colleagues, committee members, etc.) 

 

 

With one staff member you may be having problems managing 

 

 

On a project you are currently a part of 

 

 

Our Comfort Level 
We all have a comfort and ease with one style, but there are times when staff performance, our own 
confidence, or a crisis demands that we behave differently.  

When new people join the team, they understandably will need a level of direction that can be quite high 
and will leave little time for supporting people. As they gain skill and confidence, the leader can progress to 
a coaching style where they are still directing tasks but also able to offer additional support. As the employee 
makes progress, the leader provides more support and less hands-on direction until the direct report can 
accept delegated tasks. 

The Cyclical Process 
This process can be cyclical. For example, a team that you can easily delegate to might go through a significant 
change or have a new system being implemented. You might have to start again with directing behaviour 
before moving on to coaching, supporting, and then a return to delegating.  

 
We also might encounter structures that do not allow us to delegate, which can be a tough job for someone 
who is a capable and effective delegator.  

  

Directing

Coaching

Supporting

Delegating



Customer Service - Managing Customer Service - E-Course Notes 

 

 2020 Kalahari Training Institute.          19 

Managing Performance 
When you consider different aspects of leadership, you can learn from the insights of global business leaders 
and research to make your own foray into leadership as effective as possible. One of the areas that many 
leaders struggle with is performance management. We are particularly good at identifying the things that 
people do wrong (or the gaps in their performance), but we may not be as good at recognizing their success. 
For example, if you complete a project and 90 per cent of the work is exceptional, a typical leader will ask 
why you missed the other 10 per cent.  

Instead of looking for gaps and managing performance from a negative perspective, think of our job as 
leaders as one to help people do more and do better. Empowerment means that leaders make sure that 
people have what they need to do their work, while still being accountable for what they do. Often, leaders 
will congratulate themselves when things are going well, and then look for people and outside factors to 
blame when things are going wrong. This is unfortunate, and a sign of how our egos can stops us from being 
truly effective.  

In Jim Collins’ bestseller Good to Great, he talks about humility in leaders. Humility allows a leader to realize 
that it is not about him or her; leadership is about making sure that people have what they need to do their 
best work. Humility is best demonstrated by action – and not the self-serving kind of actions either! Humility 
is doing what needs to be done without fanfare. It is not demonstrated by updating social networking sites 
and bragging about the things that you have done. 

Servant Leadership 
Robert Greenleaf first used the term servant leadership in 1970, although the principles have been in use 
for more than 2,000 years. Servant leaders are those who can see a larger picture and make a commitment 
to serve their own people. In a traditional organization, employees respond to what their boss needs. Servant 
leaders, however, know that their role is to help people reach their goals, and they keep the bigger picture 
in mind. Rather than wanting their own needs met, servant leaders want to make a difference for others, and 
the outcome is measurable in terms of the impact that this approach has on the organization.  

While servant leadership has a long history, standard business practice has been to focus on results in terms 
of profit and put “bosses” in positions of authority and accountability. Servant leadership, however, is about 
heart. When leaders pay attention to what their people need and engage their hearts as well as their minds, 
they can get a level of commitment that is much higher than in traditionally led organizations. The results 
can be measured in terms of profit, employee engagement, and commitment.  

MAKING CONNECTIONS 

Are you called to Lead? 

 

 

What do you love about leadership?  

 

 

What challenges do you have?  
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If your organization is not exemplifying servant leadership now, what do you think would have to change 
for it to become a serving organization?  

 

 

Onboarding and Orientation 
Here is one of our favourite success stories. 

Naledi started a management job a couple of years ago where the welcome was remarkable. Her team had 
a banner saying “Welcome!” hung up, and there was a vase with daisies on her desk. Her new cell phone was 
there, all ready to go. Her computer was set up with all the applications she needed. Her new boss even took 
her out for lunch and answered all her questions and provided her with insight on the company’s culture. 
Naledi was captivated by the place and felt very good about her decision to accept the job.  

THE FIRST DAY 

But this is not the way many people start a new job. Can you relate to any of these stories? 

•  No one knew the person was starting on Monday because the boss was off on holiday and had not 
made any arrangements. 

•  New members of a road crew showed up and there was no safety gear for them. 
•  A sales representative started a new job with no computer access, business cards, computer, or 

phone.  
•  An organization assigned a buddy for a new staff member to show him the ropes. No one thought of 

the fact that the buddy does not start work until an hour after the new employee was told to.  
•  A receptionist starts in a veterinary office on Monday. On Wednesday, someone tells her that each 

Thursday she will be working from noon to 8:00 p.m. instead of the day shift she was hired for.  
•  No one has been assigned to show a new employee around the building, which is set up like a 

labyrinth. Where do they go to the bathroom, store their lunch, or report to their supervisor? 

These may seem like some extreme examples, but they have all happened to people that we know. Imagine 
how Naledi felt on her first day of that job, in contrast to the people in the other examples. 

YOUR ROLE AS A LEADER 

These may seem like some extreme examples, but they have all happened to people that we know. Imagine 
how Naledi felt on her first day of that job, in contrast to the people in the other examples. If you are the 
leader that the new person works for, it is your responsibility to make sure that your new team member is 
welcomed, and that they feel that they made the right choice in accepting the job offer. Balance your need 
to get started with the pace that this person can take in what is new: avoid an information dump or negative 
comments about the orientation process or the company. Your role is to engage the heads and hearts of new 
people, and to realize the benefits of the decision you made to hire them. 
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Session Four: Five Practices of Leadership 
Leaders may not have titles like “manager” or “supervisor,” but people do follow 
their ideas and vision. Can you describe your own strengths as a leader? What 
qualities do you exhibit in your work and belief system that people are compelled 
to follow?  

In this session, you’ll learn about five practices of leadership. You will explore how 
they can be put into practice as you consider your leading role within a customer 
service environment. 

Challenging, Inspiring, And Enabling 

INTRODUCTION 

James Kouzes and Barry Posner are two other well-known authors and researchers who have done a 
tremendous amount of work on leadership, and which has evolved into a system known as The Leadership 
Challenge.  

Kouzes and Posner have identified five practices they feel should be a part of every leader’s skill set. They 
include: 

•  Challenge the process 
•  Inspire a shared vision 
•  Enable others to act 
•  Model the way 
•  Encourage the heart of employees 

Let’s take a quick look at what these mean to us. 

Challenge the Process. 
Leaders cannot be passive. They lead! They get out of their heads and confining spaces to work through 
challenges, entertain risks, and encourage innovation. Sometimes they take ideas from customers, or other 
businesses, and then provide the resources, space, and time for their teams to do the innovating while they 
balance the risk and rewards. Effective leaders learn from their mistakes and then keep moving ahead with 
the next challenge. 

MAKING CONNECTIONS 

What “daring failure” have you experienced in your life?  

 

 

What did you learn? Be as specific as possible. 

 

 

What is fun and rewarding about taking risks and trying new things? 
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What aspects of challenging the process may be difficult for you? 

 

 

Inspire a Shared Vision. 
Leaders have vision. They look ahead continually. Of course, this ability to have a vision is not all there is to 
it; leaders must be able to inspire others to follow. Without followers, a leader is not leading anyone and 
with no followers even the most incredible vision will die. But a leader who can articulate the vision and sell 
the idea to others can create a movement that people flock to be a part of.  

Leadership is a relationship, not a solitary adventure or a spoken monologue. (Sound familiar? This was the 
idea behind shared vision in the work by Peter Senge in The Fifth Discipline.) 

Enable Others to Act 
Effective leaders help build up the members of their team by helping them be strong, competent contributors 
to the vision. They understand that anyone who is contributing to the vision wholeheartedly needs to have 
a sense of ownership. 

One technique of effective leadership is to give away the power they hold rather than hoarding it. Then 
members of the team have authority to make decisions and act, and they are much more likely to produce 
the desired results. Knowing they have the trust of their leader, they will take risks, make changes, and 
contribute to reaching the vision.  

MAKING CONNECTIONS 

Think of a time when you felt especially powerful because of something a manager said or did. Specifically, 
what did the manager do or say? Aside from empowered, how did you feel? 

 

 

Think of a time when you felt powerless because of something a manager said or did. What specifically did 
he or she do? How did these actions make you feel? 

 

 

Modeling and Heart 

MODEL THE WAY. 

If leaders are to lead effectively, they must be willing to take on the tasks they ask their team to do. This is 
part of the philosophy of never asking people to do something you are not willing to do yourself and sets an 
example for the team that contributes to momentum and change.  

Leaders who are respected know what their goals and beliefs are. They must be willing to stand up for their 
beliefs and support their vision by leading with integrity and passion, while also taking a hand in the 
managerial tasks such as keeping efforts on track, measuring performance, providing feedback, analysing 
feedback, and meeting budgets.  
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ENCOURAGE THE HEART. 

Of any leadership principles we discuss here, encouraging the heart can be the hardest to define, yet it is a 
critical element because getting big things done takes a lot of work. When we first set up a team, it can be 
challenging to recognize what the members appreciate in terms of recognition, and to keep it genuine and 
heartfelt. Too much planning can make recognition efforts feel routine and not at all special. With too little 
recognition, people can feel unappreciated, unrecognized, and disengaged. Encouraging the heart to be 
engaged in work is work, but gratifying to the leaders who do it well, and to the people they recognize. 

MAKING CONNECTIONS 

One person I will recognize in the coming week: 

 

Why: 

 

 

How: 

 

 

One celebration I will hold in the next month: 

 

 

Why: 

 

 

How:  
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PRACTICES IN PRACTICE 

For each activity listed below, write down which practice(s) it belongs in: 

1. Challenge the process 
2. Inspire a shared vision 
3. Enable others to act 
4. Model the way 
5. Encourage the heart of employees 

Activity Practice Number(s) 

Communicate often. Make sure communication runs both ways.  

Be aware of changing environment.  

Make sure everyone understands the end results and their role and how they 
will benefit. 

 

Plot a procedure. Break it down into its parts.  

Ask for help from others.  

Constantly evaluate current products and procedures.  

Reserve judgment until you have the facts but be willing to come to 
decisions. 

 

Give employees projects for which they can take responsibility.  

Lead and direct the process, but make it an “us” collaboration.  

Measure your deliverables.  

Create a collaborative basic plan for growth.  

Demonstrate integrity in your own actions.  

Recognize individuals the way they want to be recognized.  

Trust and provide visible evidence that you trust.  

Celebrate success together.  

Make sure others see what is in it for them; how they will benefit.  

Help others understand why they must innovate and be competitive, viable, 
and marketable. 

 

Share how you see the business/organization in 10 years.  

Benchmark and find out how “X” is doing it.  

Explore risks. Be willing to take small risks to innovate.  
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Activity Practice Number(s) 

Do a SWOT analysis.  

Provide people with both opportunities and resources.  

Develop effective strategies for resolving conflict.  

Really delegate. Live with mistakes and learn from them.  

Be visible and accessible.  

Set reasonable short-term goals.  

Demonstrate random acts of kindness.  

Celebrate and post external accomplishments.  

Recognize strengths and recognize victories over challenges.  

Find ways to recognize teams: verbally, in writing, and with tokens of 
appreciation. 
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Answers 

Activity Practice Number(s) 

Communicate often. Make sure communication runs both ways. Practice #2 

Be aware of changing environment. Practice #1 #4 

Make sure everyone understands the end results and their role and how they 
will benefit. 

Practice #3 

Plot a procedure. Break it down into its parts. Practice #4 

Ask for help from others. Practices #1 & 3 

Constantly evaluate current products and procedures. Practice #4 

Reserve judgment until you have the facts but be willing to come to 
decisions. 

Practice #4 

Give employees projects for which they can take responsibility. Practice #3 

Lead and direct the process, but make it an “us” collaboration. Practices #2, 4 & 5 

Measure your deliverables. Practice #4 

Create a collaborative basic plan for growth. Practice #2 

Demonstrate integrity in your own actions. Practice #2 

Recognize individuals the way they want to be recognized. Practice #5 

Trust and provide visible evidence that you trust. Practice #3 

Celebrate success together. Practices #4 & 5 

Make sure others see what is in it for them; how they will benefit. Practices #2 & 4 

Help others understand why they must innovate and be competitive, viable, 
and marketable. 

Practices #1 & 3 

Share how you see the business/organization in 10 years. Practices #2 & 4 

Benchmark and find out how “X” is doing it. Practice #4 

Explore risks. Be willing to take small risks to innovate. Practice #1 

Do a SWOT analysis. Practices #1 & 4 

Provide people with both opportunities and resources. Practice #2 

Develop effective strategies for resolving conflict. Practice #3 

Really delegate. Live with mistakes and learn from them. Practice #3 
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Activity Practice Number(s) 

Be visible and accessible. Practice #4 

Set reasonable short-term goals. Practice #4 

Demonstrate random acts of kindness. Practices #4 & 5 

Celebrate and post external accomplishments. Practices #4 & 5 

Recognize strengths and recognize victories over challenges. Practices #2 & 5 

Find ways to recognize teams: verbally, in writing, and with tokens of 
appreciation. 

Practices #2 & 5 
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PRE-ASSIGNMENT REVIEW 

Consider the comments that you made in response to the questions in the pre-assignment. What has 
changed since then? 

 

 

 

 

To wrap up, consider how you can incorporate the material learned in this course to make customer service 
in your workplace measurably better than it already is. 
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Session Five: Personal Action Plan 
Now that you have completed this course on Customer Service: Managing Customer Service, how will you 
use the things you have learned? Creating a personal action plan can help you to stay on track, and on target. 
When you take responsibility for yourself and your results, you get things done. 

In this session, you will be asked questions to help you plan your short-term and long-term goals. This final 
exercise is a way for you to synthesise the learning that you have done, and to put it into practice. 

Starting Point 
I am already doing these things well: 

 

Where I Want to Go 
I want to improve these areas: 

 

I have these resources to help me: 

 

How I Will Get There 

 

As a result of what I 
have learned in this 
workshop, I am 
going to… 

My target date is… I will know I have 
succeeded when… 

I will follow up with 
myself on… 

Ob
jec

tiv
e 1

     

Ob
jec

tiv
e 2

     

Ob
jec

tiv
e 3
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Course Summary 
Congratulations! You have completed the course "Customer Service: Customer Service Management." 

The first portion of the course focused on the six critical elements of customer service: 

• A customer service focus 
• Defined in your organization 
• Given life by the employees 
• Problem solving tools 
• Measure it 
• Reinforce it 

Next, we learned about the Situational Leadership II® model and servant leadership. We also considered 
our own comfort zone. Then, we learned about performance management techniques and the role of 
onboarding and orientation. 

The final section of the course explored James Kouzes and Barry Posner’s five leadership practices: 

• Challenge the process 
• Inspire a shared vision 
• Enable others to act 
• Model the way 
• Encourage the heart of employees 

We wrapped things up with a look back at the pre-assignment. 

You should now feel ready to lead a customer service team to success. 
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Recommended Reading List 
If you are looking for further information on this topic, we have included a recommended reading list 
below. 

Bacal, Robert. Perfect Phrases for Customer Service. McGraw-Hill, 2004. 

Blanchard, Kenneth. Leading at a Higher Level: Blanchard on Leadership and Creating High Performing 
Organizations. Pearson Education, 2009. 

Ford, Lisa, David McNair, and Bill Perry. Exceptional Customer Service. Adams Media Corporation, 2001. 

Goodman, Gary. Monitoring, Measuring, & Managing Customer Service. Jossey-Bass, 2000. 

Hseih, Tony. Delivering Happiness: A Path to Profits, Passion, and Purpose. Business Plus, 2010. 

Kouzes, James M., and Barry Z. Posner. The Leadership Challenge, 5th Edition. Jossey-Bass, 2012. 

Senge, Peter. The Fifth Discipline. Currency, 2006. 

 




