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344 Principles of Supervising Customer Service Performance in Hospitality, Leisure, Travel 
and Tourism 

Leadership 
As a manager or supervisor, it is important that staff respect you as a leader and follow you direction. 
To provide consistent levels of customer service you must lead by example. 
This can be achieved by: 

• Working alongside your staff 
• Demonstrating the work to be done 
• Showing staff what has to be done and explaining how and why 
      tasks must be completed 

You can encourage the team to work together to achieve common goals and meet required 
standards by: 

• Establishing clear roles and ensuring the team knows who the leader is 
• Agreeing clear targets and objectives 
• Discussing plans in a team briefings and meetings 
• Knowing your staff and its personalities and monitoring the impact of 

individuals on team performance 

 

Providing Customer Service 
In a customer service led environment, the standards provided have a direct impact on the 
performance of the business. 
 
Good customer service leads to: 

§ A positive effect on customer expectations 
§ Encouraging customers to return 
§ Customers contributing to the business’s reputation by telling others about the 

good service they received 
	
Poor customer service can lead to: 

• Driving customers away 
• Customers discouraging others from using the organisation 

 
 
 
Competitors 
Hospitality is a competitive industry. You organisation’s sales and business success can be affected 
by the service offered by these competitors. 
 
   If you main competitor is offering a very high standard of customer service, your 
   own organisation’s sales may fall and possibly place you in a position where it is 
   harder to compete in the market. 
 
   If a competitor fails to deliver, this can result in them losing customers, resulting 
   in your own organisation’s business increasing. 
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Customer Service Standards 
Standards are designed to ensure consistent delivery of customer service within your organisation. It 
is not sufficient to merely produce a set of written standards (such as a policy document or operations 
manual). Standards must be understood and met in tasks carried out, monitored and updated to 
ensure that they consider changes made within the business. 
 
Standards can be monitored by: 
   

• Observing staff carrying out tasks 
• Analysing sales 
• Analysing feedback from customer surveys and questionnaires 
• Seeking informal feedback from customers (talking to them) 
• Analysing problems with service 
• Analysing number and type of complaints from customers 

 
 
 
Businesses are constantly changing, affected by both internal and external factors. For example, the 
business may provide a new service, or may have to adapt service to meet new legislation. 
 
To remain successful, it is important to update standards to meet these changes in order to: 
 

• Remain up to date with current issues	
• Adapt to changes in the market	
• Keep up with competition	

 
 
 
 
Organisational standards should be updated when: 
 

• Customer needs and expectations change 
	 	 	 	 For example, customers are seeking better access to technology such as 
    Wi-Fi, or a wider variety of healthy food and drink choices 
 

• Current levels of service are not acceptable or require additional agreed 
standards to improve service 

 For example, staff uniforms are looking out of date, booking systems are 
 not efficient 
 

• External regulation or legislation require changes to practices 
 For example, new Health and Safety or Hygiene laws, changes to 
 licensing laws. 
 
 

Staff Development 
In order to deliver excellent standards of customer service, staff must be able to perform their tasks 
effectively. It is important that staff development is provided on an on-going basis, to get the best out 
of people and help them to keep up with a challenging and fast-changing environment. 
 
 

http://www.google.co.uk/imgres?q=change&hl=en&gbv=2&biw=1024&bih=612&tbm=isch&tbnid=nfsqxsTnRKs2cM:&imgrefurl=http://www.johnpc.co.uk/blog/page/3/&docid=98HClRHiTZZoIM&imgurl=http://www.johnpc.co.uk/wp-content/uploads/2010/08/change.jpg&w=388&h=309&ei=x16eT_SGFILU0QXPqMCKDw&zoom=1&iact=hc&vpx=91&vpy=226&dur=31&hovh=200&hovw=252&tx=117&ty=101&sig=101671744840528794326&page=2&tbnh=134&tbnw=157&start=15&ndsp=20&ved=1t:429,r:10,s:15,i:178
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Staff development is important for many reasons. It helps to ensure that staff: 
 

• meet organisational standards consistently 
• are up to date with product knowledge 
• understand the importance of meeting the required standards 
• contribute to improvements to the service level agreement 
• improve their skills to help them progress in the organisation 
• are motivated to give their best in delivering service to customers 

 
The choice of training and development depends very much on the organisation’s features and the 
individuals within that organisation. However, for effective customer service the subjects where 
training should generally take place include: 
 

• Organisational standards, policies and procedures 
• Identifying customers’ needs and expectations 
• Dealing with different customer situations 
• Effective communication skills 
• Body language 

 
Training in these areas plays a vital role in delivering service and achieving the right outcome in 
terms of customer satisfaction. For example: 
 
Meeting organisational standards 
Ensures that staff learn and understand what the organisation expects from them and that levels of 
service are delivered to a consistently high standard. 
 
Identifying customers’ needs and expectations 
Helps staff to be sensitive to customers’ needs, recognise what they may want and know how to 
meet these needs. This helps to ensure customers’ needs are anticipated as well as their queries 
being answered. 
 
Dealing with different customer situations 
Provides skills in recognising and dealing with a range of different customers as well as different, 
sometimes challenging, situations. Training helps to ensure customers’ needs are met but also that 
difficulties are handled appropriately. 
 
Effective communication 
Helps individuals and teams to understand methods of communication and how to carry this out 
effectively.  Staff can then alter their communication to suit the different needs of customers. 
	
Body Language 
Helps to improve face-to-face communication, such as greeting customers. It ensures customers 
perceive staff in a positive light and not as rude or uncaring. 
 
Providing Feedback to Staff 
It is important to provide staff with regular feedback on their performance. This helps to: 
   

• Ensure individuals are kept up to date with how they are performing 
• Recognise good practice  
• Encourage, praise and reward staff 
• Help with identifying problems, areas for improvement and training required 
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Failure to provide feedback can result in: 

• A decline in performance 
• Individuals becoming demotivated 

 

 

Method of Providing Feedback 
Feedback can be given in several ways: 
 
    Appraisal 
    This is a formal method, where information is documented. It normally 
    requires individual staff to complete a pre-appraisal form, which is read by 
    the line manager and then discussed in an interview. 
 
 
The advantages of appraisals are that they are structured and organised with time allocated to the 
discussion. Recording details helps to ensure clear decisions and action points. 
The disadvantages of appraisals are that they can make staff nervous, can be time consuming and 
are not very frequent. They can also be unhelpful if the appraiser (manager) is not skilled in carrying 
out the appraisal. 
 
    Review 
    This is less formal than an appraisal and carried out on a regular basis, 
    providing managers and staff with the opportunity to discuss current 
    performance and issues. 
 
 
 
The advantages of review are that they are less formal than appraisals, are regular and help to build 
relationships between managers and staff. 
The disadvantages of review are that because they are frequent, there may not be anything of 
significance to discuss and they can be seen as a mere formality or wasting time. 
 
    One to One Meeting 
    These can be formal or informal, providing an opportunity for a manager 
    and individual member of staff to hold a discussion in confidence and 
    away from the work environment. 
 

 
The advantages of one to one meetings are that they encourage discussion and can be used for 
informal or formal feedback, and for many different reasons. They can be planned or impromptu 
(necessary because a certain situation has unexpectedly arisen). 
The disadvantages of one to one meetings are that if they are not organised properly they can lead 
to unsatisfactory outcomes and even misunderstandings. 
 
    On the Job Feedback / Informal  
	 	 	 	 A manager will discuss issues with an individual member of staff in the 
    work environment. 
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The advantages of on the job feedback are that immediate information can be given, and any issue 
dealt with promptly. The member of staff may feel more comfortable in his own work setting. 
The disadvantages of on the job feedback are that they may not be private, could upset a member 
of staff or allow others to over-hear sensitive or confidential information. There is also the risk of 
distractions or misunderstandings. 
 
Service Level Agreements 
  A Service Level Agreement can be described as a ‘contract’ of service, negotiated 
  between the customer and the customer service deliverer. It is sometimes known as a 
  Customer Charter, Customer Promise or a Code of Practice. The Service Level  
  Agreement outlines the level of service to be given, as agreed with the customer. 
 
 
Example Customer Charter 
 

 
 

Our Customer Service Charter 
 
We are committed to providing all users with a positive experience either in managing an accommodation property or booking their holiday through our 
website. 

Our organisational philosophy includes a section on Customer focus first which says: 

We aim to provide the best possible user experience by putting the interests of our users first. It is only through excellent user experiences that visitors 
will come back and tell their friends. By always putting the visitors first we can be: The best place to plan your next holiday. 

We	want	to	be	known	as	a	service	that:	
• Makes it easy for people to find their perfect holiday escape 
• Provides a secure, easy-to-use online product  
• Responds to suggestions from customers to improve our site 
• Is solution-oriented and works with our users to address problems 
• Provides fantastic customer service and sets an example in this way 
• Is courteous and professional at all times 
• Is consistent in our responses and the information we provide 
• Listens to our customers and takes all issues seriously 
• Apologises when appropriate and is not afraid to acknowledge when we have messed up  
• Responds to every email we receive, and provides helpful and timely responses 
• Goes the extra mile – always asking ‘what else can I do?’ and ‘how can I do more?” 
• Gives accommodation operators confidence to manage their listing by taking the time to explain things clearly, and supports them in making 

their property the best it can be 
• Delivers on its promises 
• Has integrity, for example we do not allow accommodation operators to veto or edit negative guest comments on their property 
• Is willing to remove property listings which are not accurate or where the accommodation is not satisfactory  
• Fixes everything twice – once when the problem first occurs and second by finding a way to stop the problem happening again 

	
WHAT	YOU	CAN	EXPECT	FROM	US	
Everyone	can	expect	

• Courteous, professional and enthusiastic staff who will greet you in a friendly way and identify themselves by first name 
• Staff with the knowledge, authority and responsibility to deal with your enquiries or to be able to refer you to someone who has. 
• A solution-oriented focus when dealing with your questions and a commitment to working with you. 
• Confidentiality and respect for your privacy 
• All emails and phone calls will receive a prompt response in line with our standards  

• Clear and accurate information, and an easy-to-use service 

 
 

http://www.takeabreak.com.au/custservicecharter.htm
http://www.takeabreak.com.au/custservicecharter.htm
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     Service Level Agreements should be developed by organisations 
in      order to ensure: 
 

• Consistency of service delivered 
• All staff deliver service to the same level 
• Service delivered meets customer requirements  

 
     Measures included in a Service Level Agreement might include: 

 
• Level of customer service to be delivered 
• How complaints will be handled 
• Timescales for dealing with queries 
• Contact details 

 
 
Monitoring Performance 
In order to ensure that staff are consistently meeting the requirements of the Service Level 
Agreement, it is important to monitor their performance. This can be done by using: 
 
KPIs (Key Performance Indicators) 
    This is an industry term for a type of performance measurement, used 
    by an organisation to evaluate its success or the success of a particular 
    activity in which it is engaged. Sometimes success is defined in terms of 
    making progress toward strategic goals, but often success is simply the 
    repeated achievement of some level of operational goal (for example, 
    zero complaints, 10/10 customer satisfaction. 
    The advantage of KPIs is that staff have clear direction about what they 
    must achieve. 
    The disadvantage of KPI’s is that they can put pressure on staff.  
 
Targets    
 
    Individual targets are set as part of the review/appraisal process, defining 
    what the individual needs to achieve over an agreed period. Targets are 
    S.M.A.R.T to help ensure they can be achieved and results can be  
    quantitative or qualitative. 
    The advantage of targets is that they encourage good performance and 
    can introduce a healthy level of competitiveness. 
    The disadvantage of targets is that, if unrealistic, they can demotivate 
    staff. 
 
Customer Feedback 
     
    Customer feedback can be collected via a range of methods, including 
    surveys, questionnaires, on-line reviews and by speaking to customers 
    face-to-face. Depending on the method used, the results can be  
    quantitative (e.g. customer scores) or qualitative (customer comments). 
    They can provide feedback about a team or about individuals. 
    The advantage of customer feedback is that it can measure whether 
    standards are being met. 
    The disadvantage of customer feedback is that it can be subjective. 

http://en.wikipedia.org/wiki/Performance_measurement
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Observation 
 
    Line managers observe staff carrying out their duties and provide  
    feedback on their performance, usually in a debriefing session at the end 
    of service. They may use a checklist or other written document to record 
    performance or simply provide comments on their observations. 
    The advantage of observation is that it immediate and activities are fresh 
    in people’s minds. 
    The disadvantage of observation is that staff can feel self-conscious 
    because they are being watched all the time. 
 
 
Addressing Poor Customer Service 
Poor customer service can create problems for the business and those working for the organisation. 
If poor standards are identified, these should be addressed as soon as possible by: 
 

• Ensuring set standards for every task 
• Recognising individual’s strengths and allocating work 

accordingly 
• Providing staff support when observing service issues 
• Informing staff of areas for improvement 
• Using tools to identify needs and plan training (e.g. TNA 

or Training Needs Analysis) 
• Delivering effective training and retraining 
• Continuous monitoring to measure success of actions 

taken and identifying any further issues which require 
addressing 

 
 
 
Confirming the Facts 
Before considering any actions, it is important to establish the facts. To confirm the level of customer 
service offered by staff you can: 
 

• Observe staff 
• Talk to customers 
• Analyse data from customer feedback 
• Gain feedback from a mystery diner/shopper 

 
 
Agree Standards / Revise Standards 
Once the level of customer service actually offered has been established, you can compare these to 
what is expected. It is important to ensure standards are reviewed and updated to ensure: 

• Consistency of delivery 
• Compliance with legislation and regulations 
• Staff are aware of the standards 
• Standards outlined in the Service level Agreement are being met 

 
Informing Staff 
If you have received feedback from customers that service is not meeting standards, it is important to 
inform staff. 
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It is important  to inform staff about customer opinion to: 
 

• Encourage improvement 
• Provide praise when good practice has been noted 
• Help them develop 
• Reduce the negative effect of customers complaining to them 

 
 
 
Leading by Example 
In order to set, agree and maintain standards a good manager or supervisor will lead by example. 
This is particularly important if you are expecting staff to change their practices. 
Leading by example means carrying out duties professionally and in a way which reflects the 
standards you and you organisation expect from everyone. 
 
It is important to lead by example in order to: 
 

• Show staff what they should be doing 
• Demonstrate good practice 
• Show them that you are not afraid of hard work and don’t 

expect them to do anything that you wouldn’t do yourself 
• Work with the staff as part of the team 
• Observe their practices 

Finding Solutions 
    
 
   If staff are underperforming it is important that the manager seeks effective and 
   fair solutions. These might include: 
 
 

• Setting standards for staff to follow 
Staff need to know what they are expected to do and the standards that have to be reached. 
 

• Confirming that the standards are in place 
You cannot just set standards – they must be well known by staff and implemented 
 

• Confirm customer expectations 
Ensure you have discussed customers’ expectations or reviewed feedback so that you can put plans 
in place to ensure they are being met by staff. 
 

• Training staff 
Establishing training needs of staff and putting a training plan in place helps to ensure that standards 
individuals have the skills and knowledge to meet standards 
 

• Monitoring performance 
This ensures that staff are consistently meeting organisational standards and customer expectations 
 

• Providing Feedback 
This ensures that staff know whether they are meeting standards at all times 
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Poor Customer Service 
Failing to address staff underperformance can lead to poor customer service. It is important to seek 
solutions in order to ensure that the organisation: 
 

• Retains customers 
• Meets customer expectations and needs 
• Encourages customers to return 
• Improves customer satisfaction 
• Makes it easier to deal with customers 
• Improves sales 
• Reduces customer complaints 

 
If the manager recognises problems with staff performance, he or she needs to seek better ways to 
monitor and measure performance of staff. As already mentioned, these methods in summary are: 

• Setting KPI’s 
• Setting targets 
• Monitoring sales 
• Gathering and analysing customer feedback 
• Using mystery guests 
• Observing staff activities 

 
Managers must remember that staff perform better if they receive regular and constructive feedback. 
As already discussed, it is important to provide this to individuals through: 
 

• Reviews 
• Appraisals 
• One-to-one meetings 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 


