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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 demonstrate excellent interpersonal skills. 
For example: 

• Behaving professionally at all times 
• High standards of personal presentation 
• Positive body language 
• Listening carefully to others 
• Using effective communication techniques, such as questioning and 

clarifying information 
• Motivating others 
• Being supportive 
• Acting assertively in challenging situations 
• Following standards, leading by example 
• Using appropriate leadership styles 

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

• Customers more likely to buy goods and services. 
• Loyalty and repeat business. 
• Customers contributing to the business’s reputation by telling others about 

the good service they received. 
• Fewer incidents of compensation, such as refunds and returns. 

	 	
Measuring Levels of Customer Service  
In a competitive and challenging environment, it is important that organisations monitor levels of 
service delivered to customers. This can be done by use of 
   
   KPIs (Key Performance Indicators) 
   This is an industry term for a type of performance measurement, which  
   is specific and quantifiable, used by an organisation to evaluate its   
   success or the success of a particular activity in which it is engaged.  
 
 
   Customer Feedback 
   Customer feedback can be collected via a range of methods, including  
   surveys, questionnaires, online 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. 
 
   Sales Records 
   Data will help to indicate the volume of sales, patterns and trends which  
   can indicate areas for improvement. 

http://en.wikipedia.org/wiki/Performance_measurement
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   Management Information Systems 
   Management information systems involve three primary resources: people, 
   technology, and information or decision making. They are used to analyse  
   operational activities in the organisation and gain an overall picture of the  
   business’s position in the market. 
 
   Complaints Records 
   A log of complaints will clearly identify issues with the delivery of customer 
   service, including identifying recurring issues and patterns which can indicate 
   specific problems. 
 
Assessing Staff Skills 
In order to ensure that staff are consistently meeting the required standards, it is important to monitor 
their performance. This can be done by using: 
 
    SWOT analysis 
    Identifies the strengths and weaknesses of individuals or teams, the  
    opportunities available to maximise strengths and address    
    weaknesses and the threats to proposed plans. 
 
   Training Needs Analysis (TNA) 
   Identifies gaps between current skills and those required in the job. It can also 
   help to identify training needed to improve performance where individuals or 
   teams are not meeting standards. 
 
   Feedback 
   Seeking feedback from customers and colleagues helps to identify areas for 
   improvement and gives managers an opportunity to gain information from a 
   range of different sources.  
 
   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. 
 
   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. 
 
Development Opportunities 
There are many ways to provide training to staff, depending on need, for example whether the 
individual requires practical skills or knowledge and understanding. Examples of development 
methods include: 

• Internal or external courses (e.g. First Aid, Food Safety). 
• Work shadowing. 
• Assessment via observation of work activities followed by constructive feedback 
• Coaching on the job. 
• Role play and simulation (e.g. a fire practice). 

http://en.wikipedia.org/wiki/Information_system
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Being Involved 
Managers and supervisors should be actively involved in the development of their teams and be part 
of the decision making process as to what development activities are required. This is important to 
ensure that: 

• They have first-hand knowledge of the training that is required. 
    This helps to develop a good relationship with team members and   
    demonstrate the leader’s commitment to staff.  

• They have knowledge of individual staff needs. 
  Managers show their understanding of the skills, knowledge, potential and barriers faced 
  by individuals. 

• They can manage the resources needed effectively. 
  Plan events and finances /equipment required, organise staff cover and deal with 
  absences from training 

• They can support staff throughout the process. 
  Help with putting learning into practice and monitoring success 

 
Effective Teams 
Developing teams and individuals to perform to their best ability is a vital part of managers’ and 
supervisors’ responsibility. 
 
An effective team requires: 

• Good team dynamics 
   	 Interactions that influence the attitudes and behaviour of people when they  
    are grouped together in a situation. They can range from forces on the group,  
    such as personality styles and different roles to office layout which affects how people 
    communicate. 

• Good working relationships 
 How people share tasks, respond to each other’s needs and deal with problems and 
 issues, respect 
• Communication and Interpersonal Skills 

    Effective and appropriate communication, clarity of instructions, listening skills, positive 
    body language. 

• Support and Feedback on Performance 
 Offering constructive feedback and advice to colleagues to help them deal with issues 
 and improve performance. 
• Personal Development of Team Members 
 Opportunities to improve and build new skills so that the team can move forward 
 positively 

 
Improving Customer Service 
Staff training helps individuals and teams to improve their performance, which will then impact 
positively on the service provided to customers. 
Training can: 

• Improve the level of service given to customers with quality skills provided 
• Help to provide a quicker service to customers because staff are more able 

and confident in tasks. 
• Improve the provision of information given to customers because staff have 

better product knowledge. 
• Reduce the number of complaints because staff communicate more 

effectively and display better interpersonal skills 
• Ensure consistency in delivery because staff know policies and procedures 
• Help to overcome changes so that delivery remains constant (such as 

training for new staff). 
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Service Level Agreements and Customer Complaints 
  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 

 
 
Service Level Agreements often include a complaints procedure to inform customers of what to do 
if they are dissatisfied with a product or service. 
It is useful for an organisation to have such a procedure so that: 

• There is standardisation of complaints handling (less room for error). 
• All staff know what to do (including those learning procedures on induction). 
• Customers are clear about what steps to take. 
• There is a consistent quality of service with appropriate and fair outcomes. 
• There is the right degree of transparency i.e. customers know what to expect. 

http://www.takeabreak.com.au/custservicecharter.htm
http://www.takeabreak.com.au/custservicecharter.htm
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In addition to the complaints procedure, promises or commitments that may appear within a 
Customer Charter may include: 
 

• Set standards of service offered  
    E.g. Staff will seek to serve customers within five minutes 

• Quality of products and services 
  E.g. Staff will present themselves professionally and courteously at all times 

• Source of products 
  E.g. Organically grown in the UK, free range, sustainable sources 

• Commitment to the environment 
  E.g. Recycling, energy saving policies 

• Delivery times 
  E.g. Delivery within 24 hours of order being placed 

 
 
Dealing with Complaints  
If a supervisor or manager receives a complaint from a customer about service received from a junior 
member of staff it is important that the correct process is followed. This may require them to: 
 

• Investigate what went wrong as soon as possible. 
• Identify the cause of the failure. 
• Provide appropriate apologies and resolve the complaint. 
• Review procedures to identify why the service was not delivered to standard. 
• Provide feedback to staff so they consider improvements. 
• Identify any training required. 
• Identify any corrective actions that may be required, such as disciplinary 

procedures. 
 
Monitoring Standards of Service 
In order to identify levels of service, and possible shortfalls which require improvement, managers 
need to utilise a range of tools to measure performance against service standards. These may 
include: 

• Progress reports and targets. 
• Customer records. 
• Scoreboards and Performance charts. 
• Individual performance reviews/appraisals. 
• Minutes of progress review meetings.  

 
The purpose of measuring targets is to: 

• Ensure standards are being met. 
• Identify any staff training needs. 
• Provide feedback to senior management on performance. 
• Identify areas for improvement. 

 
Methods which can be used include: 

• Benchmarking 
	 	 Also referred to as "best practice benchmarking" this process is where an organisation 
  evaluates various aspects of their processes in relation to best practice companies' 
  processes.  

• KPI’s 
• Appraisal/performance review 
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• Customer feedback 
• Observation of activities 
• Mystery shopper/mystery diner 
• Self-assessment 
• SWOT Analysis 

  
 
Staff Development 
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: 
 

• Product Knowledge 
      Important so that staff are better able to inform customers and up-sell. 
• Effective communication skills 
     Important to enable staff to interact better with customers and identify their needs. 
• Using Equipment 
      Important to appear professional, speed up service and ensure safety of everyone. 
• Legislation 
      Important to ensure all staff comply with customers’ rights, maintain a safe           
environment and work within the parameters of what the organisation is expected to do. 

 
Providing Feedback to the Team 
Managers and supervisors should ensure that they provide regular and constructive feedback to 
members of the team. This is important because it: 
 

• Helps individuals and teams to develop and grow 
           The team can discuss issues, build relationships, strengthen the team and be better   
            prepared for change. 
• Motivates staff through recognition, praise and support 

            Praise helps to make individuals and teams feel valued and want to perform to their  
            best. Helpful and constructive advice will help staff to look for ways to improve. 
• Helps staff to identify ways to improve performance and identify training 

needs 
           The team will recognise the benefits of gaining new knowledge and skills. 
• Aids target setting 

           The team will understand how their performance relates to the achievement of the       
           organisation’s aims and objectives. 
• Improves standards of customer service 

            Staff will recognise shortfalls in performance and feel better prepared to seek ways to      
            improve. 
 

Feedback can be: 
 
1) Formal (appraisal, performance review, disciplinary hearing) 
 Managers and supervisors passing on formal feedback should ensure that it is structured and fair for all 
 individuals. It should be properly planned with facts collected and assessments carried out. Formal feedback 
 should be carried out in private, recorded and be led by someone with skills to communicate positive and 
 negative comments effectively. It should ensure that the person being appraised is in agreement about how 
 to proceed with addressing improvements to performance. 
 
2) Informal (comments from colleagues or customers) 
 Passing on comments of congratulation can be carried out as soon as possible, not necessarily in private. 
 Any negative comments should also be dealt with as soon as possible but managers should take individuals to 
 one side and not confront them in front of customers and peers. 

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

