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CHAPTER 7 
 
Managing People 
 
This chapter has been designed to provide the reader with a clear 
understanding of: 
  

a) the importance of customer contact staff in determining   customer 
satisfaction  

b) the impact of emotional labour and empowerment on staff 
dissatisfaction and turnover 

c) the significance of effective recruitment, orientation and 
socialisation programmes in gaining commitment from employees 

d) the benefits to an organisation of employee loyalty 
e) the principal sources of staff dissatisfaction and their remedies 

 
It may be provocative but otherwise useful for the tutor to begin a 
discussion of this chapter by noting that the overwhelming majority of 
academic articles and books on service employees are written from the 
viewpoint of management. It is also the perspective adopted in this text for 
the purpose of the book is to propose best practice in the management of 
services.  
 
However in reality most readers are more likely to have experienced 
employment in the services sector as a front line worker. As such it is an 
area of the text that they might find relatively easy to engage with.  
 
Certainly students should be able to connect with the topics of emotional 
labour and empowerment. The tutor would be well advised to let readers 
relate their experiences and then encourage the group to consider why the 
particular service companies had operated in the way that they had, and to 
make recommendations for ways in which the situation could be improved 
for both employee and employer. In doing so, readers should be asked to 
consider what the main benefits of empowerment are.        
 
In the context of a discussion on selection and recruitment, tutors could ask 
readers to consider whether employers should recruit people who are 
innately “service” orientated. Or recruit those who they expect to be easiest 
to mould into their own style of emotional labour.  
 
Whatever approach is deemed more appropriate, tutors should turn to a 
discussion of the importance of both orientation and socialisation of new 
recruits. Here again readers should be encouraged to bring their own 
experiences to the debate.  
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Of course these “early days” programmes are only the beginning of what is 
required to build a loyal and committed staff. Tutors should refer to Figure 
7.5 and ask readers to discuss the benefits of a committed workforce.  
 
The chapter proceeds to explore the topic of staff dissatisfaction. Again 
many students will have first hand personal experience of this.      
Many factors have been found to contribute to the problem of staff 
dissatisfaction. Tutors should explore the nature of dissatisfaction that arises 
with employees - role ambiguity, conflict, tension and very commonly role 
overload. Other reasons should also be explored – lack of management 
commitment, lack of a common purpose, or little empowerment.  
 
Dissatisfaction can lead to a number of different outcomes. Referring to 
Figure 7.3 students could usefully debate the relative impacts of the various 
outcomes for both the organisation and the individual employee. Some 
outcomes can be relatively inconsequential for the organisation for example 
absenteeism. Others having more damaging consequences – for example 
employees can withhold their work. Or worse still become involved in theft 
or sabotage.   
 
Dissatisfaction can also lead to staff leaving the organisation. The chapter 
goes on to discuss staff turnover. Is it desirous for an organisation to have 
low staff turnover, or no staff turnover? What are some of the drawbacks of 
having no staff turnover? Virtuous and vicious cycles of high staff turnover 
are discussed in some detail.    
  
The chapter concludes with a section on internal marketing. It is suggested 
that the practice of internal marketing can help foster satisfied employees 
and consequently satisfied customers internal marketing is proposed as a 
possible mechanism for dealing with excess staff turnover. Tutors might like 
to discuss whether students perceived to be the benefits and potential 
drawbacks of implementing an internal marketing programme in an already 
existing organisation.   
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Assignment 7.1 : Psychometric testing  
 
Using the following question taken from a psychometric selection test, 
debate which are the “right” and “wrong” answers. And more generally 
debate drawbacks and strengths of using psychometric data in service 
personnel selection.  
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Question 
You manage a small business with three employees. The office needs 
covering over the school holidays and last year there were problems. All 
three employees seemed self-interested and there was considerable 
conflict about who should take their holidays when. You anticipate similar 
difficulties this year. Rate each of the following ways of responding 
according to its appropriateness as follows: 
 
1  = totally appropriate 
2  = inappropriate 
3  = unsure 
4  = appropriate 
5  = highly appropriate 
 

a) Do not risk debate this year; tell them when they can have leave 
b) Tell them the office must always be covered and that they must 

come up with a holiday schedule between themselves 
c) Call a meeting with all present and come to an arrangement that is 

acceptable to everyone 
d) Find out each person’s preferred holiday time and then you decide 
ssignment 7.2 : Core/supplementary skills 
or an organisation that you have some experience of, define what you 
elieve to be both core /supplementary skills needed 

ssignment 7.3 : Customisation and frontline staff  
ver the course of a week note down all the services that you come into 
ontact with (you’ll be surprised at how many there are) and using the 
igure 7.1 plot the position of each service on the matrix. What are the 
mplications for recruitment – can you make any observations about 
ecruitment in each of the four quadrants.  
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Assignment 7.4 : Performance Appraisal 
 
Design a Performance Appraisal form, which could contain some 'hard' or 
'quantifiable' measures, for each of the Job Profiles described below. 
 
There are listed some of the common 'headings' used in Performance 
Appraisal, and for each profile you should select a minimum of five or six 
that you feel are relevant as the criteria for the role described.  These should 
be where you believe you would most easily be able to provide 'evidence' to 
support your evaluation of a member of staff.   (It's common to 'rate' a 
person on whether they meet each criteria, to determine if they meet the 
job descriptor, or if they may need development in the role). 
For each of the main criteria you select, you should state or list Actions or 
Behaviours that you feel might relevant to the criteria.  Finally, try to give 
some ways in which you might be able to give 'evidence' to identify whether 
the staff member has successfully met the standard, or whether they require 
improvement.  An example might be: 
 
Criteria Actions/Behaviours Types of Evidence 
Employment and HR 
policy awareness 

Adherence to company 
Policies, for example 
Attendance, Data 
Protection, Workplace 
Conduct 

Complies with the 
Attendance Policy and 
does not breach the 
accepted minimum 
standards. 
 
Consistently complies 
with the Data Protection 
Policy. 

 
 

 Planning, prioritising and organising tasks and activities, time 
management. 

 Motivation and leadership of team and individual team members. 
 Business Awareness - of company products/services and on an 

industry wide basis 
 Communication skills. 
 Interpersonal Skills - helping and enabling others with their 

challenges. 
 Training and developing others, coaching and mentoring, assessing 

training needs. 
 Delegation, identifying and agreeing tasks, measuring, follow-up. 
 Effective use of IT and equipment. 
 Financial and commercial understanding (e.g., budgets, profit & loss, 

cashflow, etc) 
 Managing relationships, inter-department, peers, upwards. 
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 Planning and running meetings, effective follow-up. 
 Promoting Sales 
 Recruitment interviewing and selection, and effective induction of new 

people. 
 Adherence to Key Performance Indicators (KPI's) - meeting targets. 
 Creating and giving effective presentations to groups. 
 Problem-solving and decision-making - working independently, using 

own initiative. 
 Quality awareness - according to quality standards and procedures. 
 Employment and HR policy awareness - adherence to policies 

(attendance, information security, equality, disability, harassment, 
etc) 

 Customer care and customer service management - external and 
internal. 

 Self-development, self-control, compassion and humanity, seeking 
responsibility and personal growth. 

 
Criteria Actions/Behaviours Types of Evidence 
   
   
   
   
   
   
 
Position 1 
 
Outbound Sales Operator 
 
This role is not hard sales, and involves calling previous customers and 
following up warm-leads.  The main duties of the role are to ensure that the 
company is always represented professionally, by maintaining a pleasant 
telephone manner and explaining the organisations various services to all 
clients. 
 
The actual job is to phone potential clients and discuss the products and 
services offered, whilst using the structure and procedures put in place by 
the company.  Another important function of the job is to maintain accurate 
records and ensure that they are up to date and organise 'lead' information 
effectively and efficiently. 
 
(This is a call-centre type environment, where telecommunications 
technology is in place.) 
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Position 2 
 
Hotel Reservations/Duty Manager  
 
The smooth running of the Front Office is a main focus of this role via 
maximising sales.  However, this role requires the person to also be heavily 
involved in the daily running of the hotel, from the training of new staff, to 
banking and forecasting of resources and stock. This job is requires 
management skills and all-round hotel experience.  The Hotel is one of a 
medium-size chain and classed as a quality establishment.   The Hotel has 
75 letting rooms.  There are also two restaurants, three bars, and a Health 
Club all of which are open to the general public. 
 
Apart from Management and Supervisory skills, the person must be 
proficient with Microsoft Word and Excel - and experience with "Mainstay 
Reservations System".   
 
 
Position 3 
 
Call Centre - Bank Customer Service Advisor 
 
This job is working for a Service Provider who is a Multi-National Banking 
Organisation - with locations throughout the UK.  The role is articulate 
Customer Service Advisor and employment advertisement asks for those 
'who are the best in their field'.  Academic qualifications are not considered 
to be top priority as there is an assessment centre at interview where 
personality and certain other characteristics and abilities are measured, in 
role plays and tasks. 
 
Customer Service is the utmost of importance to the organisation and is vital 
to their business.  It is important in the role to understand the needs of the 
business and their customers - without that they can not reach their goal as 
being the market leader in their field.   
The job requires the employee to need to understand what motivates the 
customers, be a forward thinker in order to win over customer expectations 
and develop the relationship on a one-to-one basis. 
 
 
The Job Description stipulates: Provide a high level of customer satisfaction; 
Respond and action customers' needs and expectations; Provide information 
regarding products and services; Identify sales opportunities; Be mature, 
professional and articulate; Able to work on own initiative as well as within a 
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team setting; Have excellent attention to detail; Able to work under pressure 
and work towards a target  
 
 
Position 4 
 
Marketing Assistant 
 
The Marketing Firm is large, with over 130 franchised outlets in the UK, and 
has turnover in excess of £1 billion a year.  This is a very progressive 
company, focussing on continued growth. 
 
The company have a very large and vibrant Marketing Department.  The job 
specification states for the role that the individual must be a good team 
player and computer literate, with excellent interpersonal and multi-tasking 
skills.   
 
The role involves working closely with key Account Executives, based in the 
Direct Marketing Department.  Working for some high-profile clients, the 
creation and the implementation of some very large direct mail campaigns 
and the design stages of other direct marketing activities for review and 
appraisal are key functions.  The job was open only to University Graduates 
and their involvement and participation in the department will require both 
creative ability and direct contact with clients at times.  Presenting of initial 
ideas/thoughts from Brainstorming sessions is undertaken regularly, as well 
as more routine tasks which involve extracting and cleansing data from the 
firms CRM (Customer Relationship Management) database, for the purpose 
of mailing campaigns.  Design and printing of mailers and preparing items 
for posting are standard tasks that are undertaken regularly.  
 
 
(Note:  If you want to substitute any of the roles above, this is fine.  It may 
be that you want to apply using the company you currently work for?  
Alternatively, if any of the roles are too similar, why not do a search on one 
of the Internet employment websites.  This is where the roles above were 
drawn from) 
 
 
With thanks to Anne Chalmers, Napier University, Edinburgh for providing 
this assignment 
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