


ices from a customer-service perspective
and, in many cases, have lacked a basic
understanding of service management.

We have heard a lot about empower-
ment these days, in part because of the
dependence our services have created
for many persons. Therefore, | concur with
my colleagues in the service sector that
our organizations must develop the fol-
lowing capacities: (1) the ability to think
strategically about service and incorpo-
rate a strong service orientation into the
vision of their strategic future, and (2) the
ability to manage the design, develop-
ment and delivery of service.

As we relate service management to
working with volunteers, we should focus
our attention on the most recent marketing
research available to us—both locally and
nationally. There have been significant
changes over the past five years in the
profiles of people who volunteer. Do we
really know our volunteers—our custom-
ers—today? Have we incorporated new
marketing information about them into our
planning processes, into job design, re-
cruitment, interviewing/screening, train-
ing and enabling?

In most cases, our volunteers become
part of the delivery of services. What have
we done lately to prepare them as service
representatives of our organization? We
have the dual challenge of seeing volun-
teers both as the consumers of our serv-
ices and as service providers. So they
must be seen as our partners in effective
service management.

Outstariding Service
Characteristics

Albrecht and Zemke identify three fea-
tures that outstanding service organiza-
tions have in common:

1. A weil-conceived strategy for service,
which directs the attention of everyone in
the organization toward the real priorities
of each customer

2. Customer-oriented frontline people,
who are tuned into the customer’s current
situation, frame of mind and need

3. Customer-friendly systems, which are
designed for the convenience of the cus-
tomer rather than the convenience of the
organization.

The Service Triangle represents the
three service elements of strategy, people
and systems revolving around the cus-
tomer in a creative interplay. This model
represents a proecess rather than a struc-
ture; it includes the customer in our con-
ception of our business. The organization
exists to serve the customer as well asthe
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needs of the people who are serving the
customer.

“Moments of Truth”

Jan Carlson, chairman of Scandinavian
Airlines System (SAS), wrote about the
“moments of truth” he observed in his or-
ganization and focused attention on the
cycles of service. “We have 50,000 mo-
ments of truth out there every day,” he
says. By Carlson’s definition, these are the
episodes in which a customer comes into
contact with any aspect of the company,
however remote, and thereby has the op-
portunity to form an impression.

As we think about the volunteers in our
organization, how many “moments of
truth” can you identify? Who is participat-
ing in these moments of truth? Are you
there every time or is it other paid staff and
volunteers?

“"Most moments of truth take place far
beyond the immediate line of sight of
management,” say Albrecht and Zemke.
"Since managers cannot be there to influ-
ence the quality of so many moments of
truth, they must learn to manage them in-
directly, that is, by creating a customer-
oriented organization, a customer-friendly

system as well as a work environment that
reinforces the idea of putting the customer
first.”

For the service provider, the customer’s
perceptions of quality depend on both the
result of service and the service process
itself.

We can look at quality service from two
perspectives: (1) the procedural side of
service, which consists of the established
systems and procedures to deliver serv-
ices and/or products, and (2) the personal
side, which shows how service personnel
use their attitudes, behaviors and verbal
skills in interacting with customers.

By utilizing the Cycle of Service Model,
we can develop an in-depth understand-
ing of both perspectives of service deliv-
ery within our organization; we can identi-
fy each and every “moment of truth.” Let's
look at one of the various programs and
services in which volunteers are involved.
Our focus is on the key contact points be-
tween staff and potential volunteers; each
one is called a “Service Context.”

1. The potential volunteer has called for
an appointment and the telephone cre-
ates the first moment of truth—with whom?
Does the person who answers the tele-
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