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Delivering good customer service requires more than friendliness at the point of contact, especially in
service industries where expectations, trust, communication, and perceived value shape the customer
relationship (Ennew & Waite, 2013). Organizations need clear procedures for receiving requests,
explaining products and policies, resolving problems, documenting complaints, following up, and
using customer feedback to improve operations. The objective is not to make every customer “happy”
at any cost. Effective customer service balances customer needs with accurate information, legal and
organizational requirements, employee authority, fairness, and the long-term reliability of the service
(Voorhees et al., 2017).

One useful framework is ISO 10002:2018, the current international guideline for complaints handling.
ISO confirmed this edition in 2023, meaning it remains current. The standard emphasizes an
accessible complaints process, management commitment, recognition of complainant needs,
objective handling, analysis of complaints, monitoring, and continual improvement. These principles
fit the original Teachers Health Insurance and late-delivery case studies because both problems
involve more than one unhappy conversation; they reveal weaknesses in information, ownership,
promises, process design, and follow-up (1SO, 2018).

Service Delivery

Customer service begins before a complaint occurs. Employees need accurate product knowledge,
clear authority, communication skills, and reliable systems. Customers should be able to understand
what the organization offers, what it costs, what conditions apply, and what will happen next. A
friendly employee cannot compensate indefinitely for confusing policies, missed deliveries, incorrect
accounts, or promises the organization cannot fulfill (Tax & Brown, 1998).

Responsiveness matters because waiting creates uncertainty and can intensify dissatisfaction.
Response time, however, should be matched to the issue. An urgent account error, lost payment,
safety concern, or service outage requires faster escalation than a general information request.
Organizations should therefore define service standards by channel and problem type rather than
promising an unrealistic universal response time.

Personalization improves service when it means understanding the customer’s actual situation.
Employees can confirm the customer’s name, history, preferences, previous contact, and desired
outcome where privacy rules allow. Personalization should not become intrusive data collection or
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superficial use of a customer’s name while ignoring the underlying problem.

Good interpersonal skills support these procedures. Active listening allows employees to identify the
actual problem instead of answering the first sentence they hear. Empathy acknowledges
inconvenience or frustration without automatically accepting claims that have not been verified. Self-
control prevents an employee from reacting defensively when a customer is angry. Clear
communication prevents jargon, while conflict-resolution skills help the parties move from blame
toward an achievable solution (Homburg, 2017).

Taking responsibility is especially important, but ownership should not mean that one employee must
personally fix every problem. It means remaining accountable for the customer’s path through the
process. If another department must act, the customer should know who is responsible, what has
been transferred, and when to expect an update. Repeatedly sending customers from one person to
another is a common form of service failure because no one owns the resolution.

Service also has legal and ethical boundaries. Employees must comply with privacy, equality,
accessibility, consumer-protection, health and safety, recordkeeping, and industry-specific
requirements. A customer request cannot be granted merely because refusal might create
dissatisfaction. Staff need to explain the requirement respectfully and offer lawful alternatives where
possible.

Complaint Resolution

A complaint should be treated as information about a gap between expected and delivered service.
The first step is to acknowledge the issue and listen without interruption. The employee should clarify
the desired outcome and distinguish facts from assumptions. A customer may describe several
frustrations at once, but the organization needs to identify the specific transaction, promise, policy, or
behavior that can be investigated.

The complaint should then be recorded accurately. Useful records include the customer’s contact
details, relevant dates, product or service, issue described, previous contacts, evidence provided,
desired outcome, actions taken, responsible employee, and target follow-up date. Documentation
supports continuity when another employee becomes involved and helps the organization identify
recurring patterns.

Investigation should be proportionate to risk. A simple billing mistake may be corrected immediately,
while allegations involving privacy, discrimination, fraud, safety, or misconduct require formal
escalation. Employees should avoid promising an outcome before relevant facts have been checked.
An apology for inconvenience can be appropriate even while the underlying responsibility is still being
investigated.

Resolution should focus on restoring the service where possible. Options may include correction,
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replacement, refund, revised information, expedited delivery, explanation, escalation, or another
remedy authorized by policy. Frontline employees need enough discretion to solve routine problems
without requiring multiple levels of approval, but limits should be clear so that customers receive
consistent treatment.

The final step is follow-up. Closing a complaint internally does not prove that the customer
understands or accepts the outcome. The organization should confirm what action was taken, explain
anything that could not be granted, and provide a further review route when appropriate. Complaint
data should then be analyzed across time. Ten separate complaints about confusing policy wording
may reveal a documentation problem rather than ten difficult customers.

ISO 10002 emphasizes this organizational learning function. Complaints should be analysed and
evaluated so products and services can improve, and the complaints-handling process itself should be
audited and reviewed. This moves service management beyond the idea that complaints are isolated
incidents handled only by customer-facing staff.

Teachers Health Case

The Teachers Health Insurance example identifies four recurring problems: consultants struggle to
explain policy details, employees avoid ownership of accounts, sales promises are not fulfilled, and
the office environment is not user-friendly. These complaints point to different causes and should not
be solved by one generic customer-service training session.

Confusing policy explanations suggest a problem with both documentation and staff knowledge.
Management should identify which policy clauses generate repeated questions, test whether written
materials use plain language, and train employees using realistic customer scenarios. Staff should
know when they can answer directly and when specialist advice is required.

The lack of account ownership indicates a workflow problem. Customers should not need to restart
the story every time they contact the organization. A case-management process can assign
responsibility, record previous interactions, and define escalation. This does not require one employee
to perform every task; it requires one visible chain of accountability.

Unfulfilled sales promises are more serious because they create expectations that service teams later
cannot meet. Management should compare marketing and sales scripts with actual policy conditions.
Incentives should not reward employees for selling products through representations that operations
cannot deliver. Complaints of this type may require remediation for affected customers and changes
in supervision or sales governance.

An office environment that is not user-friendly may involve accessibility, signage, waiting time,
privacy, seating, noise, or navigation. The organization should observe how customers move through
the service location and seek feedback from people with different accessibility needs rather than
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assuming cosmetic changes will solve the problem.

Complaint Likely Process Issue Corrective Action
Policies are confusing Complex wording or weak staff Plain-language review, knowledge tools,
training coaching
No account ownership Fragmented workflow Case assignment, handoff rules,

escalation owner

Sales promises not met Misaligned incentives or Audit sales scripts, correct promises,
inaccurate claims monitor compliance

Unfriendly office Accessibility or service-design Customer journey review and physical-

environment weakness access improvements

Monitoring should use evidence rather than impressions. Useful indicators include complaint volume
by category, repeat complaints, time to first response, time to resolution, reopened cases, customer
satisfaction after resolution, policy-error frequency, abandonment rates, and recurring staff-training
gaps. Survey results can provide additional evidence but should not replace operational data.

Angry Customer Case

The second case involves John and a customer whose delivery arrived late, causing the customer to
miss an important sale. The customer’s anger is understandable because the failure produced a
business consequence beyond simple inconvenience. John's first objective should therefore be to
understand the impact before defending the organization.

He should listen actively, summarize the problem, verify the delivery commitment, and acknowledge
the consequence. If the company missed a confirmed deadline, a clear apology is appropriate. John
should avoid vague language such as “these things happen” because it minimizes the customer’s
loss. He should also avoid promising compensation outside his authority.

The solution depends on what can still be restored. If the goods are still needed, expedited delivery
may be appropriate. If the customer no longer needs them, cancellation, refund, or another
authorized remedy may be more useful. If a compensation claim is requested, John should explain the
review process and escalate it according to policy rather than inventing a settlement.

Once the immediate issue is controlled, the organization should examine why the delivery failed.
Possible causes include incorrect order entry, inventory error, transport failure, unrealistic sales
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promises, warehouse delay, carrier performance, or poor communication after the delay became
known. Service recovery is incomplete if the company apologizes to the customer but leaves the
underlying process unchanged.

The case also shows why employees should not be evaluated only on whether a customer leaves
smiling. Some customers will remain dissatisfied even after a fair response, particularly when the
original loss cannot be reversed. The employee’s responsibility is to provide respectful
communication, accurate information, a reasonable remedy, and reliable follow-up.

Continuous Improvement

Customer-service monitoring should connect individual cases with organizational learning.
Complaints, compliments, surveys, call recordings, mystery shopping, digital analytics, returns,
cancellations, and repeat purchasing can all provide evidence. Each measure has limits. Customer-
satisfaction scores can be influenced by price, product quality, or expectations beyond the
employee’s control, while repeat purchasing may occur because alternatives are limited rather than
because service is excellent.

Root-cause analysis is therefore important. When the same complaint appears repeatedly, managers
should ask what process makes the error likely. A billing team may need a system change rather than
another reminder to “be careful.” A call centre may need clearer policy documentation rather than
motivational training. A delivery business may need better carrier monitoring rather than customer-
service scripts.

Training should use real complaint patterns. Employees can practice active listening, plain-language
explanation, difficult conversations, escalation, documentation, privacy, and service recovery.
Managers should also review whether employees have enough authority and system access to apply
what they are taught.

Customer feedback should close the loop. If an organization asks customers repeatedly for opinions
but never changes anything or explains what it learned, surveys can become another source of
frustration. Feedback is most valuable when it leads to measurable improvements and when staff
understand what changed because of it.

Procedures for delivering customer service therefore work best as an integrated management system.
Fast response, empathy, communication, and professionalism matter, but they must be supported by
accurate products, clear policies, reliable operations, complaint ownership, evidence-based
monitoring, and continual improvement. Excellent service is not the ability to charm every unhappy
customer. It is the ability to deliver what was promised, recover responsibly when something fails,
and redesign the process so the same failure becomes less likely.

Copyright © 2026 Academic Master. | 5



@ ’ACADEMIC

References

International Organization for Standardization. (2018). /SO 10002:2018 Quality
Management—Customer Satisfaction—Guidelines for Complaints Handling in Organizations.

Ennew, C., & Waite, N. (2013). Financial Services Marketing: An International Guide to Principles and
Practice. Routledge.

Homburg, C., Jozi¢, D., & Kuehnl, C. (2017). Customer experience management: Toward implementing
an evolving marketing concept. Journal of the Academy of Marketing Science, 45, 377-401.

Tax, S. S., Brown, S. W., & Chandrashekaran, M. (1998). Customer evaluations of service complaint
experiences. Journal of Marketing, 62(2), 60-76.

Voorhees, C. M., Fombelle, P. W., Gregoire, Y., et al. (2017). Service encounters, experiences and the
customer journey. Journal of Business Research, 79, 269-280.

Copyright © 2026 Academic Master. | 6



