Lecture 2:  IT as a Service
Learning Objectives;
1. Describe the nature of a service and identify the characteristics of IT in organisations that point to IT being a service.

2. Explain the management problems that running IT as a service raises.

3. Explain the importance of customer involvement.
4. Differentiate between front office and back office.
Service Characteristics
What is a service?

Service industries are often defined as not providing goods.

One way of defining is by considering whether anything tangible is provided.

 

Intangible:

Stress Counseling

Haircut

 

Tangible :

Car

Book

Tin of beans

 

But tangibility/ intangibility is a continuum

 

Most products have service elements;

Most services involve products.

How would you define a service? 

Is it just not manufacturing?

A service may be defined as:

'the delivery of a process to a client in order to meet an expressed need, possibly in return for payment' 

and more detailed definition is:

'an activity or series of activities of more or less intangible nature that normally, but not necessarily, take place in interaction between the customer and service employees and/or physical resources or goods and/or systems of the service provider, which are provided as solutions to customer problems.'

 

 

Properties of a Service

Services may be contrasted with manufacturing. From such a contrast, these service properties may be identified:

· The service is intangible 

· Ownership is not generally transferred 

· A Service cannot be resold 

· A service cannot be easily demonstrated 

· A service cannot be stored 

· Production and consumption generally coincide 

· Production, consumption, and even selling, are spatially united. 

· A service cannot be transported: it is an idea or concept 

· The customer takes part in the production 

· Direct contact is necessary 

These properties suggest that delivering an IT service is very different from delivering hardware or software and will have to be managed differently.

IT activities may involve:
Provision of information ( is information intangible?)

Training (not transferable, not storable)

Consultancy (customer must be present)

Implementation (spatially united)

 

Components of a Service

Physical PCs, Networks etc.

Processual Activities, procedures, standards.

People. Programmers, Help Desk Personnel, Trainers

 

Also:

Culture Attitudes, ambience.

Customer Involvement, loyalty, knowledge, understanding.

Problems

Service delivery depends on employees (human interaction means variation)

Service quality affected by many uncontrollable factors (communication by the customer, employee ability, demand, presence of other customers)

Comparing planned with actual service performance is difficult.

Performance differs from producer to producer, customer to customer. Day-to-day.

Difficult to synchronize supply and demand (seasonality, rationing)

Communication between service units. 

Measuring output and quality

Managing customer perception, expectation and involvement

Customer knowledge and understanding

Accountability and Responsibility

Challenges

Maintaining quality

Managing capacity and demand

Selecting and motivating IT staff

Balancing standardisation and customisation

Organising IT governance

Protecting internal service from outsourcing and competition

 

Elements of a Service

The Market Segment: Internal customers, their departments, level of IT use, training and education, choices as to what IT services and where they go for them (note possibility of outsourcing, own IT units and end user computing).

The Service Concept: Core services, extras, benefits, functions it fulfils

The Service Delivery: Frontline service staff, customers, technology, processes.

The Image: Reputation, morale

Culture and Philosophy: Norms, attitudes, values, beliefs. E.g. attitude to quality and innovation.

 

The IT Service


 

 

The key role of the help desk is in supporting internal customer relations and creating the service culture. 

Communication must occur between the spokes as well as at the hub.

Is this a good model? Can you improve it? What are the alternatives?

 

The role of the customer in IT Services

A key element of a service is that the customer in involved in service delivery.

This involvement may vary according to the nature of the service, but non-involvement is not an option.

Furthermore, as self-service increases, the customer delivers part of the service themselves ( e.g. car hire, 'cook you own meal!')

The role of customers in services can be analysed using a two-dimensional grid:

Diversity of demand refer the extent to which each customers requirements are different. This might be described as customisation, which will be discussed later

Customer participation refers to the extent to which the customer actively participates in the service.

 

Classifying Services:

A wide variety of models exist for classifying services Rands (1992) applies one model to IT.
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Classifying IT Services
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Consider any other IT services you know of. Where do they fit in this matrix?

Management Challenges

Management issues to be considered will be different for each type of service:

Reciprocal  (Service Boutique)

Marketing the service

Managing career advancements - training

Reacting to internal customer intervention.

Gaining employee loyalty

 

Sequential Customised (Service Shop)

Managing demand.

Scheduling service delivery.

Controlling costs

Managing technological advances.

 

Pooled (Service Factory)

Hiring

Training

Scheduling workforce

Managing demand

Controlling remote operations

Peppard (2003) suggests that the IT services of ITIL fall within this quadrant. How true is that? 

Sequential Standard (Service Mall)

Customer education

Marketing

Making the service 'warm'

Defining Service Level Agreements.

 

What are the implications of this service-process matrix for outsourcing?

 

Task Interdependency

The extent to which the delivery of a service depends on the presence and involvement of the customer.

Increasing task dependency requires increasing customer contact.

This results in:

Increased exposure of IT services and process to the customer

Better communication between customer and provider.

Better understanding and control of customer expectations.

Greater cost - less room for economies of scale.

 

Front Office and Back Office

Front Office

Direct relationship with customer. 

Elements of service which customers sees an interacts with. 

Interpersonal

For example, requirements analysis and training.

Back Office

Factory activities which keep the service running.

Components of the service the customer never sees.

Technical.

For example, hardware repairs and (traditional) programming.

 

Balancing Front Office and Back Office.

Moving from Front Office to Back Office

Use technology to replace front office activities

Creates cost savings and economies of scale.

Less staff hours in user contact.

Possible perception of loss of quality.

Moving from Back Office to Front Office

Increases task dependency

Increases customer involvement and staff contact hours

For example, increased end user computing. Putting programmers in user departments

We must get the front office / back office distinction correct:

To what extent can we shift front office to back for efficiency / cost reduction?

At what does point does quality suffer?

 

Case Study: The Creation of a Help Desk.

A software house initially produced a bespoke software systems for one client. The programmers were of a high quality and maintained almost daily contact with the users. If something went wrong with Julie's system, she would phone up Jane, who was working on the program. She would immediately correct the problem and show Julie how to get round the problem over the phone. Julie was thus able to speak to the expert direct, get her problem solved and be back at work in minutes. Programming was thus a front office job, involving frequent direct contact with the user. 

The bespoke system developed for one client was soon sold on to several clients. Programmers still worked with clients in a front office 'mode'. However, with the increasing number of clients and versions of the system, the load became greater. Programmers were spending large amounts of the day speaking with users, conducting customer liaison and not writing new programs or correcting existing ones. 

Managers met and decided that the loss of time was so great that a help desk was required. Users would no longer have direct contact with programmers. They would phone up a help desk operative, a secretary, who was not necessarily technically skilled. She would take down details of the problem and assign it a problem code. Problem logs would be examined by a programmer and prioritized. Problems would be then scheduled for a maintenance programmer to work on and report back to the help desk manager. 

In this situation, front office functions were separated from back office functions through the use of a help desk. This use of control procedures formalised the error reporting process. It enabled programmers to concentrate on programming jobs, and not talking to users a lot of the time. This was cost effective. However, the user's perception was of a depersonalised service of reduced quality where instant solutions were no longer on offer. But it may be argued that the shifting of the front office function to a help desk helped maintain the quality of the service since programmers were no longer in danger of being swamped by calls from users and could concentrate on producing quality application. 

 Consider how the service shifted its position in the service- process matrix.

What were the benefits and disadvantages of this shift.

Is there any middle way?

The Internal Customer

Not really any different from external customers.

Often have no real choice about where they get their services from.

Expectations driven by external experience.

Satisfied internal customer prerequisite for satisfied external customer.

 

The Moment of Truth : The Service Encounter

The point of interaction between the IT service staff and the internal customer is the moment which determines the service evaluation and perception.

This service encounter is:

The focal point of internal customer evaluation of IT services.

The focal point of customisation. 

 

Key Aspects of the service encounter:

Adaptability - to characteristics of customer.

Recovery - from complaints and problems

Spontaneity - in offering services and solutions and being proactive.

Adaptability of interpersonal communication

Vocabulary - level of technical jargon.

Style - formal/ informal

Control - leading or letting the customer lead.

Speed of Delivery - Slow or fast depending on the customer's understanding.

Adapting to customer as a result of cues provided by the customer:

Customer's preparedness - customer's understanding of problem and structure of request.

Customer's initial approach - laid back, panicky, confused?

Interaction style - autocratic, submissive, apologetic.

Location and role - sales person, MD, remote office.

 

Creating a good IT Service

Reynoso and Moores (1994) identify some of the steps an internal service should take to assure that it is providing a good service to its internal customers:

· Create an internal awareness of the IS service, show internal staff what it can offer them and proactively seek opportunities to offer a service; 
· Identify who are your internal customers and suppliers. find out what are their jobs, cultures and particular information needs; 
· Identify the expectations of the internal customers using surveys, interviews and visits; 
· Communicate these expectations to IT staff so that all staff in information services are aware of the customer expectations and the standards required; 
· Alter the nature of the service to make sure that the level of service required can be delivered; 
· Evaluate the service and obtain feedback from internal customers as to whether they are getting the information and the service they require. 
 

Providing a service oriented IT department involves:

· Dealing with the new, unforeseen and awkward; 

· Dealing with the non-standardisable and unpredictable; 

· Adapting to changing internal customer needs; 

· Adapting or modifying services; 

· Customising services; 

· Granting special requests. 
Concepts
A service is concern with interaction with the customer in order to achieve something for the customer. This may involve changing the customer through training or education, altering the way the customer does things, making the customer more efficient, providing information to give the customer new insights, or doing something (repair, installation, improvements) to an artefact the customer owns or uses. Hence IT has a lot of service characteristics and should be seen as a service. 

Tangible    Intangible   Customer Involvement. Diversity of Demand. Moment of Truth. Front Office. Back Offive.
Questions
What do you think the barriers are in IT to adopting a service mindset?

Consider some IT services. To what extent are you delivering a process to the customer?

Case Study

Good Service Encounter:

A customer service representative (CSR) for a large financial services company has new software installed on her personal computer while she was on vacation. On her return, the CSR experiences a problem when using the new menu to gather information in response to an external customer inquiry. So, she calls the computer support department who installed the software. Although no one answers the telephone, the CSR is able to leave a message on their voice messaging system, basically asking a "how to do it" question. Fifteen minutes later a computer technician from this department shows up at her office. The computer technician is very friendly, explains the new menu screen, tells the CSR about other software also now on her personal computer, and answers some additional questions she has on using the computer that have nothing to do with the installation process or the new menu. As the technician leaves he gives the CSR a card and tells her to call him directly if she thinks of any other questions. Overall, the CSR is very satisfied with this internal service encounter which, in turn, allows her to respond in a timely fashion to the external customer inquiry.

Bad Service Encounter:

Suppose the CSR calls the computer support department and her internal service encounter begins with being immediately put on hold without being given a chance to explain her request. Then, two minutes later, an employee from that department finally picks up the telephone. The CSR then explains she has some questions on the new menu system they installed on her personal computer. However, this employee is new and is not familiar with the new menu system, so he puts the phone receiver down on his desk and goes to find his supervisor. He then returns to the phone five minutes later and tells the CSR, in an obviously unsympathetic tone, that she will either have to wait until next week when the person who installed the software returns from vacation, or have to figure out how to use the new menu herself. In this scenario, the CSR is very dissatisfied with the internal service encounter, and has great difficulty in responding to the external customer inquiry.

(From Gremler,D et al, 1994)

Contrast these two service encounters.

What characteristics distinguish a good service encounter from a bad service encounter?
Activities
Select five services provided by an IT department known to you. Classify them according to customer involvement and diversity of demand. Define what you would expect a customer to do in the delivery of the service. Identify the service activities and processes that would be in the front office and in the back office.
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