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ABSTRACT

The importance of customer satisfaction as a critical success factor has been recognized by
practitioners and academics for several years now. Although customer satisfaction play an
important role in the communications industries due to their special characteristics, most
researchers focus on consumer goods or manufacturing services, leaving communications
industries fairly uncovered. In order to give communications industries well-founded
recommendations on how to reach a high level of satisfaction, the main drivers of customer
satisfaction have to be revealed. The identification of these drivers and the influence of
customer satisfaction on service delivery to the external customer are the primary goals of
this study. Taking into account that there has been a change of paradigms in scale
development the researcher created a state-of-the-art questionnaire, which was

administered to respondents of MTN Ghana Customer Service Employees nationwide.

The researcher found that internal customer satisfaction has a strong relationship with the
services that external customers receive, management must meet the needs and
expectations of their internal customers, who can, in turn, meet external customers’ needs.
This paper also highlights the key factors that affect satisfaction level by analyzing the data
collected within MTN Ghana and further suggests the potential area to be considered to

maintain a high level of satisfaction.
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CHAPTER ONE

1.0 Introduction

“Ensure that staffs are recognised as internal customers and that they are properly

supported and consulted with regard to service delivery issues” (Internal Customer

Principle, of Quality Customer Service, July 2000).
People in jobs which do not involve meeting “end user” customers will sometimes ask what
customer satisfaction has to do with them. They say they have not got any customers. But of
course they have. Whatever function they are carrying out within the organisation, their
customers are all the people inside the organisation who depend on that function being
performed well to enable them to deliver excellent service to end user customers. And the quality
of the service the support functions deliver to their internal customers naturally influence the
feelings and attitude of the front line staff who do meet end user customers, so it contributes to

the quality of service the organisation delivers.

Customer and their expectation is a vital and important subject to organizations and businesses.
A customer in common terms refer to those who receive services or products from other
personnel or other groups (Hayes, 1998). A customer can be an internal and external customer

(Peach, 1997). An internal customer is the worker in an organization responsible for producing



products and receiving materials or services from other workers in the process of making their
own products. An external customer on the other hand is the consumer or other organization that

uses product or service provided from other organizations.

To survive in highly competitive markets, organizations need to provide goods and services that
yield highly satisfied and loyal customers. When customers are satisfied, they are more likely to
return to those who helped them, while dissatisfied customers are more likely to go elsewhere.
The retention of very loyal customers is important to organizational survival (Jones and Sasser,
1995). Thus, organizations are challenged to create demand for their products and services
through outstanding customer support. To attain sustained excellence external customer support
requires internal systems that are aligned to serve the external customer, with each internal
subsystem adding value to others within the organization who are dependent on it; as though the

other subsystems were its customers (Deming, 1986).

It is recognized in the marketing literature that all employees of an organisation are internal
customers (Maignan, 1996). The notion of an internal customer suggests that every employee is
both a supplier and a customer to other employees within the organisation (Money and Foreman,
1995). The quality of service delivered to external customer is often determined by the quality of
service that internal customer — employees — provide each other (Cook, 2000). If any
organization wishes to improve the quality of its service, it needs to overcome the ‘them and us’
attitude prevalent in many companies amongst management and staff. The quality of service
supplied to workers in an organization often determines how well the external customer is served

(Osman, et al, 2004).

An increasingly service-oriented economy requires organizations to attract and retain customers
2



to ensure a sustainable competitive advantage. To achieve this objective, organizations must
focus their efforts on developing and sustaining an organizational culture that emphasizes
internal customer well-being as means to attract and retain external customer patronage (Harvir,
2001). Previous study has acknowledged the importance of employees in dealing with the
external customer, recognizing that employees' satisfaction and support of the overall marketing
strategy was essential for external customer satisfaction (Berry, 1994). George (1990) however
argues that although the link between internal customer satisfaction and external customer

satisfaction has since been widely advocated, there is little supporting empirical evidence.

In an organization, every person is considered to be a supplier and customer to one another. It is
imperative that, in order to satisfy external customers, internal customers be delighted first.
Internal customers, or your company’s employees, are invaluable corporate assets and are
directly linked to the satisfaction and loyalty of your company’s external customers (Gonring,
2008).

Corporate employees will not care for customers if they do not believe that, their company cares
for them, consequently, when the internal customer is dissatisfied, relationships with the external
customer also suffer. The external customer is much more likely to receive good service or
products, if the provider of that service within the company has in turn received excellent service
from their internal suppliers. Much of the new product ideas originate from within the
organization rather than coming from external customer input. So it is crucial that the internal
customer or corporate employee is cared for, and their views and suggestions are given equal

priority while making decisions (Lodh, 2007)



However, the level of achievements of these pre-set goals depend on how well the human
element, unarguably the most important asset, is motivated to work. Thus motivation in modern
work environment has become an important aspect of employer’s duty if the organisation’s set
objectives are to be achieved. Given that each employee has a motive for joining a given
organisation and once these motives, desires or goals are not fully met, it has a negative effect on
productivity. This was underscored by Sanzotta (1977) thus: “An individual employee will be
able to contribute his very best only if he is ‘highly’ and not partially-motivated.” The role of a
satisfied internal customer in meeting the expectations of an external customer is therefore

crucial.

1.1 Problem Statement

The changing nature of commerce is pushing managers to focus on developing their people and
recognizing co-workers as customers. Successful companies have an obsession with quality and
quality customer service entails among others prompt and reliable attention to customers.
Extensive research has been conducted on the characteristics and quality of organizational
effectiveness from the perspective of those who are the organization’s external customers. Much
less has been reported about organizational effectiveness from the perspective of internal
customer satisfaction. Yet, effective internal supplier-to-customer relations are essential
prerequisites to the level of quality service that yields sustained external customer satisfaction,
loyalty, retention and long-term financial success. Most companies tend to place more emphasis
on satisfying external customers (those who contribute directly to the company’s revenue stream)

than internal customers (employees of the company). Perhaps the emphasis is correct, but what is



not clearly understood is the relationship between internal customer satisfaction and external

customer satisfaction.

MTN prides itself as a company of innovativeness and states “For MTN, innovation means
understanding the needs of our customers and finding solutions that best meet their needs. MTN
is therefore poised to provide great customer experiences and to further enrich its service
offerings to its millions of subscribers by providing a better network with even better technology,
an obligation to changing our customers’ lives, ...”.

For most companies, MTN Ghana included ‘the customer’ is generally construed to mean the
external customer. Officers in direct contact with external customers have often been heard
complaining that they are not receiving the right inputs and feed to enable them respond to
customer concerns. The results have been occasional frustration and subsequent lack of
motivation on the part of customer service points or personnel in delivering the right service to
the external customers. Overcoming these frustration and lack of motivation will entail a re-
conception of the term customer to include both internal and external customers and a conscious
effort made to address the needs of the internal customer a way of improving external customer
satisfaction.

This study therefore seeks to investigate the relationship between internal customer satisfaction

and its impacts on external customer satisfaction.



1.2 Objectives of the Study

The general objective of this research is to determine what service industries in general and
MTN Ghana in particularly should look at in line with its core objective of providing superior
service to its esteemed external customers. It seeks to investigate what truly motivate staff and
concretize employee loyalty and how this influence the extent to which value is delivered to the

external customer by using internal customer satisfaction as a motivator.

Specifically, the study seeks to investigate the following:

1. The relationship between internal customer satisfaction and motivation of staff;

2. Impact of internal customer satisfaction on quality service delivery;

3. The indicators of internal customer satisfaction.

1.3 Research Questions

The following research questions will guide the study:
1. What are some of the indicators of internal/employee customer satisfaction?
2. How does internal customer satisfaction affect external customer satisfaction?
3. Is internal customer satisfaction related to motivation and does it have any relationship

with service delivery to external customers?

1.4 Significance of the Study

A well-designed internal customer program gives employees closest to the work an opportunity
6



to share opinions and ideas about other people or departments within their organization that are
providing service or supporting them in some way. This research aims to show MTN Ghana
“internal customer satisfaction and motivation” by which MTN Ghana could uncover, learn and
understand the underlying significant needs and expectations of their internal customers
(employees). This is important as it can help them direct their employees through the route of
business excellence and innovation successfully. In order to direct the whole organization toward
continuous product and process improvement, the leaders must be aware of the factors that
motivate their employees. Otherwise, tangible benefits may take a considerable time to surface in

spite of the commitment of management to train key people.

The result from this study will ultimately help to reduce employee frustration that could be
causing employee turnover, eliminate activities that are not valuable to MTN Ghana, identify
training needs by uncovering gaps in competencies and performance, improve external customer

service and delivery of products and services and most importantly increase profitability.

It will also serve as source of information to other service organisation willing to improve upon
their customer satisfaction through an internal customer satisfaction analysis. Researchers as well

will find it a useful in terms of the literature gathered and the findings made.

1.5 Scope of the Study

Randomly selected employees of the Customer Care as well as Sales and Distribution Divisions
of MTN Ghana were the focus of the study. The study covered the seven out of the ten regions of

Ghana. The three northern regions of Northern, Upper West and Upper East Regions were not

7



covered by this study. The importance of random sampling here is to give each staff an equal

opportunity of being selected.

1.6 Limitations

The major limitation of the study is to involve the employees of only MTN Ghana. The validity
of the result depends on the validity of the measures used in this project. The research design
focuses on closed ended questionnaire which limit the respondent to express their views in
details where necessary. The second limitation is the inability of the researcher to travel to all the
27 Customer Service points of MTN Ghana in order to include all the employees in the study due
to time constraints and finances. In spite of this limitation, it is suggested that the results of the
study can provide important implications for the employees and managers of MTN and other

service organisations.

1.7 Organisation of the Study

The study will be organized as follows; Chapter one will constitute the general background to the
study, problem statement, objectives of the study, research questions, relevance of the study,
scope of the study and the limitations of the study as well as the organization of the study.
Chapter two will review literature on the indicators of internal customer satisfaction and loyalty,
the relationship between internal customer satisfaction, motivation and service delivery. The
focus of chapter three would give a briefing on MTN Ghana as well as the research design or
methodology. Chapter four focuses on questionnaire analysis; summarize the main findings of

the study and make inferences. Chapter five, the final chapter is made up of summary of the
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study, conclusions and recommendations based on the findings of the study.

CHAPTER TWO

LITERATURE REVIEW

2.0 Introduction

This chapter reviewed literature on customer satisfaction, internal customer satisfaction and the
relationship between internal customer and external customer satisfaction and provides a

theoretical framework for the study.

2.1 Customer Satisfaction

The customer is an integral part of a company’s workings. The legendary Indian prime minister,

Mahatma Gandhi expressed the importance of the customer by stating:
“Customer is the most important visitor to our premises. He is not dependent on us. We
are dependent on him. He is not an interruption on our work. He is the purpose of it. He
IS not an outsider on our business. He is part of it. We are not doing him a favor by
serving him. He is doing us a favor by giving us an opportunity to do so.” as quoted by
Holdway (2001).

To understand this quote and adhere to its wisdom can increase success by obtaining, retaining

and satisfying customers.



2.1.1 Defining Customer Satisfaction

The definition of customer satisfaction has been widely debated as organizations increasingly
attempt to measure it. Customer satisfaction can be experienced in a variety of situations and
connected to both goods and services. It is a highly personal assessment that is greatly affected
by customer expectations. Satisfaction is also based on the customer’s experience of both
contacts with the organization and personal outcomes. Mack and Karp (1989), define a satisfied
customer within the private sector as “one who receives significant added value” to his/her
bottom line. A customer may be satisfied with a product or service, an experience, a purchase

decision, a salesperson, store, service provider, or an attribute or any of these (Padilla, 1996)

Gerson (1998) defines “world class customer service” as including the following: courtesy,
competency, responsiveness, professionalism, attractiveness, reliability, completeness of
product, and good communication. This definition encompasses these facets of creating a
positive experience for the customer. Appraising the current level of these characteristics and
broadening the scope on them can achieve customer satisfaction.

There are many techniques that are used to identify, assess and create a positive experience for
the customer. Graham (1994) explicates five ideas for a “knowledge is service” approach, two of
which are relevant here. The first is “information sustains relationships”; by collecting
information you can better understand wants and needs of the customer. Secondly, “doing it
right”; this is explained by pleasing the customer; by helping them achieve their goals as well as
achieving the organization’s goals in the process. This point may be better explained by placing

high value on a continuing contribution to customers’ success (Graham, 1994).
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2.1.2 Retaining and Satisfying Customers

Obtaining, retaining and satisfying a customer is of high concern for a business. Yoegel (1997)
explains that ensuring that good customers are satisfied will enhance long-term consumer
loyalty. Keeping current customers satisfied reduces the costs and efforts of attracting new
clients. Harris (1998) states that the cost of obtaining new customers is about five times more
than that of retaining existing customers. By concentrating on current customers, information can
and should be obtained to better understand their view of the service provided. An effort to retain
customers should be based on the fact that customers are loyal to value and quality (Ettore,
2001). There is the need for concentrating on aspects that customers feel are valuable; those that
accomplish this are successful in business. Success is built on customers that are happy and

return with their business.

Kurtenbach (2000), explains her understanding of organizations that are successful in customer
service. Her view comes from working with successful organizations, and she has found that
those who are successful in customer service rank the customer’s experience at the top of their
priorities. Customer service is not only part of a strategic plan or vision; it is the plan or vision.
Gathering information directly from the customer is a valid way of obtaining quality information.
Asking what their expectations are and if these are being met is a profitable way of better
understanding their satisfaction level and knowing exactly what to address to provide better

service.

There are several factors that contribute to customer retention. These can include competitive

prices, high quality products and service. These are factors that can be controlled, and by
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“controlling the controllables” customer satisfaction can be achieved (Ettore, 2001). It has been
stated that positive customer service keeps most people returning often than lower prices
(Brownell, 1999). By concentrating on the service and dealing with the pricing issue as
efficiently as possible customers will return. Research has shown that over 90 percent of
unhappy customers, who have a choice, would not repurchase goods or services from that
supplier again. Within that unhappy 90 percent, over 95 percent will never tell the company
about their experience, but will tell others, at least nine others (Holdway, 2001). Understanding
current levels of customer satisfaction and the level of service needed to realize satisfaction for
each client can produce loyal customers and profit for the company.

It is said that every time an individual in an organization has contact with a customer a risk
arises. This encounter can provoke a variety of responses and these can include: dissatisfaction,
by not fulfilling the needs or expectations; satisfaction, by meeting the needs and expectations;
or delight, by exceeding the expectations in some way (Mendzela & Craig, 1999). This meeting
between the customer and the employee is the breaking or making point of the service and the
company. Satisfaction and delight are the objectives of a successful company, and dissatisfaction
should be avoided whenever possible. Research indicates that customers are currently demanding
a higher quality of service and their perception of existing service frequently fall short of their

expectations (Otten, 1988; Rosenstein, 1988).

2.1.3 Information and Customer Satisfaction

An efficient way of understanding the needs and wants of the customer is to gather the

information directly from the customers themselves. Larry O’Hara, senior Vice President

12



director of Marketing at Grand Premier Financial Incorporated defines customer service as
“meeting or exceeding the needs the customer has expressed in some form of communication”
(Gerson, 1998). Brownell (1999) explains the difference between success and failure as asking
the customer for feedback, getting to know the customer and providing more than promised.
Information that is used to understand customer satisfaction can be obtained in many different
ways. Obtaining it from the customer and employee is an idea that is shared by many. Survey is a
useful tool for gathering information that is needed to better understand wants and needs of the
customer.

Another way to create positive customer service was proposed by Gerson (1998). Gerson’s plan
includes many facets that should be evaluated to create a positive experience for the customer.
These concepts include: setting performance standards for customer service, creating a setting
for commitment to service that starts at the top of the organization chain, training employees in
service quality, measuring the level of service (this is important for improving customer service),
creating an environment for the customers to define what “service is to create a benchmark,
setting service standards and abiding by them, rewarding those employees that perform well,
encouraging an excellent internal communication process, and lastly thanking the customer for
their business. Gerson advocates that evaluating these steps and abiding by them will create a

positive customer service environment.

Mendzela and Craig (1999) declared that there are four steps or ideas to assess in planning
successful service. These include exploring values, empowering people, providing information,
and achieving consistency across the experience. Exploring values means understanding the

customers’ values and what they feel is valuable in a positive experience. These may include
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prestige, convenience, and quality. By understanding these values you understand what the
“customer is buying from you”. (This does not only include tangible items). The second focus of
the evaluation is empowering the employees. By making the experience for the employees a
wonderful one you empower them to perform at their best ability because they want to and they
like what they are doing. To enable the employees to perform at their best ability an organization
must communicate, capture the imagination, and gain commitment of their employees. The third
step in developing a better understanding of the customer is providing information. This step
entails measuring and monitoring performance. Performance goals can be set and evaluated to
better understand if the customers are getting what they expect. By obtaining information from
the customers on their views of service the company can understand what needs to be done to
better serve the customer. The fourth and final step includes achieving consistency across the
whole experience. Achieving consistency across the chain of customer service better solidifies
the customer-organization relationship, because the customer service chain is only as strong as
its “weakest link” (Mendzela & Craig, 1999). Customers build impressions of organizations,
either positive or negative that greatly influences their views of their experience and return on

investment.

Berry and Parasuraman (1991) suggest that in understanding customer satisfaction, organizations
should consider customer expectations, how customers perceive service delivery relative to these
expectations, and whether this confirms their expectations or not. That, since most of the service
which is easily visible to the customer is delivered during the customer interaction; this
satisfaction is highly dependent on the service interaction. The quality of the customer and

salesperson interaction, as perceived by the buyer, is important in determining customer

14



satisfaction. Bitner, (1990) and Bitner et al., (1990) has declared that, when customers are

confronted with pleasant, unexpected actions, the result is high levels of customer satisfaction.

Customers could derive their satisfaction from interacting with salespeople who have integrated
technology into their sales activities. Hence, integrating the technology into the human service
encounter is likely to enhance the level of customer satisfaction. Keillor et al., (1997), studied
how technology impact on customer satisfaction and has found out that, the increasing role of
technology can provide substantial benefits for customers, but should be implemented well and
if customers like dealing with the firm through technology. And that, in technology applications,
the customer can gain many of the benefits without dealing directly with the customer. The
degree to which technology is integrated into sales force activities can therefore influence the

satisfaction level of external customers (Keillor et al., 1997).

According to Parker and Mathews (2001), there are two principal interpretations of satisfaction,
tha