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Sammanfattning 

För att försäkra sig om att en organisation skall lyckas med att styra mot sin uttalade 
vision bör det använda sig av finansiella samt icke-finansiella indikatorer för att 
avgöra målöverenstämmelsen. För att kunna undvika ett alltför stort fokus på ,de 
traditionella, finansiella indikatorerna kan ett balanserat styrkort användas. Detta ger 
en mer övergripande bild på organisationens styrning, vilket minimerar det finansiella 
fokuset. Under de sista åren har allt större vikt lagts vid kundorientering, vilket har 
lett till att den traditionella övervikten hos finansiella indikatorer har förskjutits något. 
I organisationer där flera olika typer av externa intressenter finns, såsom statliga och 
icke vinstdrivande organisationer är det av extra vikt att hitta indikatorer för olika 
typer av kunders tillfredsställelse för att skapa en jämvikt med de finansiella 
indikatorerna.  
 
Financial Ombudsman Service är en oberoende skiljenämnd i England. Financial 
Ombudsman Service är något unik i sitt slag eftersom både de som nyttjar tjänsten, 
privata konsumenter och de som betalar för den, kommersiella företag är kunder. 
Eftersom båda dessa intressenter är kunder men har olika krav och relation på 
organisationen blir det extra viktigt att förstå vad som driver deras tillfredsställelse 
och samtidigt lyckas balansera detta i ett balanserat styrkort. 
 
Syftet med denna uppsats var tredelat; först att föreslå ett sätt för Financial 
Ombudsman Service att undersöka deras finansiella intressenters kundnöjdhet och 
sedan att föreslå nya ledande indikatorer för vad som skall mätas hos deras privata 
kunder. Slutligen skulle dessa intressenters perspektiv i linje med organisation 
strategiska plan utmynna i ett balanserat styrkort.  
 
För att lyckas med detta har företagets interna och externa kunder intervjuats genom 
fokusgrupper och personliga intervjuer. Litteraturstudier och analyser av tidigare 
resultat har också legat till grund för undersökningen. Resultatet av undersökningen 
har utmynnat i en strategi för att undersöka de finansierande kundernas 
tillfredsställelse genom en blandning av kvalitativa och kvantitativa metoder. 
Dessutom har sju nya ledande indikatorer för att mäta den privata 
kundtillfredsställelsen valts ut. Slutligen har även ett specialanpassat balanserat 
styrkort utvecklats som tar hänsyn till den aktuella organisationens 
kundsammansättning. 
 
Det balanserade styrkortet bygger på att lyfta in nya perspektiv istället för de fyra 
traditionella som föreslås av upphovsmännen till det balanserade styrkortet. Detta gör 
att större fokus läggs på de olika intressenterna medan det finansiella perspektivet 
tonas ned. 
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Abstract 

In order to determine whether or not an organisation is moving towards its vision, 
managers should use a set of indicators of both financial and non-financial nature to 
understand where the organisation is headed. To avoid an exclusively financial focus 
the balanced scorecard gives managers a better understanding of what is happening in 
their organisation as a whole. Organisational performance from a customer 
perspective has increasingly become a management priority in recent years, 
sometimes shifting the importance of the financial perspective.  
 
In order to create a scorecard for an organisation that is both a non-profit and public 
organisation it is therefore important that proper ways of measuring the performance 
outcomes for their different stakeholders are established. There is however no point in 
trying to measure customer satisfaction on aspects of a service that the stakeholder 
does not prioritise or value. 
 
The Financial Ombudsman Service is an independent, alternative dispute resolution 
organisation in the United Kingdom. The organisation is somewhat unique in the 
sense that both the financial donors and the recipients of the service are customers of 
the organisation. It is therefore equally important to understand the needs of both of 
these stakeholders, and to somehow balance these needs using a balanced scorecard. 
Therefore the purposes of this thesis have been to; suggest a way forward in 
determining the level of satisfaction that Financial Ombudsman Service’s firms have, 
suggest new leading indicators for consumer satisfaction and to develop a balanced 
scorecard that is tailored to the needs of the Financial Ombudsman Service.  
 
In order to accomplish this purpose interviews with relevant personnel and focus 
groups with consumers have been carried out. Literature studies have also been 
carried out. The results of this work have yielded the following results; the Financial 
Ombudsman Service should survey firms using a qualitative and quantitative 
approach, seven leading indicators for customer satisfaction have also been 
established, and a purpose built balanced scorecard has also been developed. 
 
The purpose built balanced scorecard uses new perspectives instead of the four 
original perspectives developed by its creators. The new scorecard focuses on 
stakeholders and tones down the financial perspective. 
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1 Introduction 

 

In this chapter the theory behind the area of research and the problem that has been 

examined are introduced. The purpose and research questions of the thesis are then 

presented. The boundaries are defined and finally the disposition of the thesis is 

outlined. 

 

1.1 Controlling your destination 

The cockpit of an aeroplane is filled with many different instruments, all working 
together to carry the plane to its destination. Imagine that an aircraft in mid-flight is 
suddenly left with a single instrument to help guide it to its destination. Will flying 
solely on airspeed or altitude be enough to bring the plane to its destination safely? 
Probably not… 
 
Bergman & Klefsjö (2001) state that management need to create a set of strategic 
objectives for their organisation. Once a vision has been established, it needs to be 
broken down into long-term strategic objectives that specify how the vision will be 
reached. The aeroplane analogy illustrates what has been a common theme in many 
modern organisations. These organisations have on many occasions relied upon a 
single managerial instrument, often budget, in order to steer towards their visions.  
 
Considering that organisations are in many ways like airplanes, and have many 
different measures that can be used to navigate through the marketplace to reach their 
visions, relying solely upon financial measures will hardly help them reach their 
destinations. 

1.2 Multi-dimensional control 

In order to determine whether or not an organisation is moving towards its vision 
Kaplan & Norton (1996) propose that managers should use a set of indicators of both 
financial and non-financial nature to understand where the organisation is headed. 
Kaplan & Norton (1993) claim that traditional financial accounting measures such as 
return-on-investment and earnings-per-share can give misleading indications as to 
where the organisation is going. Although these indicators are informative from a 
financial point of view, they say little about concepts such as organisational 
improvement and innovation. Including these concepts in a management control 
system is important if the future financial prosperity of the organisation is to be 
secured (ibid). 
 
In order to avoid an exclusively financial focus within organisations Kaplan & Norton 
(1993) developed the “balanced scorecard”, which gives managers a better 
understanding of what is happening in their organisation as a whole. The balanced 
scorecard contains four perspectives; the traditional financial perspective, the internal 
processes perspective, the customer perspective and the learning and growth 
perspective. All four perspectives need to be aligned to the organisation’s vision and 
strategy if the scorecard is to contribute to their accomplishment. Kaplan & Norton 
(1993) emphasise that the latter three perspectives are performance drivers, and reflect 
how the organisation is presently performing in order to reach financial success in the 
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future. As achieving financial success is the main priority of most organisations, the 
financial perspective is often considered the most important perspective. 
  
Kaplan & Norton (1993) also emphasise that organisational performance from a 
customer perspective has increasingly become a management priority in recent years, 
sometimes shifting the importance of the financial perspective. Bergman & Klefsjö 
(2001) feel that one of the key ways to satisfy customers involves becoming a 
customer-focused organisation that constantly strives to fulfil the customer’s 
unspoken and spoken needs. This is done by actively investigating what the customer 
needs are and then systematically fulfilling or exceeding these needs.  
 
This increased drive to be customer focused has led many organisations down the path 
of implementing balanced scorecards. The balanced scorecards are then used, 
amongst other things, to establish how well the organisation is satisfying the needs of 
their customers over time.  

1.3 Customer satisfaction 

According to Foster (2004) customer-driven quality involves understanding customer 
needs and preferences and then applying that understanding to the service that an 
organisation provides. Bergman & Klefsjö (2001) stress that customer satisfaction is 
the ultimate measure of quality; the customer has the final say on the quality of a 
product. Organisations must therefore devise ways of measuring customer 
satisfaction.  
 
There is however no point in trying to measure customer satisfaction on aspects of a 
service that the customer does not prioritise or value. Before customer satisfaction is 
measured, an understanding of what the customer feels is important (leading 
satisfaction indicators) must be gained. One also has to know what methods to use in 
order to understand these preferences. One method may be useful in determining 
which areas are of use to examine, but may not be as useful when it comes to actually 
measuring that particular area. (Bergman & Klefsjö, 2001) 

1.4 Non-profit & public organisations 

Kaplan & Norton (2001) emphasise that non-profit and public organisations are 
different from other organisations in the sense that the customers’ role differs. In most 
traditional organisations the customer both pays for and receives a service. In non-
profit organisations financial donors generally pay for a service, and the customer 
then receives that service free of charge. In public organisations the organisation is 
owned and controlled by the government, financed by the general public and in some 
cases not interested in making a profit. 
 
In order to remedy this discrepancy, the thinking behind the balanced scorecard needs 
to be changed to reflect the organisation it is applied to. As financial returns are not 
the focus of non-profit organisations, Kaplan & Norton (2001) propose that the 
architecture of the scorecard is changed in order to place a greater focus on the 
customers and/or constituents. Focusing more upon the customers and financial 
donors of the organisation denotes the importance and special relationship that these 
stakeholders have.  
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In public organisations Kaplan & Norton (2001) suggest the scorecard is changed in 
order to reflect stakeholder perspectives. Here, the focus is placed on new 
perspectives for the general public and legitimising authorities.  
 
In order to create a scorecard for an organisation that is both non-profit and public it is 
therefore important that proper ways of measuring the performance outcomes for their 
different stakeholders are established. The traditional performance indicators like 
return on equity and profit, used in commercial companies, are no longer appropriate.  

1.5 The object of investigation 

The Financial Ombudsman Service is an independent, alternative dispute resolution 
organisation in the United Kingdom. It is a non-profit public organisation that 
currently deals with approximately 110 000 cases of a financial nature each year. 
These cases address financial complaints made by private consumers against firms 
within various parts of the financial industry, and encompass amongst other things 
banking complaints, investment complaints and mortgage endowment complaints.  
 
The Financial Ombudsman Service receives its funding entirely from the firms whose 
complaints they investigate; the consumer receives its services free of charge. The 
funding comprises of an annual levy, which all firms that fall under the organisation’s 
jurisdiction have to pay, and a case fee that is paid by the firms for each case that is 
brought to the organisation by a consumer. The organisation is somewhat unique in 
the sense that both the financial donors and the recipients of the service are customers 
of the organisation. It is therefore equally important to understand the needs of both of 
these stakeholders. 
 
The Financial Ombudsman Service has previously carried out studies to establish 
leading indicators for its current consumer satisfaction survey, however these studies 
were conducted some time ago. Since then, the types and number of cases the 
organisation handles has changed and management is eager to ensure that the correct 
indicators are being measured in the survey. Consumers may very well prioritise 
different areas of the service that the Financial Ombudsman Service provides now, 
compared to when the indicators were previously established. 
 
Of equal importance, the organisation would like to develop a new way of surveying 
firms. The organisation has conducted several surveys amongst firms since its 
establishment, however if information is to be reported regularly and possibly 
incorporated into a management control system, an appropriate approach must be 
taken that targets firms in a suitable manner and uses the correct research 
methodologies. 
 
In order to balance these two stakeholders the Financial Ombudsman Service is also 
considering a new system for management control and reporting. It is therefore of 
interest to investigate how a balanced scorecard that incorporates stakeholder 
priorities as well as the organisation’s vision and strategy could be constructed. It is 
also of interest to investigate how this scorecard could be used to gauge improvements 
that the organisation is making in its services to its stakeholders. 
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1.6 Purpose 

This research is focused on suggesting a new way to evaluate the Financial 
Ombudsman Service’s firm satisfaction, to review and conduct a consumer 
satisfaction investigation with the goal of establishing new leading indicators. These 
views are then to be incorporated into a balanced scorecard. In order to complete this 
task, the following purposes were established; 
 

• suggest research methodologies for determining the level of satisfaction that 
the Financial Ombudsman Service’s firm customers have 

• suggest new leading indicators for consumer satisfaction 
• develop a balanced scorecard that is tailored to the needs of the Financial 

Ombudsman Service1 

1.7 Research questions 

The purpose is divided into the following research questions: 
 

• What is the best way to go about investigating the firms’ satisfaction? 
 
• Which are currently the most important indicators of satisfaction for Financial 

Ombudsman Service consumers and therefore most important to measure? 
 

• How can a balanced scorecard be structured in order to incorporate the unique 
composition of stakeholders that the Financial Ombudsman Service possesses? 

1.8 Disposition 

In order to answer the three research questions of this thesis, the thesis has been 
divided into three separate subjects; the firms research methodology study, the 
consumer satisfaction study, and the balanced scorecard study. The firms research 
methodology study aims to answer the first question of this thesis, the consumer 
satisfaction study aims to answer the second question, and the balanced scorecard 
study aims to answer the third question of this thesis. 
 
The Financial Ombudsman Service is described in greater detail in chapter 2.  The 
purpose of chapter 2 is to give the reader more information about the Financial 
Ombudsman Service. Some of this information is used in the analysis and 
construction of a balanced scorecard. Chapter 3 describes the various methodologies 
used in the three studies to answer the questions of this thesis. In chapter 4 theories 
relevant to the studies are presented. Chapter 5 contains the results of the empirical 
study. The theory from chapter 4 and empirical results from chapters 2 and 5 are 
analysed in chapter 6. The analysis in chapter 6 is split into three separate parts 
corresponding to the three different studies. Chapter 7 contains the conclusions for 
each of the studies and in chapter 8 a discussion is held. 
 
 
 
 
1 
The abbreviation “The Service”, will in several instances be used instead of the Financial Ombudsman Service  
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2 The Financial Ombudsman Service 

 
This chapter describes the case study object, The Financial Ombudsman Service, and 

provides the reader with some organisational history and information on previous 

customer satisfaction research.  
 

2.1 An introduction 

The information in this chapter has been compiled from the Financial Ombudsman 
Service corporate plan and webpage. (The Financial Ombudsman Service, 2006) 
 
The Financial Ombudsman Service is an independent, alternative dispute resolution 
organisation in the United Kingdom. It was set-up under the Financial Services and 
Markets Act of 2000, and replaced six previous ombudsman schemes that dealt with a 
variety of financial complaints. The organisation’s role is to resolve individual 
disputes between consumers and financial firms. The organisation views itself as a 
referee and settles disputes without taking sides. 
 
Approximately 26 000 financial firms fall under Financial Ombudsman Service 
jurisdiction. Approximately 15% of those firms have cases referred to the organisation 
during the average year, with the vast majority having only a small number of cases. 
Instead, the organisation receives most of its business from the 1% of firms that have 
50 or more cases referred each year. Not surprisingly, these are usually large firms 
such as banks and insurance companies that have many customers. 
 
The organisation handles about 110 000 cases every year, and presently employs 
approximately 1 000 people (The organisational structure can be seen in Appendix I). 
When the organisation was originally formed in 2001 it employed approximately 250 
people. Its growth has been necessary to handle the large number of complaints that 
came into the organisation between 2001 and 2005. Many of these cases were related 
to mortgage endowment policies, which currently account for almost 70% of cases. 
Other cases range from banking and investment complaints, to more complicated 
pensions complaints. The latter cases are referred to as business as usual cases.   
 
The service provided is free to the consumer, and can be considered an informal 
alternative to the court system. The approach that the organisation takes in resolving 
complaints is often very different from the court system. It does not typically hold 
face to face investigations; instead most cases are resolved over the telephone or via 
mail correspondence. 

2.2 The complaint handling process 

Most cases begin when a consumer feels that he or she has been treated unfairly by a 
member of the financial services industry, for example a bank. Let us say that a 
consumer has discovered that his bank has been debiting his account with unusually 
high account fees. This has been going on for some time, and the consumer believes 
that the bank has taken 800 pounds in fees that should not have been removed from 
the account. The consumer decides to issue a complaint in an effort to get his money 
back.  
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In the first step of the complaint process the consumer first complains to his bank, and 
gives him a chance to consider that complaint. If the bank acknowledges that it has 
made an error, it can refund the money and thereby uphold the complaint. Under these 
circumstances there is no need to involve the Financial Ombudsman Service.  
 
If however, the bank feels that no wrong doing has taken place and rejects the 
compliant, it is obligated to tell the consumer that he can take his complaint to the 
Financial Ombudsman Service for an independent review. The consumer can then 
contact the organisation and request that it takes a look at his situation. The Financial 
Ombudsman Service will then look into his complaint and issue a decision as to 
whether or not the bank was right to reject his complaint.  
 
When a financial complaint is converted into a case with the Financial Ombudsman 
Service an adjudicator (case handler) is assigned to the case. The adjudicator 
considers the facts and circumstances of that. Once the adjudicator has considered a 
case he then proceeds to make a fair and unbiased decision. The reason for the 
adjudicator’s decision is issued to the consumer and the firm in a jargon-free and clear 
manner.   
 
Some cases can be resolved simply by making a telephone call. Other times cases are 
complicated and require a significant amount of time and correspondence to be sent 
between the Service, the consumer and the firm before they can be resolved. For these 
cases adjudication is usually issued which states whether or not the consumer’s 
complaint is upheld or rejected. In most cases both the complainant and the firm 
accept the recommendation in the adjudication. 
 
If either side is not happy with the adjudicator’s recommendation they can ask for the 
case to be reviewed by an ombudsman. This happens with approximately one out of 
every 14 cases. When the ombudsman has issued his or her decision that decision is 
final. Any decision that is made against the firm is binding upon the firm. If however, 
the complainant is found against, he or she can still take their complaint to court and 
pursue compensation from the firm that way. The ombudsman’s final decision is the 
last step in the Financial Ombudsman Service’s process. 

Figure 1: The complaint handling process 
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2.3 Funding 

The Financial Ombudsman Service receives its funding entirely from the firms whose 
complaints they investigate. The funding is split into an annual levy, which all firms 
that fall under the Service’s jurisdiction pay, as well as a case fee that is paid by firms 
for each case that is brought to the Service. In order not to punish smaller firms with 
fewer complaints and resources, the first two complaints made against them every 
year are free of charge. 

2.4 Stakeholders 

The Financial Ombudsman Service has several different stakeholders and constituents 
that can influence or are influenced by the organisation. The organisation regularly 
shares information with these stakeholders. 
 
Stakeholders include, but are not limited to; the Financial Services Authority, which is 
the government body that regulates the financial services industry. Firms that fall 
under Financial Ombudsman Service jurisdiction are also considered stakeholders, as 
are the consumers that bring their complaints to the organisation. Firms and 
consumers are at times represented by their respective industry and consumer bodies, 
which can also be viewed as stakeholders in the business.  
 
The public are indirect stakeholders through their public regulatory bodies. Finally, 
even the upper echelons of government can be considered stakeholders in the 
Financial Ombudsman Service’s business. Politicians have the power to rescind the 
organisation’s authority and effectively instruct the organisation to cease to exist. 
 
The organisation aims to keep in touch with relevant stakeholders to ensure that any 
additions to the organisation’s jurisdiction and any work resulting from such an 
extension can be absorbed by the organisation in an appropriate manner. 

2.5 Aims 

The Financial Ombudsman Service sets out a corporate plan and budget each year that 
describes the organisation’s intentions for the near future. The organisation’s aims for 
the coming years include the following: 

• provide fair, consistent, authoritative and persuasive outcomes to complaints, 
and be recognised as an expert organisation in resolving consumer disputes; 

• be demonstrably accessible and impartial, and give consumers and firms a 
good standard of customer service; 

• have well-trained and highly-motivated staff; 

• be efficient, effective and flexible, and make good use of technology; 

• coordinate its work with associated regulatory and dispute-resolution bodies, 
so far as is consistent with their independent roles; 

• be open about its work and governance, and ensure stakeholders understand its 
role and have confidence in its work; and 

• provide a comprehensive service covering, as far as practicable, activities that 
consumers identify as financial. 



 

Chapter 2 - The Financial Ombudsman Service 

-8- 

2.6 Case handling specifics 

The Financial Ombudsman Service currently has 26 000 firms that fall under its 
jurisdiction and pay an annual levy to the organisation. The organisation expects that 
its jurisdiction is likely to increase as government has increased the number of 
Financial Services Authority (British equivalent of Finansinspektionen) regulated 
activities, and the FSA has accordingly widened the organisation’s jurisdiction. More 
than 100 000 firms may be added to Financial Ombudsman Service jurisdiction in the 
coming years if small, consumer credit firms are brought under FSA regulation. 
 
The Financial Ombudsman Service carries out many external liaison and training 
activities, which are designed to reduce and eliminate the causes of financial 
complaints by encouraging firms and consumers to settle their disputes between 
themselves. The way in which these activities are conducted will be reviewed and in 
an effort to make them even more effective. 
 
Due to the fact that the Financial Ombudsman Service is reliant upon complaints as 
cases, its workload could potentially shift up and down depending on a host of 
economic and sociologic factors. 
 
The organisation will continue to focus on continuous improvements to its processes 
and productivity. The enquiry and casework processes will be reviewed and build on 
existing developments and new improvement endeavours. It also aims to improve its 
existing forecasting model that is used to predict the type and number of cases the 
organisation is going to receive in the future, as well as at which stage in its processes 
the case is likely to be resolved. This should help the organisation to adapt to 
incoming casework and continue to provide a timely, fair and satisfactory service to 
its customers. 

2.7 Employee specifics 

Due to the fact that the Service is mainly funded by case fees, the workload increase 
that it has experienced over the past few years has not overwhelmed the organisation 
as it has been able to recruit and expand its offices accordingly.  
 
If the organisation sees an increase in the amount of work coming in, there may be a 
need to increase employee numbers. There is however inevitably a time-lag between 
the organisation receiving work, and adapting to meet that increased workload. This is 
due to the fact that it is difficult to quickly recruit and train new adjudicators to take 
care of any increased workloads. Intense recruitment efforts could also place 
excessive strain on the organisation as it would require senior members of staff to 
train and supervise new recruits for some time. 
 
The organisation aims to improve their routines for manpower planning by 
continually reviewing their recruitment and retention policies. The organisation will 
take into account projected workloads, staff turnover and competition from potential 
competitors. The organisation will also maintain competitive salaries and benefits by 
continually benchmarking these with other organisations. Part of this effort will 
include ensuring that the organisation provides staff with appropriate career 
development opportunities. The organisation will also cross-train staff in order to 
increase the number of staff that are qualified to work in other areas other than that of 
their main expertise.  
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2.8 Quality specifics 

The internal quality management system the organisation uses is currently being 
enhanced and will continue to be improved to ensure that quality checking is done 
with integrity, and cases are handled according to the organisation’s standards. The 
system will also facilitate continuous improvements by providing a basis for analysis 
of areas that can be improved, and provide the means to feedback that information 
into the organisation, so that changes can be made. 
 
The organisation is also going to undertake measures to ensure that the time between 
the cases has been received by the organisation and the time that it is looked at by an 
adjudicator is reduced to a minimum. In cases where allocation is delayed, additional 
efforts to keep the consumers informed will be made. 

2.9 Firms research 

There are presently no firmly established processes to identify what firms require 
from the Service or what they think of it. Several surveys have been conducted on a 
sporadic basis. This was done in order to measure the firms’ satisfaction with and 
perception of the Service. As the Financial Ombudsman Service has experienced 
many changes during the last few years, with a growing jurisdiction and consequently 
a growing number of firms, it is important that a clear cut way for how the Service 
should move forward and measure the firm perceptions is established. These firms 
vary in size from small one-man businesses to some of the biggest financial 
institutions in the world.  

2.10 Consumer satisfaction 

The last review of the consumer satisfaction survey was conducted in 2003. Eight 
leading indicators were established. These indicators were thought to reflect the most 
important areas of interest for the organisation to focus upon. These indicators are all 
individual questions from the current consumer satisfaction survey. The questionnaire 
has a total of 22 questions and is sent out to consumers whose cases have been closed 
for eight weeks. The survey is sent out to approximately 1200 consumers each month. 
The leading indicators can be found in Appendix II. 
 
Due to the recent growth of the Service and changes in business composition, 
concerns were raised by management that the indicators may no longer be relevant 
due to the change in consumer composition. It is therefore appropriate to review the 
leading indicators and the survey, in order to establish whether or not new indicators 
are needed. 
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3 Methodology 

 
This chapter describes the research approach and strategies that have been used 

whilst conducting the research for this thesis. The authors describe how and why the 

case study object and actors were chosen for the research. Data collection and 

choices of literature are also described. Finally, the validity and reliability of the 

research is discussed. 

 

3.1 Case study object 

The choice of case study object was intentional, but the area of research was chosen 
by the Financial Ombudsman Service. When the Financial Ombudsman Service was 
first contacted, the organisation was interested in reviewing its executive 
management’s control system, the way it was measuring customer satisfaction and 
which satisfaction issues to focus upon.  
 
Reviewing the management control system and stakeholder satisfaction measurement 
would be a part of the larger improvement work carried out by the newly instated 
QuIK department; Quality, Information and Knowledge.  
 
The authors’ prior knowledge of the Financial Ombudsman Service before the initial 
contact was non-existent. The research project was a result of correspondence with 
the newly appointed quality director, Estelle Clark. The reason for contacting Mrs. 
Clark was her extensive expertise as a quality management oriented leader. Following 
an interview in Stockholm in June 2005 the authors signed a six month contract to 
work at the Financial Ombudsman Service as process improvement specialists. This 
contract gave the authors most of the customary benefits and remuneration of regular 
employees. 

3.2 Research approach and scientific views 

When delving into a research project there are a number of scientific and 
methodological ways of approaching that research. The purpose of this thesis has 
been to tackle a real world problem within an organisation by using existing theories 
on quality improvement and management. There has initially been no intention to 
empirically find evidence of new theories through this research. The main purpose has 
been to apply existing theories upon the study object. 
 
The authors of this thesis have primarily used a deductive research approach. 
Deduction is a process through which a researcher approaches a small number of 
research objects in order to validate an existing theory (Thurén, 1991). According to 
Patel & Davidsson (1994) deduction involves researchers using a number of 
established theories to formulate a hypothesis, which is later tested upon a real 
research object.  
 
The authors were aware that current theory might be too weak to adequately address 
the purpose of this thesis. This forced the authors to also consider an inductive 
research approach. Induction, as opposed to deduction, involves gathering empirical 
data that is later generalised to create theory (Eriksson, Wiedersheim & Paul, 2001).  
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Due to the close contact the authors had with the respondents both internally and 
externally, it was only natural to regard the subject of the investigation from an 
actor’s point of view. This view is required when individuals and their opinions are 
integral part of the research (Holme & Solvang, 1997). 

3.3 Research strategy 

As the authors set out to construct a tailored balanced scorecard for the Financial 
Ombudsman Service the prerequisites set by the Service made a case study strategy 
the only available choice. This was also essential due to the depth of knowledge that 
scorecard construction requires. The authors needed to be close to management and 
other important internal stakeholders. According to Zikmund (2000), a case study is 
the ideal approach to use when trying to find complex answers. The focus of this type 
of research lies in exploring a specific situation, understanding that situation, and not 
generalising to a great extent.  
 
Lundal & Skärvad (1992) also stress that the degree of generalisation within a case 
study is much less than other studies, which means that the results will primarily be 
applicable for this research. They point out that it is important to narrow the purpose 
of the research, and to clearly state it if any generalisations are to be made at all. The 
authors hoped that other organisations similar to the Service would be able to use the 
balanced scorecard model, however this was not the focus of the research. 

3.4 Research method 

After having decided which research strategy to use, decisions related to data 
gathering methods were made. According to Holme & Solvang (1997), there are two 
methods that can be used when gathering data for a research, qualitative methods and 
quantitative methods. They state that it is common to use quantitative studies when 
hard data is required and qualitative when softer data is needed.  
 
The case research questions directed much of the research toward qualitative methods 
for gathering required information. Holme & Solvang (1997) emphasize that there is 
no clear cut method to use, it all depends on the circumstances. The authors were 
aware that a certain degree of subjectivity could arise from both the consumers and 
management. This reinforced the choice of qualitative methods, as they enable the 
researcher to explore answers more freely than quantitative methodology. 
 
Quantitative methods are of a more numeric character and often include statistical 
measurements (Holme & Solvang, 1997). The authors did not intend to focus on 
statistical data, but were aware that it might become a factor when considering 
secondary data from previous investigations within the organisation. Holme & 
Solvang (1997) state that research creditability is greater when it contains both 
quantitative and qualitative insights. 

3.5 Literature study 

Eriksson et al (2001) state that literature studies are of highest relevance when trying 
to understand a certain field of study. In addition, the researcher needs to use an 
efficient way of searching and gathering the data it needs. Relevant literature studies 
were conducted into the fields which the work encompassed. The basis for the 
theoretical studies consisted of in-house documents, scientific journals and other 
written literature. The sources for the journals came from the databases “Business 
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Source Elite” and “Emerald Insight”. Search strings included “focus groups”, 
“customer satisfaction”, “balanced scorecards”, “public organisations”, “non-profit 
organisations”, “satisfaction survey”, “in-depth interviews” and “service quality.” 
 

3.6 Data collection method 

There are primarily two types of research data that a researcher can use, primary data 
and secondary data (Eriksson et al, 2001). Primary data needs to be gathered by the 
researcher. In other words, new data is created or discovered by the researcher. 
Secondary data has already been collected by someone else, but is still of relevance to 
the current research (Lundahl & Skärvad, 1992).  

3.6.1 Selection criteria 

Once the decision has been made to gather data from a certain population it is 
important to reflect on the selection criteria that may be available. The researcher has 
to consider what part of the population he wants to make a statement about and define 
that population accordingly. Dahmström (1996) states that there a two ways of 
selecting a population, choose the whole population or select a sample. He continues 
by saying that selecting the whole population is preferable in terms of the validity of 
the research. This would however be far too costly and practically impossible 
considering the hundreds of thousands of consumers and firms the Financial 
Ombudsman Services has as customers. 
 
Once the population has been chosen, there are several different ways of approaching 
the selection of a representative sample. There are two types of selection criteria, 
random and non-random (Trost, 1994). The research conducted for this thesis has 
mainly used bound random selections when choosing participants for the focus 
groups. Trost (1994) describes bound random selections as a selection method that is 
almost completely random but bound by a set of criteria. This method of selection 
was not ideal but due to system restrictions it was the only possibility. In practise this 
implies that the chosen cases were potentially non-random. 
 
The business system that carried out consumer selection could possible have let the 
authors only choose consumers with cases that had been closed eight weeks earlier. 
This placed a time-bound restriction on the sampling, which potentially could have 
meant that sample included an uneven spread of cases. Certain geographical areas 
were then chosen for a geographically and randomly representative sample. The 
geographical areas encompassed a large amount of case types. Due to the difficulty in 
getting a fair spread of respondents it was decided that the consumers would be 
invited on a first come first serve basis.   

3.6.2 Primary data used 

As the research problem was of a rather specific nature and had a predetermined goal 
in terms of what the organisation requested, a majority of the information gathered 
had to be primary data. Considering the depth of information the authors wanted from 
both internal and external consumers, in-depth interviews both on and off location 
were held. According to Dahmström (1991) this is both tedious and expensive, but 
absolutely necessary for case studies. This gave the authors the opportunity to ask 
questions of a probing and in-depth nature. Holme & Solvang (1997) favour this 
approach when the answers that are sought are complex.  
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Dahmström (1991) accentuates the benefits of interviews in terms of giving the 
interviewer a chance to explain anything that might be unclear to the respondent. Yin 
(2003) also sees interviews as the most important data gathering method when case 
studies are conducted. There is however a risk, according to Dahmström (1991), that 
the interviewer-effect compromises results. The respondent may be less inclined to 
answer questions honestly due to feelings of pressure and embarrassment.    
 
In house data was gathered through one-on-one interviews with senior staff members. 
This was done for both the creation of the scorecard and for discovering the opinions 
they had about measurement of consumer and firms’ satisfaction. Twenty staff 
members were interviewed, often on several different occasions depending upon the 
topic concerned. Appendix III shows the positions the respondents had. The 
respondents were chosen because of their respective positions and influence on the 
projects. The executive management were mainly involved in the development of the 
management control system and the firms’ research study. Operational management 
was mostly involved in the indicator research and the firms’ research study. The 
interviews were always semi-structured and conducted using a guideline. The purpose 
of the interviews varied from finding out opinions about reporting, consumer’ and 
firm’ satisfaction and available metrics and measurements for the balanced scorecard. 
The guidelines that were used are not included in this thesis, however the results of 
the interviews are presented. Thanks to the closeness of work and openness of the 
relationship between the authors and the actors the possibility of going back after an 
interview for further questions or for clarifications was always possible. The fact that 
the authors spent six months on location working as a part of the rest of the 
organisation, attending meetings, events etcetera has also enabled the gathering of 
valuable information through mere observations.  

3.6.3 Focus groups 

Interviews with the organisation’s consumers were also conducted. A total of 70 
consumers were interviewed during focus group sessions on four separate occasions. 
A total of ten groups were conducted on four different locations. The first group was 
held in London on the 28 September, the second was held in Belfast on the 25 
October and the last two sessions were in Manchester and Birmingham on the 5 and 6 
December. The cities were chosen in order to get a good geographical spread and 
large enough representative population to sample. Four of the groups had consumers 
predominantly from the Mortgage Endowment side of the business and the other six 
groups belonged to the Business as Usual side of the business. 
 
The reason for using focus groups as a means for collecting the data was the purpose 
of the investigation, namely to gather in depth opinions about leading satisfaction 
influencing indicators. Both Threlfall (1999) and Dukta (1999) point as this as a good 
way of gathering qualitative and complex feedback. The focus groups sessions 
included the construction of an affinity diagram intertwined with an open discussion. 
Affinity diagram were used because the previous focus group sessions had a tendency 
to get out of hand with consumers wanting to take command of the groups. This risk 
was minimized by using the strong framework that followed the use of affinity 
diagrams. In preparing for each group a moderator’s guide and a guide for conducting 
affinity diagrams were constructed. These were then used during the session to ensure 
that consistent results were achieved. The sessions took approximately two hours to 
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complete. The group moderators were the authors themselves and in three of the 
groups a member of the marketing team assisted in the moderation. The moderator 
took an active role in guiding the participants as they had not participated in a similar 
event previously and the notion of affinity diagrams was alien to them. Precautions 
were however taken to ensure that the moderator did not “put words in people’s 
mouths” or led the attendees to preferable conclusions.  

3.6.4 Secondary data used 

For the firms and consumer projects there was a great deal of secondary data usage. 
Both firms’ satisfaction and consumer satisfaction had been measured before which 
meant that previous results and methods constructing the measuring systems could be 
accessed. This data was subject of various descriptive analyses in order suit the 
purpose (These are not attached to the research report due to the sensitivity and 
amount of information contained). 
 
 
Some of the secondary data that was gathered included; 

• Customer satisfaction results (CSS) 
o Both quantitative and qualitative results from previous CSS were 

assessed. The CSS has been used since 2002 and was most recently 
altered in the beginning of 2005. 

• Material describing the construction of the previous CSS 
o Data and reports on how the original 2002 satisfaction investigations 

were done have been reviewed. 
• Current CSS questionnaire 

o The CSS questionnaire itself has also been reviewed both in terms of 
what it is including and how it is being presented. 

• External research firm investigation on key drivers 
o The first version of the survey was preceded by an investigation by an 

external research firm, the results of which were available and 
reviewed.  

• Firms satisfaction survey (FSS) construction material 
o Historical data on how the last FSS was constructed are available for 

review. 
• FSS results 

o The results of the FSS can also be accessed for review. 
• Corporate plan 

o The corporate plan was refined and developed during the autumn of 
2005 which was made available in order to help this research. 
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3.7 Methodology used 

3.7.1 Affinity diagrams 

A great deal of the work involved gathering consumer opinions of the organisation. In 
order to have an appropriate structure, affinity diagrams were used as the main 
method of gathering the consumer opinions. Affinity diagrams are ideal when 
gathering ideas, opinions from consumers according to Bergman & Klefsjö (2001). 
The affinity diagrams were used as a part of the focus groups, and a facilitator was 
present to simplify the creation of the diagrams. Using a facilitator supports the focus 
group to work in a more systematic way (Bergman & Klefsjö, 2001).  The moderator 
guided the participants through the steps of constructing an affinity diagram. 

3.7.2 Pareto diagram 

Foster (2004) explains that using Pareto charts is a good way of categorising data and 
relating it to quality problems. They are used to identify and prioritise problems that 
exist. A Pareto chart is a histogram that shows the frequency of certain occurrences in 
order importance (Foster, 2004). This tool was used in order to classify and rank the 
qualitative comments that had been gathered through the consumer survey during the 
last nine months. This enabled the authors to compare these results with the results 
received from the affinity diagrams. 

3.8 Analysis 

The analysis conducted in the consumer satisfaction, firm satisfaction and balanced 
scorecard parts of the research have all had three main steps. Firstly, secondary data 
from the Service has been gathered in the form of old results and reports. Secondly, 
primary data has been gathered through, interviews, focus groups and work-shops. 
These sources of information have then thirdly been weighed and analysed against 
both the relevant theories but also the organisations strategic plans. 
 
When analyses of the results were conducted, the results from the affinity diagrams, 
Pareto charts and qualitative comments were compared and ranked according to how 
frequently they were mentioned. These were then subsequently compared to the 
strategic plans of the organisation which rendered a result. 

3.9 Research steps  

The figure on the following page (figure 2) is an illustration of how the research and 
analysis was conducted.  The three studies began in the same fashion with the authors 
gathering information and reading up on relevant theories. Next, the empirical work 
was conducted using interviews, focus groups etcetera. Following the empirical 
findings, the analysis took place where emphasis was put on both the demands from 
the internal and external customers but also the organisation’s corporate plan, which 
the management had developed. Finally, a balanced scorecard was formulated.   
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Figure 2 Research steps taken 

• Gather data 
• Read up on the Service 
• Brain storming 
• Literature review 
• Initial interviews with 

management information  team 

• Read up on previous results and 
reports concerning satisfaction 
measuring 

• Review layout, ways of 
analysis, questions, scalings 
etcetera 

• Analyse historic data 

• Interview middle and senior 
managers about available 
measurements/metrics 

• Review current management 
and operations information 
reporting  for middle managers 

• Read up in previous results and 
reports 

• Analyse historic results and 
methodologies 

• Review layout, questions, 
scalings etcetera  

• Reviewing consumer base 
• Create a representative sample  
• Select samples for groups 
• Get clearance for individual 

cases from managers  
• Interview report users 

 

• Work-shop 
• Summarize results from 

interviews and work shop 

• Conduct interviews with 
executive management and 
heads of business units 

• Analyse interview results in 
terms of what managers want 
out of Firms satisfaction 
measuring 

• Conduct focus groups 
• Analyse results together with 

previous results 
• Suggest new leading indicators 
• Create new consumer 

satisfaction questionnaire 
• Create new ways of reporting 

• Analyse findings 
• Together with the management 

information team, develop an 
approach for taking the 
balanced scorecard forward 

• Suggest new ways of 
conducting FSS measuring 

• Create guideline for future FSS 
• Present time-plan and mockup 

for future measuring 

• Create a suggested balanced 
scorecard 

• Incorporate satisfaction 
suggestions in the score card  

• Present a briefing sell-in 
document with suggested 
balanced scorecard, for board 
and executives 

Consumer 

satisfaction study 

Balanced Scorecard 

Firms research study 
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3.10 Validity 

Validity involves making sure that the issues that are going to be investigated in a 
research project are issues that need to be answered (Dahmström, 1991). When 
investigating a number of qualitative research questions, it is difficult to ensure that 
the results you receive are the ones looked for. The authors have tried to use several 
sources of information when gathering data to minimize the risk of the results being 
invalid.  
 
Before collecting any data both literature and the actors have been consulted. The 
qualitative data was collected in both structured and unstructured ways. In-house pilot 
tests preceded the external data gathering and guidelines were used whenever an 
interview or focus group was held. This was done in order to constantly be able to 
stay on track and to reach the results that were sought for. Records have been kept of 
the persons participating in interviews making it possible for the authors to contact 
these persons again if it deemed to be necessary. Being close to the data you are 
gathering is something that strengthens your validity according to Holme & Solvang 
(1997). During the work the accessibility and helpfulness of people involved has been 
very good, helping to create as valid data as possible.  

3.11 Reliability 

When conducting research it is important to use methodologies that ensure that the 
research results can be duplicated if it was to be conducted again. Dahmström (1991) 
describes reliability as the variance of the results. The research format can influence 
the responses you receive, as can the respondent’s state of mind and the setting in 
which the data gathering is facilitated. The facilitators themselves can influence the 
results depending on who asks the questions and conducts the interview (Lekvall & 
Wahlbin, 1993). For instance, when observations are used as a source of data, the 
researcher has to be aware that many factors can influence the objectivity from which 
the researcher draws his conclusions.  
 
Pilot studies and preparations have hopefully minimized any non-random variation 
that might otherwise have occurred. When conducting the interviews and focus 
groups notes were taken and compared afterwards in order to make sure that as much 
data as possible was collected and that there was a consensus regarding the findings. 
Shortly after the data collection, the information was recorded electronically and 
summarized. Having used affinity diagrams during the focus groups the data 
collection procedure became more or less automatic. The firm interviews were carried 
out in-house, which enabled the researcher to establish a relationship with the 
respondent. According to Holme & Solvang (1997), this should strengthen the 
reliability of the research.  
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4 Theory 

In this chapter the concepts of quality, customer satisfaction, balanced scorecard, and 

the methodologies that can be used when measuring customer satisfaction are 

presented. 

 

4.1 Public and non-profit organisations 

The main difference between public and private organisations is the owner 
composition and funding. Whilst private organisations have entrepreneurs and 
shareholders as owners, public organisations are owned collectively by public 
agencies and funded through taxation. (Boyne, 2002)  
 
Historically, public organisations consisted of government entities that worked 
separately from the private consumer. Madsen (1995) states that public sector 
organisations have increasingly become a part of the service-industry, and that the 
citizen is considered to be the end-user. Considering the citizen to be the end-user 
might seem clear and obvious, but traditionally the bureaucratic management within 
many public sector organisations has looked upon politicians as the end-users of their 
services (ibid). Regarding politicians as end-users has been accepted for some time, as 
democratic theory states that the politician is a representative of the citizen electorate. 
Madsen (1995) asserts that this theory has been proven to be an illusion by empirical 
studies. 
 
Anthony and Govindarajan (2001) describe non-profit organisations as organisations 
that are defined by law and cannot distribute assets or income to or for the benefit of 
their members, officers or directors.  

4.2 What is quality? 

Quality can be described in many different ways and have a different meaning to 
every person. Some say that quality involves a product’s durability and some that it 
has to do with the value you get for your money. The word quality itself originates 
from the Latin word “Qualitas”, which means “consists of”, “characteristic” or 
“attribute” (Bergman & Klefsjö, 2001).  
 
Not surprisingly, the theorists within the field of quality management all have 
different definitions of what quality is. The definition that was chosen to reflect the 
meaning of quality in this thesis was Bergman & Klefsjö’s (2001) definition which 
states;  
 
“The quality of a product is its ability to satisfy, or preferably exceed, the needs and 

expectations of the customers”. 

4.3 Service quality 

Bergman & Klefsjö (2001) state that service quality has become increasingly 
important amongst many organisations. Companies that have traditionally produced a 
tangible product are gradually shifting towards selling services and service oriented 
products. This has led to services becoming an even larger part of many country’s 
gross domestic products.  
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Services are created and consumed within both public and private sectors. Many 
services that focus on the handling of information have started to emerge in the past 
decade. This is primarily due to the explosion of IT related services and products. 
(Bergman & Klefsjö, 2001) 
 
Bergman & Klefsjö (2001) highlight that some of the key differences between 
products and services are: 

• Services are not as clear cut and distinct as products, and can therefore be 
difficult to explain and quantify. 

• The customer is often an important part of the service, as he is involved in its 
creation. 

• A service is often used as it is created, which means that it, unlike tangible 
products, cannot be stockpiled or transported. 

• The customer does not “own” anything once the service has completed.  
• Services consist of processes and activities, which means that the customer is 

usually unable to try the service before it is bought. 
• Services are often composed of several sub-services. The customer values the 

“big picture” of the services received. 
 
Bergman & Klefsjö (2001) maintain that there is a fine line between what defines a 
product and a service, and in some cases it can be difficult to state what the difference 
between the two is.   

4.3.1 Quality dimensions for a service 

Zeithaml, Parasuraman & Berry (1985) show in their research that a product has a 
number of tangible cues the customer considers when establishing its quality. They 
continue by stating that there are similar cues for the intangible dimensions a 
customer experiences when dealing with a service. They carried out a number of 
different investigations in order to establish the different determinants for the quality 
of a service. The resulting model contains ten different quality dimensions; 
 

• Reliability: Ability to perform the promised service dependably and accurately. 
• Responsiveness: Concerns the willingness, readiness and promptness of 

employees to provide the promised service. 
• Competence: The possession of skills and knowledge to perform the service. 
• Access: Involves approachability and ease of contact. 
• Courtesy: Involves politeness, respect, consideration and friendliness of contact 

personnel. 
• Communication: Keeping customers informed in a language they can 

understand. Also involves listening to the customers. 
• Credibility: Involves trustworthiness, believability, honesty. It involves having 

the customer’s best interests at heart. 
• Security: Is the freedom from danger, risk or doubt. 
• Understanding/Knowing the customer: Involves making the effort to 

understand the customer’s needs. 
• Tangibles: Includes the physical evidence of the service such as personnel and 

communication materials. 
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The ten dimensions were later modified by the same authors in 1990 to encompass 
five broader dimensions (Zeithaml, Parasuraman & Berry, 1990). The dimensions 
tangibles, reliability, and responsiveness remained the same as before. The new 
dimensions were as follows.  

 
• Assurance: Assurance was a combination of four of the previous dimensions, 

competence, courtesy, credibility and security. The new dimension considers 
the skilfulness, proficiency and knowledge that the service. It also has to do 
with the kindness, respect and credibility that the organisation shows towards 
the customer. 

 
• Empathy: This new dimension encapsulates the dimensions communication, 

understanding/knowing the customer and access of the service. This new 
dimension stands for the ability to understand the customer and to be able to 
communicate in way that is suitable for the customer. 

 
The satisfaction purposes of this research will focus on these modified dimensions, 
however the older dimensions will be considered if the modified dimensions are 
insufficient.  

4.4 Customers 

According to Bergman & Klefsjö (2001) one of the central themes within the area of 
quality is customer focus. Who or what are customers? Bergman & Klefsjö (2001) 
emphasise that customers are the people (or businesses) that an organisation should 
strive to create value for through its activities and products. Foster (2004) has a 
somewhat narrower view of customers and defines the customer as the receiver of 
goods or services. 
 
Customers can be split into internal and external customers. Foster (2004) explains 
that internal customers are employees or departments within an organisation that 
receive services or goods from other employees or departments within that same 
organisation. Foster (2004) continues by describing external customers as the “bill-
paying receivers of our work..” He asserts that external customers are the people that 
an organisation should be trying to satisfy through its work. Having satisfied external 
customers enables an organisation to grow and prosper.  
 
Some public sector organisations find it difficult to accept the word “customer” when 
speaking of their end-users as it is often associated with an economic relationship 
between the organisation and the end-users in question. Reinforcement of this 
stereotypical relationship is echoed by Foster (2004) who states that the relationship 
between the customer and supplier often involves an economic transaction once an 
item of value has passed between the customer and supplier. Instead of using the word 
“customer” to describe their end-users, public organisations tend to use the term 
“stakeholder” (Bryson, 2004). 

4.5 The voice of the customer 

It is important to listen to the customer in both public and private organisations. In 
order to become a customer oriented organisation one has to have a strong focus on 
the voice of the customer. According to Foster (2004) and Kotler (2003) capturing the 
voice of the customer, that is customer feedback, involves understanding their 
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perceptions, opinions and desires. This means that if customer satisfaction is to be 
measured and key indicators established, an understanding of what makes the 
customer “tick” has to be attained. 
 
One of the things that must not be overlooked when collecting customer feedback is 
the segmentation of the customers (Foster, 2004). Segmentation of customers can be 
carried out in many ways, for example demographically, by product areas or regions.  

4.6 Customer satisfaction 

To secure any organisations’ future, it is important to place the customer at the centre 
of attention. Bergman & Klefsjö (2001) maintain that customer satisfaction is the 
definite measure of quality and that in the end the customer determines the level of 
quality that a particular product or service has. For most organisations this means that 
the external customers determine the level of quality in a final product.  
 
Customer satisfaction is strongly correlated with how customer needs and 
expectations are met. If you want to retain customers you will probably have to 
exceed your customer’s needs and expectations. Fulfilling customer expectations is 
important as it is generally regarded as more expensive to recruit new customers, than 
it is to keep loyal customers. (ibid) 

4.7 Quality management 

Historically, the role of the quality manager and the quality department has been that 
of a policing role; to control quality conformance and minimise defects. (Foster 2004) 
Over the past few years the concept of quality management has become much wider. 
According to Foster (2004), this widening has taken place in part due to concepts such 
as Total Quality Management that involve the entire organisation in quality 
improvement efforts.   
 
Foster continues by explaining that the role of the quality department has shifted 
towards a supporting and coaching role for the rest of the organisation. He illustrates 
the role of the quality department by using the “three spheres of quality.” This figure 
illustrates the relationship between quality management, quality assurance and quality 
control. Quality assurance consists of the activities that take place in order to 
guarantee the quality of a product or service. Quality control involves ensuring that 
the processes that carry out the services in question are under control. Foster (2003) 
emphasises that an overarching quality management sphere needs to be included in 
the design of organisational system that reinforces quality ideals.  
 
 
 
 
 
 
 
 
 

Figure 3 The three spheres of quality 



 

Chapter 4 - Theory 

-22- 

4.8 Total Quality Management 

The concept of total quality management (TQM) has traditionally been adopted by 
manufacturing organisations in the private sector. During the past decade many of the 
concepts within TQM have been adopted by public sector organisations as well. 
(Madsen, 1995)  
 
Bergman & Klefsjö (2001) describe TQM as being a management system through 
which organisations make quality and continuous improvement an integral part of 
their operations. They describe the fundamentals of TQM by using the five 
cornerstones of quality improvement. In order to implement the ideas that surround 
total quality management, it is also essential that committed management takes on a 
supporting role.  
 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 4 The five pillars of total quality management (Bergman & Klefsjö, 2001) 

 

Place the customer in the centre of attention: It is important to place the customer first 
and at the centre of attention. This implies actively finding out what the customer 
wants and adjusting your business accordingly. As Bergman & Klefsjö (2001) state 
the customer decides whether or not the quality of the final product is adequate.  
 
Work with processes: Organisations comprise of several different processes, both big 
and small. Using processes presents organisations with an opportunity to more easily 
measure their performance. (ibid) 
 
Work with continues improvements: The goal should always be to improve the 
organisation and the things it does. This is an important cornerstone within the area of 
quality. As the demand for the products change all the time along with customer 
preferences there is a requirement for the business to change accordingly. (ibid) 
 
Create conditions for employee involvement: In order to be able to implement quality 
efforts it is important that conditions for employee involvement are created. There 
must be functions that make the involvement for employee easy. (ibid) 
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Base decisions on facts: In order to control the destiny of an organisation it is 
important that decisions are based on facts rather than intuition. This is done in order 
to minimize any random effects that otherwise could occur. (ibid) 

4.9 Management control systems 

Anthony & Govindarajan (2001) describe management control as a process through 
which management spreads strategies to their employees. A number of control 
mechanisms are then used to ensure that the strategies are being followed. They also 
stress the importance for management to possess a number of tools that help keep the 
system in place and under control. Just like the aircraft anecdote, an organisation must 
have instruments and measurements that enable it to travel in the right direction.  

4.10 Public sector and non-profit management control systems 

McAdam, Hazlett & Casey (2005) state that recent public reform and the climate of 
change management have placed public organisations under pressure to improve 
performance both internally and externally. This has subsequently led many public 
sector organisations to apply many theories related to performance and change 
management.   
 
The greatest difference between profit and non-profit organisations is that the 
dominant goal of management control in a profit organisation is to earn a satisfactory 
profit, namely net income. Non-profit organisations on the other hand may have 
several management goals that are usually harder to quantify, which potentially 
requires a more complex management control system. (Anthony & Govindarajan, 
2001)  

4.11 Vision and strategies 

Bergman & Klefsjö (2001) affirm that one of the most important things for the 
management to consider and establish is a vision for the organisation. An 
organisation’s vision is an idea of where the organisation wants to be in the future. 
This vision then needs to be broken down into a number of strategic objectives.  
 
Establishing strategies is essential before a management control system can be put in 
place to ensure goal congruence for the employees (Anthony & Govindarajan, 2001). 
They also stress the importance of setting improvement goals that need to be fulfilled 
in order to reach a vision or a strategy, which should be broken down by different 
departments.   
 
According to Kanji & Moura (2001) an appropriate way of translating these 
sometimes vague goals and objectives into tangible actions is by implementing a 
balanced scorecard. The balanced scorecard uses indicators to communicate strategy 
and to measure the success of its implementation (ibid). 
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4.12 The Balanced Scorecard 

When working with TQM principals, there are advantages in using a balanced 
scorecard (Kanji & Moura, 2001). Kaplan & Norton (1992) assert that traditional 
financial measures worked well during the industrial era, but that they are no longer 
adequate to give an accurate picture of organisational status. According to Kaplan & 
Norton (1992), the balanced scorecard gives management a wider organisational 
perspective and complements traditional financial measures with operational 
measures such as customer satisfaction, internal process and innovation and 
improvement activities. Kaplan & Norton (1996) assert that these balanced scorecard 
perspectives provide a balanced picture of current operating performance as well as 
the drivers of future performance. 
 
The balanced scorecard gives managers an opportunity to look at their four 
overarching business perspectives and fosters a balance that allows the organisation to 
achieve goal congruence and thus encourage employees to act in the organisation’s 
best interest. (Anthony & Govindarajan, 2001) It helps managers to fight sub 
optimisation, as they have to look at several measures at once (Kanji & Moura, 2001). 
The four perspectives should, according to Kaplan & Norton (1992), provide the 
answers to four basic questions; 
 

• How do customers see us? (Customer perspective) 
In order to relate mission statements to the balanced scorecard, managers need to 
relate their general mission statement into specific measures that reflect what the 
factors that matter to customers. Customer concerns usually fall into four main 
categories; time, quality, performance and service. Quality measures the defect level 
of incoming products as perceived and measured by the customer. Quality could also 
measure on-time delivery forecasts. The combination of performance and service 
measures how the company’s products or services contribute to creating value for its 
customers. (Kaplan & Norton, 1992) 
 

• What must we excel at? (Internal process perspective) 
The internal measures for the balanced scorecard should be derived from the business 
processes that have the greatest impact on customer satisfaction. Kaplan & Norton 
(1992) maintain that organisations should also strive to identify and measure their 
core competencies and critical technologies so that they maintain their market 
leadership. 
 
To achieve goals set-up for measures such as cycle time, quality, productivity, and 
cost managers must construct measures that are influenced by employees’ actions. 
This involves decomposing the measures so that they can be attributed to goals and 
milestones that employees can identify and work towards. (ibid) 
 

• Can we continue to improve and create value? (Innovation and learning 

perspective) 
An organisation’s ability to innovate, improve and learn is directly linked to the 
company’s value. Kaplan & Norton (1992) contend that it is only through the ability 
to launch new products, create more value for customers and improve operating 
efficiencies that a company can penetrate new markets and increase revenues and 
margins.  Today’s intense global competition requires that companies make continual 
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improvements to their existing products and processes and maintain an ability to 
introduce entirely new products to the marketplace. 
 

• How do we look to shareholders? (Financial perspective) 
Financial measures indicate if the company’s strategy, implementation, and execution 
are contributing to bottom-line improvement. Some critics of financial measures 
emphasize that they are unnecessary as they are only the result of operational 
processes. These critics declare that if you are good at your operational processes, the 
financial measures will take care of themselves. Kaplan & Norton (1992) maintain 
that financial measures are necessary, as operational improvements do not always lead 
to improvements in bottom line results. There are many factors that influence the 
profitability of an organisation and therefore the financial perspective is absolutely 
necessary to have in a complete balanced scorecard. 
 
Kaplan & Norton (1996) affirm that the four perspectives of the scorecard permit a 
balance between short-term and long-term objectives. The scorecard also provides a 
balance between desired outcomes and the performance drivers of those outcomes, 
and between hard objective measures and softer, more subjective measures. A 
properly constructed scorecard reflects an organisation’s strategy and provides 
metrics that measure whether or not progress is being made towards achieving the 
vision and its strategic objectives. (ibid) 
 
Every measure on a balanced scorecard should address aspects of the organisation’s 
strategy (Kaplan & Norton, 1992).  When creating the scorecard executives must 
choose a mix of measurements that reflect the critical factors that will determine the 
success of the organisation’s strategy, show the relationships among the individual 
measures in a cause and effect relationship, indicating how non-financial measures 
affect long-term financial results and provide a broad-based view of the current status 
of the organisation. (Anthony & Govindarajan, 2001) 
 

 
Figure 5: The balanced scorecard and its four perspectives 
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To achieve our vision, how must we look to our customers?

MISSION

To satisfy our customers, financial donors and mission, what 
business processes must we excel at?

To achieve our vision, how must our people learn, 

communicate and work together?

If we succeed, how will we look to our financial donors?

4.13 Balanced scorecards for non-profit organisations 

Kaplan & Norton (2001) maintain that non-profit organisations and government 
agencies often have a difficult time clearly defining their strategy. Many scorecards in 
non-profit and government agencies contain an operational excellence theme that the 
organisation says it is going to achieve by simply getting better at what it does. In 
essence, the scorecard becomes a simple measurement tool that measures whether or 
not the organisation is reducing costs and working faster. Kaplan & Norton (2001) 
stress that the scorecards non-profit organisations develop are often of a simple Key 
Performance Indicator nature rather than the intended strategy scorecard. The 
difficulty in developing the scorecard lay with the actual hierarchy (or layout) of the 
scorecard. The financial perspective was placed on top of the hierarchy and was 
therefore seen as being of a greater importance. 
 
In the private sector, the roles of the customer are very clear in the sense that the 
customer both pays for and receives a service. However, in non-profit organisations 
the customer seldom pays for the service, instead they often receive it for free. The 
person who actually pays for the service is the financial donor. Defining the customer 
in these instances can be rather tricky. Is the customer the person who is receiving the 
service or the financial donor who is actually paying for the service? (ibid) 
 
According to Kaplan & Norton (2001) the key criticisms of the traditional balanced 
scorecard, is that for non-profit organisations financial success does not mean that the 
organisation is delivering upon its mission. Therefore the organisation’s overall 
mission should be placed at the top of the scorecard to reflect the main goals of that 
organisation.  Instead of having the financial perspective at the top of the balanced 
scorecard, Kaplan & Norton (2001) suggest that that the scorecard reflect the 
importance of both the financial donors providing the organisation with money, as 
well as the customers receiving the service free. A customer perspective and a 
financial donor perspective are placed at the top of the scorecard. 
 
The four perspectives and the questions they pose are as follows: 

• If we succeed, how will we look to our financial donors? 
• To achieve our vision, how must we look to our customers? 
• To satisfy our customers, financial donors and mission, what business 

processes must we excel at? 
• To achieve our vision, how must our people learn, communicate and work 

together? 

Figure 6: The balanced scorecard for non-profit organisations 
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4.14 Balanced scorecards for public sector organisations 

Kaplan & Norton (2001) also suggest a framework for a balanced scorecard geared 
towards public sector or government agency organisations. This scorecard does not 
contain the classic customer and financial perspectives of the traditional balanced 
scorecard. Instead, three new perspectives are introduced by the authors. The three 
perspectives are listed below. 
 

• Cost incurred: The cost incurred perspective places an emphasis on 
operational efficiency. In this perspective the organisation should place the 
costs that the organisations has internally, as well as any social costs that it 
places on the outside world. Kaplan & Norton (2001) site an example with an 
environmental agency that levees fees and taxes upon companies that pollute 
or affect the environment. According to the authors the organisation should 
strive to minimize these internal and external costs, and still perform its 
mission adequately. 

 
• Value created: This perspective focuses on the benefits that the organisation 

provides to the public. For most organisations this perspective is rather hard to 
quantify as the benefits can be general public improvements, such as an 
increase in public health, better road safety, or an increase in literacy. Kaplan 
& Norton (2001) do however suggest that organisations instead try to measure 
output measures, such as the decrease in the number of road accidents or 
number of students applying to university. 

 
• Legitimising support: This perspective sets a focus on the financial donor to 

the organisation. It is important for public sector organisations to meet the 
goals and standards set by there donor organisations and this perspective is in 
place to ensure these goals are reached.  

 
Now that these three initial perspectives have been established, the organisation must 
then streamline its internal processes and efforts within organisational learning and 
growth in order to attain the overall mission of the organisation. This is done in much 
the same way as in a “regular” balanced scorecard. 
 
 

 
Figure 7: The balanced scorecard or public sector organisations 
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4.15 Research methodologies 

One of the ways to gain a greater understanding of customer satisfaction and the voice 
of the customer is through quantitative and qualitative research. There are several 
research methodologies to choose from, and some of these methodologies are listed 
by Dahmström (1991) and Dukta (1993). In the next section of this thesis some of 
these methodologies will be explored in greater detail. These methodologies will later 
be analysed to determine which ones appropriate for the Financial Ombudsman 
Service to use. 

4.15.1 Mail surveys 

According to Dahmström (2001) a mail survey is a questionnaire that is sent out via 
the mail to a randomly chosen target population consisting of either people or 
companies. These questionnaires are then filled in by the respondents and returned to 
the origin for analysis.  
 
Both Dahmström (2001) and Dukta (1993) maintain that mail surveys are a relatively 
cheap methodology to use and can reach many people and ask many different types of 
questions. Evans and Mathur (2005) agree with this assessment in saying that mail 
surveys have the benefit of being sent out to a large sample, and add that mail surveys 
can cover a large geographic area. Dahmström (2001) goes on to assert that the 
respondent can choose when he wants to answer the survey. Dahmström (2001) and 
Dukta (1993) also reflect upon the fact that the respondent is under no pressure to 
provide quick answers as being a benefit of using mail surveys. They also highlight 
that the interviewer cannot influence the respondent. 
 
Dahmström (2001) and Dukta (1993) name some of the disadvantages of using mail 
surveys as being the fact that they generally receive low response rates. It can be 
difficult to get useful information from open-ended questions, and it is impossible to 
ensure that the survey is filled out in the correct order. Dahmström (2001) and Evans 
& Mathur (2005) also contend that mail surveys can take a long time to complete and 
list that as a disadvantage. Dahmström (2001) also chooses to bring forth the fact that 
it is difficult, if not impossible, to make sure that the intended respondent has 
answered the survey. 

4.15.2 Focus groups 

According to Threlfall (1999) focus groups are a qualitative technique that allows for 
a dynamic transmission of ideas and meaningful information between people. Dukta 
(1993) reveals that focus groups are often composed of seven to twelve people who 
are related in some way to each other (they may for example have been customers of 
the same organisation). A focus group typically meets for about two hours to express 
opinions and viewpoints on a particular subject. As the participants of focus groups 
interact, the interaction stimulates thought processes and ideas that probably would 
not be considered had other research methodologies been used instead. 
 
Dukta (1993) asserts that one of the main advantages of using focus groups is that 
complex questions can be explored. The moderator has the ability to ask questions 
that can probe areas of interest, and therefore more in-depth and thought out responses 
can also be obtained. Furthermore, monitoring the interactions between people 
enables the researcher to generate information that otherwise would be hard if not 
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impossible to obtain. Dukta (1993) also maintains that focus groups are an excellent 
method for generating ideas for a mail or telephone survey. 
 
Dukta (1993) also elaborates on some of the weaknesses of focus groups. According 
to the author, the results of focus group investigations cannot be generalised to a 
larger population. Dukta (1993) also feels that there is a disadvantage in the fact that 
the information gathered during focus group sessions is almost entirely of a 
qualitative nature, and hardly ever of a quantitative nature. 

4.15.3 Telephone surveys 

Telephone surveys can be used in conjunction with many methodologies, or entirely 
on a stand alone basis. These surveys are conducted over the telephone, and require 
telephone numbers to the population. (Dahmström, 1991) 
 
According to Dukta (1993) telephone surveys have several advantages including the 
fact that interviews can be monitored, which enables the researcher quality control of 
the study. Telephone survey response rates are generally higher than those of mail 
surveys, which is an advantage as it reduces the bias that is otherwise attributed to 
non-response. The time to completion is generally shorter than most other methods, 
and the cost of conducting telephone surveys is generally low. 
 
Dukta (1993) also lists a few disadvantages of using mail surveys. These include the 
fact that respondents may be difficult to reach over the telephone. Furthermore, 
telephone surveys often generate quick responses from the respondent, which limits 
the ability for in-depth thinking and reasoning. 

4.15.4 In-depth personal interviews 

Dahmström (1991) emphasises that personal interviews generally involve the 
interviewer scheduling a meeting with the respondent, and then heading off to meet 
the respondent at his or her workplace or home. The researcher then asks the 
respondent a predetermined set of questions. This can be done in either a structured or 
semi-structured manner. According to Jarrett (1996) the interviewer has the 
opportunity cover a list of topics with the amount of time being spent on each topic 
left to the interviewer when conducting semi-structure interviews. The semi-
structured base of the interview facilitates exploring unexpected issues and attitudes. 
 
Dahmström (1991) lists some of the advantages of using in-depth personal interviews. 
According to the author many complex and difficult questions can be explored. The 
technique also enables the researcher to use visual aides to help in the interview 
process. If the respondent has a hard time understanding the question, these problems 
can often be mitigated by having the researcher elaborate on the question. The 
researcher also has a greater possibility to ask probing questions than most 
quantitative research methodologies. It also enables the respondent to be anonymous 
if this is requested. Answers to open-ended questions are often much more elaborate 
and informative. Dukta (1993) agrees with many of Dahmström’s (1991) points and 
adds that further advantages include responses that otherwise would have been hard to 
acquire in front of a group of people are easier to acquire with personal interviews 
(sensitivity issues).  
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Dahmström (1991) also lists some of the disadvantages of using in-depth personal 
interviews. These include the fact that they are often expensive and take a long time, 
and that there is a risk that the researcher influences the responses from the 
respondent. Dahmström (1991) also chooses to point out that there is a risk for a “bias 
of prestige”, where the respondent answers in a certain way simply to maintain face. 
Dukta (1993) points out further disadvantages which include that fact that this method 
is probably the most costly of all research methods, the number of interviews 
completed is generally small, and the time to completion can be rather long. 

4.15.5 Online surveys 

An online survey is essentially the same as the before mentioned mail surveys, 
however it is conducted via the Internet or e-mail instead. (Evans and Mathur, 2005) 
 
According to Evans & Mathur (2005) many of the same advantages as regular mail 
surveys, including a few that are specific to online surveys. The cost of an online 
survey is generally very low per completed survey. Data can often easily be input, and 
the respondent can be guided through the survey (online surveys can have built in “go 
to” capabilities, minimising respondent confusion). Often, analysis can be carried out 
on a rolling basis using computer programs. 
 
Online surveys also have a few disadvantages that have been pointed out by Evans & 
Mathur (2005). The response rates for these types of surveys generally rather low, 
which often forces researchers to use large sample sizes. Online surveys have some 
credibility problems amongst respondents and can at times be seen as junk mail. 
Results from online surveys run the risk of being skewed due to the general 
demography of the users of the internet (young males are more likely to answer an 
online survey). 
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5 Empirical Study and Results 

 

This chapter describes the empirical work that was carried out in order to determine 

the best way of conducting research to determine both firm and consumer 

satisfaction. The chapter is split into two separate parts, a part that describes the 

work and results of the consumer satisfaction investigations, and a part that describes 

the work and results of the firms´ research methodology study. 

5.1 Firms research methodology study 

In order to determine which method of researching firms is the most appropriate for 
the Financial Ombudsman Service to use, we must understand what kind of 
information the organisation wants to find out from the firms, and which methods (if 
any) that they feel are appropriate to use. In order to gain this understanding, 
interviews with staff members were carried out, and information on the firms was 
gathered. The interviews included six staff members from executive management and 
twelve members of operational management. The results of these interviews were 
later analysed using the theoretical framework and influenced the suggested research 
method(s). The reason for interviewing both executive management and operational 
management was to establish whether the requirements between the management 
groups differed. 

5.1.1 Study of statistics and previous firm surveys 

A study of the previous firm survey, launched in 2003, was conducted in order to 
determine the strengths and weaknesses of this survey. The aim of this study was to 
determine which aspects of the previous survey could be carried forward in a new 
research methodology. The firms and their composition were also studied in order to 
understand their structures and the number of cases that they provide the Financial 
Ombudsman Service with.  

5.1.2 Interviews – Executive Management 

Executive management expressed a particular interest in understanding how smaller 
firms view the Financial Ombudsman Service. Questions that management felt were 
of interest to ask included if smaller firms were aware of the Financial Ombudsman’s 
services and processes. They were also interested in finding out if the smaller firms 
had confidence in their services. Managers pointed out that it would probably be 
easier to get in touch with the appropriate person, which is the person that knows of 
and works with the Financial Ombudsman, within the small firms to conduct a survey, 
as they have fewer employees.  
 
Executive management also highlighted the fact that it is very likely that different 
people within the firms will have different views on the Financial Ombudsman 
Service and its process. This is especially true for larger firms that have several 
separate complaint departments that deal separately with the organisation. A firm may 
have one complaint department that deals solely with banking complaints and another 
that deals solely with investment complaints. This could potentially be an interesting 
phenomenon to investigate.   
 
Executive management also spoke about possibly targeting different complaint 
departments within the larger firms with surveys. They were adamant about the fact 
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that a great deal of background work would have to be conducted in order for this to 
be achievable. This background work was essential in ensuring that the surveys went 
to the correct people within the firms. Not everyone within the complaints department 
has dealings with the Financial Ombudsman Service, and it is therefore essential to 
know which people have had dealings with the organisation and to what extent.  
 
They also expressed an interest in a future investigation to find answers to questions 
such as; how do firms view the Financial Ombudsman Service? Do firms respect the 
organisation’s decisions? Do they feel that the organisation is efficient? Do they 
recognise the Financial Ombudsman Service as an independent entity? Do they feel 
that that the organisation is adding value? 
 
One manager cited an example that if someone said that they were going to remove 
the court system, many people would have a problem with that, because they feel the 
court system adds value (even if they may not particularly enjoy using it). Would they 
feel the same if Financial Ombudsman Service would disappear? Do they feel that the 
Financial Ombudsman Service is an essential part of the financial community? Would 
the Financial Ombudsman Service be missed if it disappeared? 
 
The managers were also interested in discovering if there were any differences in 
opinion or perceptions of the organisation amongst firms who regularly have cases 
with the organisation compared to firms that have very few or no cases at the 
organisation at all. 
 
One manager was interested in possibly conducting two different surveys, one geared 
towards management within the firms and the other geared towards the complaints 
managers. The survey geared towards management would ask more general questions 
about their perceptions of the Financial Ombudsman Service, and the other survey 
would ask more business unit type and case specific questions. One manager also 
mentioned that the surveys could very well be conducted online. 
 
All of the interviewed staff members felt that future surveys should be conducted on a 
regular basis.  

5.1.3 Interviews – Operational Management 

Operational management highlighted that fact that the different departments within 
the firms will have different views of the Financial Ombudsman Service. This is 
inevitable due to the structure of the firms when it comes to complaint handling. 
Different complaints handling staff may have different views simply because they 
deal with different parts of the organisation. They may also be based in different parts 
of the country and have no contact with each other whatsoever, which might add to 
them having different perceptions.  
 
Hence a firm may have a complaint handling department in Birmingham and another 
one in London. It is very likely that these different complaint handling departments 
handle different types of complaints from one another. Due to this fact, the heads of 
the complaints offices in the different cities will probably have different views and 
experiences of the Financial Ombudsman Service. This needs to be considered when a 
research strategy is developed. 
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According to operational management this problem highlights the difficulty in 
sending out a quantitative survey to firms, as it can be difficult to get representative 
answers from the firms as a whole. Does one response from a single complaint 
handling department accurately represent the attitudes of other potential complaint 
handling departments?  
 
Operational management also mentioned that it may be irrelevant to send the survey 
higher up within a firm as the staff within upper management will probably not have 
had any significant contact the Financial Ombudsman Service and will therefore 
probably not be able to answer questions about case handling.  
 
Operational management also felt that there needs to be clear goals before a survey is 
carried out. Part of this would be to establish what exactly it was the organisation 
wanted to investigate with the surveys and also how to feedback the information from 
the surveys. Some of the managers felt that it was possibly more relevant to survey 
larger firms as they represent a majority of the business that the Financial 
Ombudsman Service receives. The managers were however determined about the fact 
that the smaller firms should not be forgotten in future firms surveys, as there is a 
substantial number of smaller firms that present the Service with business. The 
managers were for example interested in understanding whether or not the smaller 
firms understand Financial Ombudsman Service processes as well as the larger firms, 
and if not what can be done to improve their understanding of the Financial 
Ombudsman Service’s processes. 
 
In general the operational management were interested in the more qualitative aspects 
of future surveys, and requested that a new survey continue to provide them with 
qualitative information. They mentioned that they wanted to understand if firms 
experienced any particular difficulties with the organisation’s processes, and if ways 
of contact was carried out in their preferred method. 
 
The operational management has regular contact with firms if there are issues are 
raised that need discussing. Much of this contact transpires upon case specifics and is 
not necessarily general in nature. Although there are a number of ways to contact 
firms on a regular basis, a lot of ad-hoc contact is also made. Operational management 
also expressed an interest in trying to understand what the firms meant when they said 
that the organisation was inconsistent. This was an issue that many of the respondents 
felt were important to understand. 
 
In general, the operational management were interested in learning specific issues that 
firms had with their respective business units. They were not sure if this could be 
achieved through a general survey, such as the one that was conducted in 2003. 
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5.2 Consumer Satisfaction Study 

In order to determine appropriate indicators for a future consumer satisfaction survey, 
the following empirical research was conducted amongst Financial Ombudsman 
Service’s consumers.  

5.2.1 Preparatory work 

On 23 October, 2005 two focus groups with six Financial Ombudsman Service 
employees in each group were held. The employees were instructed to pretend they 
were consumers during the course of the focus group. The objectives of the session 
were twofold; firstly to investigate how the affinity diagram format met the author’s 
expectations in gathering useful information and secondly to receive feedback on the 
practicalities of how the focus groups should be conducted. The actual content of the 
discussion concerned what activities when dealing with the Financial Ombudsman 
Service affected consumer satisfaction. The specific question that was asked was 
“From your dealings with the Financial Ombudsman Service what activities do you 
consider to be critical when determining the overall level of you satisfaction?” 
 
Following completion of the focus groups and feedback from the employees, the 
affinity diagram question was rephrased somewhat and the moderator was instructed 
to take a more active role in leading the participants. After a short discussion about 
the session, the groups expressed that the affinity diagrams had been a good exercise 
and that they were appropriate to use with external consumers. 

5.2.2 London Focus Group  

On 28 September the first focus group was held. There were nine confirmed attendees 
on the day prior to the 28, however on the day of the event five cancelled and one 
attendee came in very late, leaving the authors with three attendees.  
 
The group consisted of two women and one man, all of whom had had dealings with 
the organisation and experienced different case outcomes. The authors moderated the 
focus groups, and the sessions were approximately two hours long. The groups started 
off with a short presentation of the moderators and the work that was being carried 
out at the Service. The moderators then presented the concept of affinity diagrams to 
the participants and described how the group would be conducted. 

5.2.3 London Group Results 

The main concern that consumers had was that they found the Service’s procedure to 
be too slow. They were unable to pinpoint any particular parts of the process that took 
excessively long, instead they felt that the overall process, from start to finish, took 
too long. The attendees felt that this highly affected their satisfaction. The second 
most important issue was that they were not convinced of the un-biasness of the 
organisation towards consumers. Their perception was that the Service is financed by 
the firms and therefore partial towards them. The affinity diagram can be seen in 
Appendix IV. 
 
The attendees expressed a wish to be kept more informed during the process (to 
receive clear and frequent information about the progress of their case). They felt that 
this had not always been accomplished and this therefore influenced their satisfaction. 
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5.2.4 Belfast Focus Group Results 

On 25 October, 2005 a focus group session was held at the Culloden Hotel in Belfast. 
A randomly selected sample of 181 consumers with closed and open cases was 
contacted and invited to the occasion. The sample was bound by a time restraint in 
order to reduce the sample population. Approximately 20% of the contacted sample 
showed an interest in participating; however the number of participants had to be 
restricted to 17 on a first come, first served basis due to resource restrictions.  
  
The attendees were randomly split into three sub-groups. One of the groups (3) did 
not want to use the affinity diagram format. In order to accommodate this group a 
more traditional focus group session was conducted with a set of backup moderator 
questions. The results of the groups can be seen below. 

5.2.5 Belfast Group 1  

The consumers felt that their lack of confidence in the system was the most important 
factor in determining their level satisfaction. The fact that an ombudsman and an 
adjudicator can have different opinions, and come to different conclusions was also 
thought to be a sign of inconsistency and decreased their confidence in the system. 
The fact that the process appeared to be slow also weighed in on the satisfaction with 
this group.  
 
The communication issue mainly concerned the amount, frequency and accuracy of 
the information they had or had not received. Participants indicated that more updates 
would be preferable. Politeness and contact was thought to have been good and 
affected satisfaction positively (relates to public relations theme). The affinity 
diagram can be seen in Appendix V. 

5.2.6 Belfast Group 2 

The most important theme in this group concerned the outcome and the awards 
(compensation/redress) of the outcome. Participants felt that the amounts paid out 
were small in comparison to the amount of work put in. The outcome of the case was 
also thought of having a heavy influence upon satisfaction. The second most 
important theme was the adjudication theme. The consumers thought that several 
adjudicators should be involved in cases in order to get a more objective view over it. 
The consumers felt that the perceived level of investigation affected their level of 
satisfaction.  
 
The final theme was the process theme. Participants felt that the length of the process 
and the amount of information they received during the process affected their level of 
satisfaction. If the process took a long time and they received little information, the 
participants felt this would negatively impact their satisfaction. The affinity diagram 
can be seen in Appendix VI. 

5.2.7 Belfast Group 3  

Many of the issues that were raised during this session concerned the time and 
professionalism of Financial Ombudsman Service staff. The consumers did not feel 
confident that the staff knew what they were doing, and they felt that they could not 
gauge the objectivity of the case handler. The participants also felt that they little 
indication was given as to which process/stage their case was at. Letters of apology 
were regarded as satisfactory, although they would rather have received greater details 
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of how their case was progressing or information on what would be happening next 
and when.  
 
They all felt that a lot of the questions they had raised were not sufficiently addressed 
or ignored in the answers provided from the case handler. They felt that some of these 
points were of the utmost importance, yet had still not been addressed by the case 
handler. They felt that the Service was biased towards the firms, especially when 
considering how the organisation is financed. A comment summary can be seen in 
Appendix VII. 

5.2.8 Manchester Focus Group Results 

On 5 December, 2005 three focus groups were held at the Gardens Hotel in 
Manchester. A bound sample was chosen depending on their case closure date which 
rendered approximately 300 invitations were sent out with a 20% response rate and 24 
consumers were invited to come to the event. The attendees were split into three 
equally sized groups with eight consumers in each. Two of the groups were comprised 
of mortgage endowment consumers and the other contained business as usual 
consumers.  

5.2.9 Manchester Group 1 

This group regarded the impartiality of the Financial Ombudsman Service as the most 
important determinant of satisfaction. They felt that the amount of reasoning and 
explanation of why a certain viewpoint was taken in the outcome influenced this 
theme.  
 
Timeliness and all its aspects were found to be an issue. The participants felt that the 
entire process took too long, and they were not made aware of how long the process 
would take. The helpfulness and professionalism of staff had to do with receiving a 
prompt response, frequent and useful information and reassurance that the case 
handler understood the case and addressed the case issues.  
 
Information about what the Financial Ombudsman Service can and cannot do was 
also thought to be of importance in establishing levels of satisfaction. The outcome of 
the case was also thought to be of importance when determining satisfaction. The 
affinity diagram can be seen in Appendix VIII.   

5.2.10 Manchester Group 2  

The second mortgage endowment group had four main themes that influenced their 
level of satisfaction. Being able to explain their complaint more thoroughly and being 
reassured that the case handler understands their complaint was thought to be of most 
importance. The conclusion and explanation of the final outcome was also thought to 
be important. The participants felt that the decisions received were not explained well 
enough, and they also felt that the outcome depended heavily on the complainant’s 
ability to bring forth evidence. 
 
Method and tone of conversation was considered to be third most important. The 
attendees thought that the politeness and ease of talking to staff was an important 
determinant of satisfaction. Timeliness was again brought up as an important issue. 
The participants felt that there should be clear timescales in order to manage their 
expectations. The affinity diagram can be seen in Appendix IX.  
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5.2.11 Manchester Group 3 

This group considered staff knowledge to be the most important determinant of 
satisfaction. This concerned the case handlers understanding of the complaint and the 
handlers covering of all the points that the consumer has raised. Information 
concerned the fact that the consumers felt left like they were being kept “out of loop” 
in terms of what to expect during the process, both regarding time issues and general 
activities.  
 
Written communication had to do with the responsiveness, methods of 
communication, letters of apology and lost documentation. They felt that case 
handlers should be quick to respond to matters that are being put forth and also use 
different methods of communication.  
 
The level of professionalism experienced by consumers was also of importance. 
Outcome was an issue that was raised once again, which is of no real surprise. But not 
only the fact that they wanted a satisfactory outcome was touched upon, but also that 
above all it should be fair and impartial. The affinity diagram can be seen in Appendix 
X. 

5.2.12 Results from focus groups in Birmingham 

On 6 December, 2005 three focus group sessions were held in Birmingham. One 
group consisted of consumers with mortgage endowment complaints, one consisted of 
consumers with business as usual complaints and the final group had a mixture of 
both. Approximately 300 complainants were invited and 26 people came to the event. 
Two groups of eight and one of ten were held.  

5.2.13 Birmingham Group 1   

This group considered the award and outcome theme as the most important when 
determining their level of satisfaction. Understanding the issue was the second most 
important theme and had to do with the case handler’s understanding of the problem.  
 
The third most important issue was the clarity of rules and timing which had to do 
with the clarity of Financial Ombudsman Service jurisdiction and how the timeliness 
of the service was experienced. Keeping the client in the picture was thought to be the 
fourth most important and touched upon both the timeliness of service and also being 
kept in touch. The fifth issue concerned the lack of control that the organisation has 
over the industry and highlights some of the misconceptions concerning the 
organisation’s powers. The affinity diagram can be seen in Appendix XI. 

5.2.14 Birmingham Group 2  

The consumers in this group felt that the process was unfair and favoured the firms. 
The regularity of communication, the method used and the response times were 
important to the consumers. Receiving well written letters and promises from the case 
handler being kept also influenced their satisfaction. The outcome was also 
considered important in determining satisfaction.  
 
The consumers felt that the forms were difficult to understand and fill in, and that this 
affected their satisfaction. The powers and working procedure of the ombudsman was 
also raised as a concern for the consumers. They felt we had too little power over the 
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firms, and this made them unsure of Financial Ombudsman processes. The affinity 
diagram can be seen in Appendix XII. 

5.2.15 Birmingham Group 3  

The complainants in the third group did not feel like participating in the suggested 
format which prompted a change to a more traditional focus group format. 
 
The case handler’s understanding of the complaint was again raised as an important 
issue. They were not fully convinced that the Service understood their complaints and 
took them seriously enough. All of the complainants were in agreement that regular 
communication was of importance. They also felt that it was important to receive a 
clear outcome. 
 
Timeliness was also brought up as a determinant of satisfaction. They were in general 
pretty happy with the time taken but would have appreciated some indication at an 
earlier stage of how long the different parts of the process would take. Staff politeness 
was viewed as being of fifth most importance. The affinity diagram can be seen in 
Appendix XIII. 

5.2.16 Previous Consumer Satisfaction (CSS) Results 

When trying to establish new indicators the authors felt that it was important to 
investigate the current CSS results. The current CSS includes a qualitative open-ended 
question that allow consumers to feedback important matters that they fell have not 
been addressed in the survey. The comments are then classified when inputted 
(classification in Appendix III). The classifications are approximately 40 and split by 
positive and negative comments when entered. Summarizing comments from the last 
nine months surveys, both positive and negative and presenting them in a Pareto 
diagram results in the results below and the diagram in Appendix XIV. 
 

1. Time 
2. Contact 
3. Bias/impartiality 
(4) Other issues 
4. Compensation 
5. Power 
6. Jurisdiction 
7. Investigation 
8. Employ more staff 
9. Staff issues 
10. Correspondence 
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6 Analysis 

This chapter describes the analysis conducted upon the empirical findings and 

theoretical framework. The analysis follows the same three steps as the previous 

chapter, firm research study, consumer satisfaction study and finally balanced 

scorecard. 
 

6.1 Firms research methodology study 

In order to determine which research methodologies are appropriate for the Financial 
Ombudsman Service to use, we must analyse the possible methodologies using what 
was learned during the empirical study and in the theoretical framework. Each 
methodology is analysed separately, and at the end of this section suggestions for 
determining firm satisfaction are presented. These suggestions take into consideration 
the analysis carried out in 6.1.1 to 6.1.5 as well as the empirical study. 

6.1.1 Mail surveys 

According to Dahmström (2001) mail surveys are commonly used to survey 
populations. Mail surveys are one of the research methodologies that has the most 
credibility amongst respondents (it is often taken seriously). Given the fact that mail 
surveys are also relatively cheap to conduct and can be conducted over large 
geographical areas they are ideal for reaching many of the firms that fall under 
Financial Ombudsman Service jurisdiction. The surveys can also be targeted towards 
specific parts of the population if particular areas are of interest. 
 
When the range and detail of the questions that the Financial Ombudsman Service 
wishes to ask are considered, using a mail survey to accomplish these goals is 
appropriate. This is confirmed by Dahmström (2001) who points out that surveys 
present the researcher with the possibility of asking many different types of questions. 
Mail surveys are, however generally quantitative in nature and it will be difficult to 
use this type of survey to conduct qualitative investigations. 

6.1.2 Focus groups 

Threfall (1999) asserts that focus groups allow for a dynamic transmission of ideas 
and meaningful information between people. This could make them a powerful 
approach when it comes to understanding how firm representatives view the Financial 
Ombudsman Service. They are an opportunity to see how firm representatives interact 
with each other and in what areas they agree and disagree when it comes to how they 
view the services received. The results of focus group sessions can therefore be useful 
to the organisation, and satisfy the needs of both operational and executive 
management. While Dukta (1993) felt negatively about the fact that the data gathered 
during focus group sessions is often only of a qualitative nature, this is not a concern 
for the Financial Ombudsman Service as many of the interviewed staff were 
particularly interested in receiving qualitative data. Focus groups can also be used in a 
targeted fashion, which should satisfy the needs of management. 

6.1.3 Telephone surveys 

Although telephone surveys, according to Dukta (1993), do have many advantages 
when it comes to gathering information quickly, the way they are conducted makes 
them inappropriate for the Financial Ombudsman Service to use. Many of the 
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questions that the organisation wishes to probe are of a nature that requires a longer 
thought process from the respondent. Dukta (1993) highlights that telephone surveys 
generally involve getting quick answers from the respondent, limiting their ability to 
reason and think in-depth. This fact is very limiting as management is interested in 
qualitative data and this may not be as complete if telephone surveys are conducted.  

6.1.4 In-depth personal interviews 

Dahmström (1991) asserts that in-depth interviews have the advantage of enabling the 
respondent to answer questions of a complex nature. They will take longer to conduct, 
but generally provide useful information. This methodology represents an appropriate 
way of gaining an understanding of what firms feel about the organisation’s services. 
It will also give them an opportunity to talk about any problems that they have had 
with the Service. In-depth interviews are also a relatively flexible format and can be 
used to satisfy many of the needs that management has. Dukta (1993) has pointed out 
that this research method is probably the most costly of all research methodologies, 
and this must be considered before any research is undertaken. If the same data can be 
gathered by using a cheaper research methodology it may be more appropriate to 
choose that methodology. 

6.1.5 Online surveys 

Online surveys provide an interesting alternative to a regular mail survey, and the 
possible use of these surveys should be explored. Evans & Mathur (2005) highlight 
the fact that online surveys have the advantage of being cheap to use. This would be 
an advantage to the Financial Ombudsman Service as management is interested in 
conducting many different types of surveys. However, Evans & Mathur also showed 
that a disadvantage of using online surveys is that their response rates tend to be very 
low. This fact makes this method unviable for some of the smaller surveys that the 
Financial Ombudsman Service may wish to conduct, as they may be targeting very 
small parts of the population and may need a decent response rate to receive reliable 
results.  It may however still be viable for large scale research. 

6.1.6 Recommendations for future firm research 

Having considered the analysis of the research methodologies, the authors 
recommend that the Financial Ombudsman Service conducts research in the following 
manner. The organisation should use a two pronged research approach that utilises 
both qualitative studies and quantitative surveys. This will provide an extensive range 
of useable research information and should satisfy the needs of management. 
 
More specifically, the authors recommend that the organisation conducts a general 
firm mail survey every other year. The survey should be sent out to a selected sample 
of firms that have had cases with the organisation during the past year. This survey 
should be no more than three pages long and contain both quantitative and open-
ended (qualitative) questions.  
 
In addition to the general survey, it is recommended that the organisation conducts 
targeted surveys that focus on specific areas of interest. The authors therefore suggest 
that one or two targeted surveys should be conducted every year. These surveys can 
be quantitative or qualitative in nature and cover areas that different parts of the 
business are interested in investigating. Possible surveys that could be conducted 
include a survey of small firms, a survey to firms’ finance departments, a survey of 
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management or industry specific surveys. The Financial Ombudsman Service can 
choose between focus-groups, mail surveys, and in-depth interviews when conducting 
targeted studies. A combination of these methodologies can also be used.  
 
By using both a quantitative and qualitative research approach the Service can better 
understand which factors underpin firms’ satisfaction, which will provide a solid basis 
for continuous improvement. This research approach will also meet many of the 
requirements that management have expressed during the empirical research. 

6.2 Consumer satisfaction analysis 

The purpose of the research regarding consumer satisfaction was to establish key 
leading indicators for the organisation. There should preferably be a small number of 
indicators that are high level in character and reflect the organisation’s aims and 
consumer opinions. The indicators are to act as a common set of guidelines 
throughout the organisation.  

6.3 Analysis of the focus group results 

After having conducted ten focus groups the authors believe that a sufficient set of 
opinion data has been gathered in order to distinguish themes and establish indicators 
that represent the most important consumer issues. The authors were however faced 
with a problem when analysing the results of the themes from the affinity diagrams. 
The themes are worded differently from one another, despite the fact that they might 
be referring to the same issue. It is however not surprising that this happened as 
services are harder to define and explain than tangible products. This fact has 
previously been highlighted by Bergman & Klefsjö (2001)  
 
The focus group results will be analysed using Zeithaml et al’s (1990) quality 
dimension definitions. They will then be rephrased in terms of what the consumers 
thought and what the corporate aims state. If the five most recent dimensions created 
by Zeithaml et al (1990) are not sufficient during the analysis (due to the breadth of 
the supplied comments), the ten older dimensions will be considered.  

6.3.1 Tangibles 

Due to the way the Financial Ombudsman Service conducts its business, it is rare that 
consumers physically meet anyone or see it offices. The only physical exchange that 
takes place with the consumer is via correspondence and interaction over the 
webpage. The consumers have often mentioned that the method of communication, 
frequency and also the content are critical to determining their satisfaction. Whether 
or not the webpage could be used as a suitable indicator is discussable. It is without a 
doubt an important part of the service that the organisation provides, but its nature is 
not high level enough for it to be a leading indicator. As Zeithaml et al (1990) 
mention, this dimension involves what the customer can see and react to, which 
indicates that the indicator for this dimension should contain the content and ways of 
communication.  

6.3.2 Reliability 

The service that the Financial Ombudsman Service provides is seldom used twice by 
consumers. This makes it extremely difficult for consumers to judge the organisation 
on its merits of consistency and reliability. According to Zeithaml et al (1990) 
reliability is about keeping promises and delivering upon what you have set out to do. 
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The organisation asserts that it is fair and unbiased when dealing with cases, a view 
that the consumers seem to differ with. One could however argue that this is difficult 
for the consumers to judge, as they have only had one case with the organisation. 
Despite this fact it is fairly clear that the issue of being fair and unbiased is important 
to both the consumers and the organisation. Therefore, this issue is suitable as an 
indicator. 

6.3.3 Responsiveness 

The service that the organisation provides is rather complex and time-consuming in 
terms of the correspondence that has to be sent between the consumer and the firm. 
This dimension entails the time involved to receive the service in question and the 
readiness to provide that service (Zeithaml et al, 1990). This was one the most 
frequently raised issues during the focus groups. According to Zeithaml et al (1990) 
one of the key characteristics of this dimension involves delivering the service and 
helping the customer as swiftly as possible. The consumers expressed that this was an 
important determinant of satisfaction. The authors suggest that timeliness is used as 
indicator, as both the theoretical framework and empirical evidence would seem to 
support this fact. 

6.3.4 Assurance 

Traditionally, this dimension includes competence, courtesy, credibility and security. 
It involves showing respect and care towards the customer, but also inspiring trust and 
credibility (Zeithaml et al, 1985). Being able to reassure consumers that the Service 
and its employees have sufficient competence is important and has to be addressed in 
order to improve the overall level of satisfaction. The consumers mentioned that if the 
employees did not as promised, used jargon or were impolite this would negatively 
influence their satisfaction with the service. The indicator that the authors suggest 
could encompass these concerns is the competence and professionalism of staff.  

6.3.5 Empathy 

Knowing your customer, showing them that you know what they are talking about 
and consequently informing them in a language that they can understand is essential 
part of this dimension (Zeithaml et al, 1990). The consumers expressed that how they 
were treated by the organisation was important to them. This includes issues such as 
how technical the language used in letters is, and if the consumer feels that they are 
not being treated like the laymen they are. The Service has to become better in 
listening to the customer and communicating in a way that gives them reassurance 
that they are understood. Failure to do so will most likely lead to even less satisfied 
customers. Having considered these facts, an indicator would relate to both the 
understanding of the Service and the communication that takes place between it and 
the consumers. 

6.4 Analysing the satisfaction survey comments 

Considering the results from the previous CSS comments in the Pareto diagram of 
appendix XIV, it becomes fairly clear that the consumers have a number of issues 
with the Financial Ombudsman Service that can be grouped together. One has to bear 
in mind that these comments are often written by a certain type of consumer, and that 
they therefore may not be representative of the entire population. By considering the 
results from the top ten issues and relating them to the discussion above the authors 
should be able to indicate which indicators are of relevance; 
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1. Time 
The consumers commented on timeliness in many surveys. This is stresses the 
importance of this issue and confirms the findings of the focus groups. It strengthens 
the assertion that timeliness is an important issue and should be prioritised. 
 

2. Contact 
The contact issue includes many sub-issues of importance such as frequency of 
contact, method and content. These issues were mentioned frequently in the survey, 
which lends credence to the fact that it is an issue of importance to consumers. This 
assertion strengthens the previously established indicator that covers the indicator for 
content and ways of communication. 
 

3. Bias / impartiality 
Bias and impartiality was also frequently raised during the focus groups. This is 
without a doubt an important issue and confirms the indicator fairness and un-biasness 
of the Financial Ombudsman Service. 
 

4. Compensation 
This issue was not raised to a great extent in the groups, even though it may seem like 
a natural issue to prioritise from the consumer point of view. Providing the consumer 
with higher compensation hardly seems like a leading indicator and is not 
recommended. 
 

5. Power 
The power issue was an issue that stood out once the groups had been completed. This 
issue relates to the organisation’s authority to punish firms. The impression from 
many of the groups was that there was a lack of understanding of the Financial 
Ombudsman Service’s authority and powers. As power seems to influence 
satisfaction it should be in the organisation’s interest to track this issue by using it as 
an indicator. 
  

6. Jurisdiction 
Issues about jurisdiction were raised during the groups as well, but were closely 
related to the power issue. The jurisdiction and power issues are closely related to 
each other in the sense that they both concern information to the consumer. This 
matter is also out of the Service’s control, however responsibility for informing the 
consumer lies with the Service and is therefore important. The authors suggest that a 
combined indicator could be used to capture both of these issues. 
 

7. Investigation 
The investigation issue was discussed during the focus group sessions. This issue 
relates to the fact that some consumers are sceptical about the way their cases have 
been handled. Consumers felt they did not get enough reassurance that the Service did 
what it could and covered all of the issues in their case. As this issue concerns how 
the consumers perceive the competence of the Service, it is relevant to include in a set 
of indicators. The authors suggest that the investigation issue be incorporated in the 
competence of staff indicator. 
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8. Employ more staff 
Employ more staff can be related to several factors, but mostly relates to the fact that 
the organisation’s process appears to be too slow to the consumers due to a shortage 
of staff. This issue could be encompassed by the previously suggested timeliness 
indicator. 

 
9. Staff issues 

This issue was also raised during the focus groups and relates to the competence and 
professionalism of Financial Ombudsman Service staff. These issues should be 
covered by the indicator about professionalism and competence of staff. 
 

10. Correspondence 
As with the issue about employing more staff this is also an issue which becomes a bit 
ambiguous considering the previous contact issue. It is therefore assumed that this 
issue falls under the same category as contact and thus the indicator of 
communication.  

6.5 Creation of leading indicators 

To establish leading indicators for the Financial Ombudsman Service the authors 
considered the issues that the consumers raised via the focus groups and the current 
survey. It is also important to relate the indicators to the aims of the Financial 
Ombudsman Service, for instance even though the consumers might think that 
timeliness is very import, the Service might not prioritise that factor. The aims of the 
Service can be summarised in a few key words that relate to the understanding of 
customer satisfaction; 
 
� Fair, impartial and consistent service 
� Authoritative and persuasive in outcomes 
� Accessible with high standards  
� Well trained staff 
� Efficient 
� Be open about its work and governance, and ensure stakeholders understand its 

role  
 
By considering the corporate aims and relating them to the analysis, seven high level 
indicators have been established that highlight what the authors suggest the Financial 
Ombudsman Service should measure. In order to choose the appropriate indicators a 
discussion was held to establish which themes covered the corporate aims. The 
authors judged that the following indicators cover all of the corporate aims, which 
makes it redundant to include any additional indicators.  
 
1. The timeliness of the Financial Ombudsman Service 
Many of the Service’s customers find that the process takes too long, which is 
confirmed in the qualitative comments that are gathered in the current survey. If the 
Service is to be perceived as efficient and effective this is an issue that should 
measure. 
 
2. The impartiality and fairness of the Financial Ombudsman Service 
The consumers did not initially perceive the Service to be unbiased and fair. This has 
been confirmed in the survey comments as well. To be regarded as fair and impartial 
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is one of the Service’s aims, which lends credence to the fact that this needs to be 
measured. 
  
3. The competence and professionalism of the Financial Ombudsman Service 

staff 
Issues concerning staff and the professionalism of staff have been mentioned by the 
groups and in the comments. As the Service wants consumers to look upon them as an 
organisation with high standards and well trained staff this should be an indicator that 
can chart progress towards that goal. 
 

4. The communication with the Financial Ombudsman Service 
It seems clear when listening to the consumers that the ways, frequency, and content 
of communication with the Service influence their satisfaction. This was also 
addressed up in the survey comments and should therefore be included as an 
indicator. 
 
5. The authorities and power of the Financial Ombudsman Service 
Many consumers did do not fully understand the power and authorities of the Service. 
Had this perception been different then maybe the level of consumer satisfaction 
would be different. Also in the comments the issue of power is raised.  
 
6. The role of the Financial Ombudsman Service 
There seems to be a misconception of the authority that the Service has but also of the 
role that it plays. Many of the consumers thought of the Service as a consumer 
champion, something that is not true. This indicator is related to the preceding 
indicator, but is nonetheless important to measure separately. It is important in terms 
of investigating if the Service is doing enough to inform consumers about their role in 
the financial community. Informing consumers about their role is also a part of the 
corporate aims. 
 
7. The overall satisfaction with the Financial Ombudsman Service 
This indicator is important to include in the key driver analysis that can be conducted 
on the consumer survey questions and indicators. This is also an overall indicator of 
satisfaction that the consumers have with the Service. 
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6.6 Balanced Scorecard Analysis 

In this section, each of the perspectives of the traditional balanced scorecard, non-
profit scorecard and public sector scorecards will be analysed. The analysis is carried 
out against the aims of the Financial Ombudsman Service and the unique relationship 
it has with its stakeholders. This is done to highlight the weaknesses and strengths of 
these perspectives and will form a basis to determine which perspectives are 
appropriate for the Financial Ombudsman Service to use. Based on this analysis a 
new, tailor-made scorecard will be created that suits the needs of the organisation.  

6.6.1 The traditional balanced scorecard 

When Kaplan & Norton created the “traditional” balanced scorecard in 1992 they 
created it using four main perspectives, all of which have been discussed in the 
chapter containing the theoretical framework.  

6.6.2 The customer perspective 

Kaplan & Norton (1992) highlight that mission statements often focus on the 
customer, and being customer focused has therefore become of increasing priority. 
The customer perspective is usually used to highlight customer concerns such as time, 
quality and performance. All of these concerns are critical to the Financial 
Ombudsman Service and represent areas that the organisation is continually trying to 
improve.  
 
The customer perspective is however not ideal for the Service in its present shape as it 
focuses on a customer with which one has a financial relationship. If the organisation 
wants to use this perspective within the framework of the traditional balanced 
scorecard, it needs to be changed. As previously highlighted, the organisation has two 
direct customers, the firms and the consumers. The organisation states clearly in its 
aims that it wishes to provide both firms and customers a good service. Although they 
are both customers to the Financial Ombudsman Service, they are vastly different 
from one another. They consist of private consumers with a single case at the Service 
and firms that may potentially have several hundred cases with the organisation at one 
time.  
 
These differences cast doubts as to whether or not a single perspective can be focused 
enough on both customers and at the same time keep the scorecard in balance. For 
example, whilst the organisation wishes to provide a good service to both consumers 
and firms, it is also going to continue carrying out many liaison activities with firms 
aimed at reducing the inflow of complaints. Both of these activities could conceivably 
be measured in many different ways, and there may be too many measures required 
for management to reasonably consider and understand. Seeing as the Financial 
Ombudsman Service strives to be fair and unbiased, it may instead be more 
appropriate to place the needs of these customers in separate perspectives. This will 
enable the organisation to contrast the two perspectives against each other, providing 
a greater understanding of the actions that must be undertaken to ensure that that both 
of these customers remain satisfied.  

6.6.3 The financial perspective 

The financial perspective traditionally contains measures that indicate if an 
organisation is reaching the bottom line results that it requires to satisfy its 
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shareholders (Kaplan & Norton, 1992). This initial statement represents a problem for 
the Service as it does not have any shareholders. The Financial Ombudsman Service 
does however have stakeholders, though none of these stakeholders are interested in 
financial return. Therefore, many of the measures that are often tailored to the needs 
of shareholders within the financial perspective are not of interest to use. Although it 
is obviously of importance for the organisation to maintain financial discipline, these 
considerations may be better off placed in a different perspective altogether. 

6.6.4 Internal process perspective 

Kaplan & Norton (1992) highlight that organisations should also strive to identify and 
measure their core competences and critical technologies so that they maintain market 
leadership. To achieve goals for cycle time, quality, productivity, and cost, managers 
must construct measures that are influenced by employees’ actions.  
 
The internal process perspective can be used to ensure that the organisation’s 
processes are working efficiently and in accordance with its goals. Many of the 
classical measures such as productivity and quality can be used to ensure that the 
organisation is meeting its objectives. This perspective can be used to ensure that the 
Service is living up to its aim of being efficient, effective and flexible. It can also be 
used to ensure that it is making good use of technology, and measure that 
improvement efforts to its processes and productivity are having an affect. It may 
even be sound to include some financial measures in the internal business perspective, 
seeing as the traditional financial perspective has been ruled out.  
 
The objectives in the internal process perspective should therefore be aligned to the 
Service’s overarching goals and visions, instead of being aligned to increasing 
financial returns as Kaplan & Norton (1992) recommend for the traditional scorecard.  

6.6.5 Learning and growth perspective 

Kaplan & Norton (1992) contend that it is only through the ability to launch new 
products, create more value for customers and improve operating efficiencies that a 
company can penetrate new markets and increase revenues and margins. Once again, 
it is very obvious by reading the initial definition of this perspective that the 
traditional scorecard focuses heavily upon financial returns. Kaplan & Norton assert 
that the learning and growth perspective should be used to ensure that organisation 
commits adequate resources to ensuring that a foundation for future financial returns 
is constructed.  
 
This focus on financial returns must be removed from the scorecard in order to ensure 
that the Service’s objectives are properly aligned to the organisation’s mission. The 
Financial Ombudsman Service is counter to what Kaplan & Norton (1992) state about 
increasing revenues not interested in seeing revenues rise through an increased 
number of complaints. Instead, it actively works to reduce the number of complaints 
coming into the organisation. The learning and growth perspective can still be used to 
ensure that the organisation continues to develop and evolve in order to meet any 
challenges that may present themselves in the future. It can be used to monitor the 
organisation’s recruitment, training efforts, staff skills, and ensure that there is a 
positive working environment within the organisation. Measuring these factors 
ensures that staff are well trained and highly motivated. 
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6.6.6 Summary analysis 

The traditional balanced scorecard has many deficiencies when it is applied to the 
Financial Ombudsman Service. Although Kaplan & Norton (1992) claim that the 
scorecard is balanced, there is a clear focus on financial returns. This makes overall 
implementation of this scorecard within the Service difficult. Kaplan & Norton (1996) 
also place the financial perspective at the top of the scorecard hierarchy to denote its 
importance. This further emphasises financial returns and shows that it is 
inappropriate for the Service to use the balanced scorecard in its original form. By 
considering the analysis, the following perspectives seem plausible, inappropriate or 
appropriate to use in the balanced scorecard. 
  

• Customer perspective:  Plausible, but needs to be changed 
• Financial perspective:  Inappropriate to use 
• Internal process perspective: Appropriate to use, but should not be aligned to

    financial success. 
• Learning and growth:  Appropriate to use, but should not be aligned to 

    financial success. 
 



 

Chapter 6 - Analysis 

-49- 

6.7 The Balanced Scorecard for Non-Profit Organisations 

According to Kaplan & Norton (2001) a key criticism of the traditional balanced 
scorecard is that non-profit organisations do not strive for financial success. Kaplan & 
Norton (2001) have suggested that in order to remedy this problem, the organisation’s 
mission can be placed on top of the scorecard, and the scorecard perspectives can be 
aligned to fulfil that mission. This approach is more in line with what one would hope 
to apply to the Financial Ombudsman Service.  

6.7.1 The financial donor perspective 

The financial donor perspective of the scorecard should answer the question “If we 
succeed, how will we look to our financial donors?” Kaplan & Norton (2001) define a 
financial donor as a person or organisation that gives money to another organisation 
for the benefit of others. The financial donors do not use the service that they are 
paying for.  
 
This is interesting as the Service’s “donors” have to pay for the service that they 
receive. In fact, they pay for the consumer as well. When one considers this fact it 
immediately becomes clear that calling the firms donors is somewhat erroneous, as it 
may inaccurately portray the firms and skew the scorecard.  
 
This perspective could be useful if it instead is used to gauge the satisfaction of the 
firms, providing that consideration is given to the fact that they finance the Service. It 
could also be used to monitor how the many meetings and liaison activities that take 
place between the organisation and firms affect how the Service can accomplish its 
overall mission. This perspective could then conceivably be weighed against a 
perspective tailor-made for the consumers. 

6.7.2 Customer perspective 

The customer perspective answers the question “To achieve our vision, how must we 
look to our customers?” (Kaplan & Norton, 2001). It is easy to quickly come to the 
conclusion that this perspective could be used for the consumers that use the Financial 
Ombudsman Service, however one must keep in mind that the firms are also 
customers with the organisation. It is more appropriate to separate these two types of 
customers and place them in separate perspectives, as discussed in the analysis of the 
traditional scorecard.  

6.7.3 Internal process perspective 

The internal process perspective answers the question “To satisfy our customers, 
financial donors and reach our mission, what business processes must we excel at?” 
(Kaplan & Norton, 2001). It is not considered a driver of financial performance; 
instead it is aligned to the organisation’s overall mission. This perspective is 
appropriate for the Service to use as it can help ensure that the organisation continues 
to be efficient, effective and flexible. It is also appropriate to use in order to monitor 
quality within the organisation, and ensure that organisational continuous 
improvements are taking place. 
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6.7.4 Learning and growth perspective 

The learning and growth perspective of this scorecard answers the question “To 
achieve our vision, how must our people learn, communicate and work together?” 
(Kaplan & Norton, 2001) This perspective is also essentially the same as the 
perspective in the traditional balanced scorecard, however in this scorecard it is 
aligned to the organisation’s mission. This perspective can therefore be possible to 
use to ensure that the Service continues to facilitate organisational learning and 
growth. 

6.7.5 Summary analysis 

The scorecard for non-profit organisations is more appropriate to use for the Service 
than the traditional scorecard. This scorecard’s perspectives and recommended 
measures are more aligned to the organisation’s overall mission, however the 
scorecard is not perfect.  

 
• Financial donor perspective:   Plausible, but needs to be changed. 
• Customer perspective:   Plausible, but needs to be changed. 
• Internal process perspective:   Appropriate 
• Learning and growth perspective:  Appropriate 
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6.8 The public sector scorecard 

Kaplan & Norton (2001) also suggest a framework for a balanced scorecard geared 
towards public sector or government agency organisations. This scorecard contains 
three new perspectives and the internal process and learning and growth perspectives. 
The internal process and learning and growth perspectives will however not be 
analysed as they are virtually identical to corresponding perspectives in the non-profit 
scorecard. 

6.8.1 Cost incurred perspective  

Kaplan & Norton (2001) state that cost incurred perspective places an emphasis on 
operational efficiency. The organisation should place the costs that the organisation 
has internally in this perspective, as well as any social costs that it places on the 
outside world. This perspective is aligned to the overall mission of the organisation, 
which makes it more appropriate for the Service to use. The perspective can be used 
to ensure that the organisation is working in a cost effective manner. According to 
Kaplan & Norton the organisation should strive to minimize these internal and 
external costs, and still perform its mission adequately. This is well in line with the 
Service’s overall aims.  

6.8.2 Value created perspective 

This perspective focuses on the benefits that the organisation provides to the public. 
Kaplan & Norton (2001) have shown that this perspective is hardest to quantify. It 
could possibly be used to establish if the organisation is helping to improve the 
confidence in the financial services industry. This is however not the main focus of 
the organisation, and it is therefore harder to confirm. Being a dispute resolution 
service also means that it is harder to see which one of the stakeholders the 
organisation is attempting to satisfy by adopting this perspective. The authors 
recommend that  this perspective not be used. 

6.8.3 Legitimising support perspective: 

This perspective sets a focus on the financial donors to the organisation. It is 
important for public sector organisations to meet the goals and standards set by their 
donor organisations and this perspective is in place to ensure these goals are reached. 
The problem with this perspective is the fact that the firms who fund the organisation, 
do not create the legislature that enables it to exist. This is done by politicians. 
Focusing on the firms would therefore be misleading, instead the focus must be 
placed upon the political infrastructure and the FSA. If the perspective is realigned in 
this manner it becomes very much like the value created perspective, but with a focus 
on showing the value it creates to legislature and regulatory bodies. It could then 
conceivably be used to monitor how the Service ensures that it is open about its work 
and governance. Further uses include measuring the different exchange of information 
and activities that ensure the stakeholders of the organisation have confidence in its 
work and understand its role. These two perspectives could conceivably be combined 
to create a perspective that more accurately portrays the needs of the organisation. 
 
Cost incurred perspective:  Appropriate 
Value created perspective:  Not appropriate 
Legitimising support perspective:  Plausible, needs to be adjusted 
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6.9 Suggested balanced scorecard 

In the preceding analysis the internal process, cost incurred and learning and growth 
perspectives were deemed appropriate for the Service to use. These perspectives and 
the corporate plan were then considered when developing a tailor made scorecard for 
the Financial Ombudsman Service. 

6.9.1 Financial & Cost incurred perspective: 

Both of the perspectives that focus on financial efficiency and effectiveness were 
thought to be suitable for the Financial Service to use. The perspectives are, at a 
glance, very similar one another. When Kaplan & Norton’s (2001) thoughts are 
considered, it becomes clear that there is a certain difference between the 
perspectives’ relationship to the organisational mission. As Kaplan & Norton 
mention, the financial perspective is focused on bottom-line results and rewarding 
shareholders through returns and stock price increases.  
 
The cost incurred perspective on the other hand focuses on being as financially 
efficient as possible in order to prove usefulness toward stakeholders. The Service is 
an involuntarily cost to firms, but it does provide a useful service to those firms. As 
mentioned previously, the only alternative to the service that the organisation provides 
is the court system, which is both a costly and time-consuming avenue to use. 
 
This perspective should not be considered a mere financial perspective, instead it is a 
perspective that reflects the usefulness of the organisation to its stakeholders. The 
authors therefore suggest that the cost incurred perspective is used to ensure financial 
efficiency. The wording “cost incurred” has an added bonus as it sends a message to 
the employees. They should view their service as a cost that is forced upon their 
stakeholders, and this should influence the way they work and the culture within the 
organisation. The choice of cost incurred is also heavily influenced by the fact that the 
Service’s aims to be efficient and effective.  

6.9.2 Internal process perspective: 

Kaplan and Norton (1992) say that that internal process perspective involves 
becoming as operationally efficient as possible. Due to the quality strategy that has 
been undertaken that focuses on processes in accordance with TQM (Bergman & 
Klefsjö, 2001) and the corporate aims stating that the Service aims to be efficient and 
effective this perspective is highly recommended. Continuous improvements are 
essential for a quality oriented organisation, and this perspective can be a used to 
track those improvements. 

6.9.3 Learning and growth: 

The perspective regarding learning and growth is to some extent generic throughout 
all types of organisations. As Kaplan & Norton (1992) mention, this perspective 
involves securing the organisation’s future competitiveness and is vital for continuous 
improvements. Many of the Service’s aims strive to improve learning and growth, 
such as having motivated and well-trained staff, making good use of technology and 
providing a comprehensive service. As the Service has embarked on a quality 
improvement strategy, this perspective will prove to be essential in providing key 
performance drivers for management control. Here two of the pillars that Bergman 
and Klefsjö (2001) mention, continuous improvements and employee involvement, 
can be measured and satisfied.  
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6.9.4 Stakeholder perspectives 

The Financial Ombudsman Service has complex relationships with its stakeholders. 
Due to the fact that these stakeholders possess very different characteristics, the 
traditional customer perspective was not sufficient to incorporate them all. Kaplan and 
Norton (2001) suggest that organisations use a donor or legislating power perspective 
to cover these different stakeholders. The authors of this thesis feel that those 
perspectives in there present form do not adequately cover the needs of the 
organisation.  
 
The authors suggest that the Financial Ombudsman Service adopts three stakeholder 
perspectives. The first stakeholder perspective should encompass consumers. 
Consumers have strong ties to the Service’s aims and should therefore be awarded 
their own perspective. This perspective can easily be linked to the organisation’s 
overall strategy, which has a strong focus on making sure that the service provided to 
consumers is of a high standard. The second perspective should include firms 
exclusively. This is due to fact that they are financial contributors and customers 
simultaneously, it is essential that the organisation manages these stakeholders in 
terms of provisioning a good service, and perceived usefulness of the service that they 
provide. 
 
The last stakeholder perspective should include the Financial Ombudsman Service’s 
public and government stakeholders. The organisation is clear in its aims that it must 
provide a good service to its consumers and firms, but also be perceived by the public 
as an expert dispute resolution organisation. This involves being open and transparent 
about its operations to establish confidence in the stakeholders. The fact that the 
Service exists because of government support makes it essential to focus on satisfying 
these stakeholders so as not to jeopardise the existence of the organisation 
 
The importance of these perspectives and their strong links to the aims and continuous 
improvement work being conducted should be noted by placing the perspectives at the 
top of the scorecard, closest to the organisation’s mission. The cost incurred, internal 
processes and learning and growth perspectives should support the three stakeholder 
perspectives.  
 
  
 
 
 
 
 
 
 
 
 
 
 
 
 

Figure 8: Modified Balanced Scorecard suggested for The Financial 

Ombudsman Service 
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7 Conclusions 

 

In this chapter the conclusions of this thesis are presented. 

 
The purpose of this research was to suggest new ways of investigating firm 
satisfaction, suggest new indicators for understanding consumer satisfaction and also 
develop a scorecard that was tailored to the Financial Ombudsman Service. In order to 
achieve these purposes, the authors proposed that three research questions needed to 
be answered. These questions were; 
 

• What is the best way to go about investigating the firms’ satisfaction? 
 
• Which are currently the most important indicators of satisfaction for the 

Financial Ombudsman Service consumers? 
 

• How should a balanced scorecard be structured in order to incorporate the 
unique composition of stakeholders that the Financial Ombudsman Service 
possesses? 

 
In hindsight, the authors feel that the correct actions have been taken throughout the 
course of the projects and that the research questions have been sufficiently answered.  

7.1 Firms’ research methodology study 

The research showed that the internal stakeholders (the staff) had different needs for 
different types of firms and that both qualitative and quantitative feedback was needed 
in order to make good use of the information received. To answer the research 
question that was formulated, the authors have suggested the following approach to 
investigating firms’ satisfaction; 
 

• Conduct a general survey every other year 
 
• Conduct two targeted studies each year, of either a qualitative or quantitative 

nature 

7.2 Consumer satisfaction study 

In order to discover the leading indicators for consumer satisfaction, focus group and 
analysis was undertaken. The study showed that several areas of consumer importance 
were not captured by the current leading indicators. Furthermore, some of these 
indicators were not in line with the Service’s aims. Issues such as the impartiality and 
fairness, competence of staff, communication, authorities and role of the service were 
issues that had not previously been measured as indicators by the organisation. To 
answer the research question, the following indicators were suggested;  
 

1. The timeliness of the Financial Ombudsman Service 
2. The impartiality and fairness of the Financial Ombudsman Service 
3. The competence and professionalism of the Financial Ombudsman Service 

staff 
4. The communication with the Financial Ombudsman Service 
5. The authorities and power of the Financial Ombudsman Service 
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6. The role of the Financial Ombudsman Service 
7. The overall satisfaction with the Financial Ombudsman Service 

7.3 The balanced scorecard 

The authors found that a balanced scorecard can be used in a non-profit, public 
organisation and created a new balanced scorecard that placed most of the focus on 
the organisation’s stakeholders. Therefore, the authors have found the suggested 
hypothesis to be true. The new scorecard is aligned to the Financial Ombudsman 
Service’s corporate plan but also takes into account more traditional perspectives such 
as internal processes, learning and growth and cost incurred. The suggested scorecard 
contains a consumer, government and public, firm, cost incurred, internal process, and 
learning and growth perspective. The suggested scorecard is depicted in figure 8.  
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8 Discussion 

 
In this chapter the validity of the results are discussed, as are the methods chosen. 

Suggestions for future research are also discussed. 

8.1 Results 

The authors have to the greatest possible extent made an effort to ensure that the 
results of this research are valid for the Financial Ombudsman Service. For the firms 
research methodology study one could discuss if the suggested methods are the most 
appropriate for the Service use. Based on the empirical evidence and theories, the 
suggestions presented in this thesis are thought to be valid. The only way to gauge if 
the methods are truly appropriate is to put them to use and analyse their strengths and 
weaknesses. At this stage it is not possible to prove whether or not amendments to the 
research strategy will be needed. 
 
The consumer satisfaction research has resulted in seven leading indicators. The 
relevance of the indicators can be discussed, but first a pilot survey should be 
constructed and a key driver analysis performed. Hopefully, the key driver analysis 
will show that the leading indicators describe the overall satisfaction to a great extent. 
If this is not the case, a new discussion should be held to establish if this depends 
upon survey phrasing issues or if the indicators are wrong. 
 
Although the satisfaction studies have been specific in nature, their results could 
possibly be generalised and used within other organisations. The two pronged 
research approach suggested in the firm research study can be used within other 
organisations given that it is sufficiently modified to fit that organisation and its 
particular customers. Many of the suggested leading indicators could be of interest for 
other organisations to use within their specific areas. The indicators would however 
need to be adjusted accordingly to their specific customers’ needs.  
 
The balanced scorecard developed specifically for the Financial Ombudsman Service 
could potentially be used amongst other dispute resolution organisations as well. It 
could also be used within organisations where stakeholders are considered especially 
important. The scorecard would however need to be adjusted accordingly in order to 
fit that organisation. 

8.2 Method 

If the authors were to conduct this research again, a number of issues mainly 
pertaining to the focus group sessions would be reconsidered. Firstly, the number of 
participants in each focus group would be limited to six. The authors have found that 
having more than six participants in each group adds little value to the sessions, as 
some participants become less vocal and discussions are harder to investigate without 
interruption from other respondents. Secondly, it may be more prevalent for the 
moderator to construct the themes, instead of allowing the participants to do so. 
Although the participants did construct many themes successfully, a significant 
amount of time was used in facilitating their construction. Thirdly, the authors believe 
that the best affinity diagram results are achieved when experienced affinity diagram 
participants are used. However, due to the nature of the research, finding participants 
that had previously used affinity diagrams would have been difficult. 
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8.3 Suggestions for further research 

Further research that may be of interest to conduct includes understanding how to 
balance customer satisfaction between two disputing parties. How does case outcome 
affect customer satisfaction for dispute resolution organisations? Is there any way to 
truly gauge customer satisfaction without outcome bias affecting the customer’s 
views?  
 
It would also be interesting to conduct a larger study that compares the affinity 
diagram methodology to traditional, question based focus groups. The purpose of 
such a study would be to gauge which one of the methods is more effective in 
gathering information from small groups of people. 
 
The authors believe that further research into how balanced scorecards can be applied 
to alternative dispute resolution organisations could be conducted. This scorecard has 
been developed based upon a single case study object, and its applicability to other 
organisations needs to be tested before a recommendation for other organisations can 
be issued.  
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Appendix I 
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Appendix II 
 

• Timeliness 

• Reasonableness of decision 

• Clarity of outcome 

• Overall satisfaction 

• Being kept informed 

• Likeliness to recommend 

• Politeness of staff 

• Clarity of explanation of process  
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Appendix III 
 

Executive management 

• Chief Ombudsman (CEO equivalent) 

• Quality director 

• Operations director 

• Decisions director 

• Corporate director 

• HR director 

• Communications director 

• Finance & IT director 

• Board member 
 
Operational management 

• CCD manager (Frontline staff director) 

• 5 Service managers (Department director equivalent)
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Appendix IV 
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Appendix V 
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Appendix VI 
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Appendix VII 
Comments noted 
 

• A belief that more staff was needed was addressed. They got the impressions that we 
were hiring “anyone” just to supply the demand 

 
• No indication of progress other than letters of apology. It was felt to be good to 

receive letters that acknowledged them but would more like an indication of time or 
where in the process their case currently resides  

 
• The customers weren’t convinced that the Ombudsman was fair and honest in their 

decision which was something they thought was of highest priority.  
 

• Biasness/neutral ness was a big concern. They were either under the impression that 
we were a consumer champion or not convinced that we were impartial 

 
• Professional ness was thought to be lacking after a number of incidents had occurred 

that could be said to be unprofessional, e.g. misspellings, bad grammars factual faults 
etc. 

 
• Just being assigned one adjudicator looking through one’s case was a concern 

because of feelings of prejudice from the adjudicator. Feelings of consistency and 
assurance would have been higher if more adjudicators had been involved 

 
• A lot of the customers had got a feeling that the staff they were dealing with were 

“rookies” and not taking things serious enough 
 

• Slang, jargon and bad language had been identified in correspondence 
 

• They had a feeling that the Service were influenced by the firms when decisions were 
made especially since our financing comes from the firms 

 
• They generally felt that or at least got little indication that quality checks of decisions 

and correspondence were made 
 

• Someone felt that the final decision wasn’t clear enough and that a lot of issues raised 
had not been covered 

 
• No acknowledgement about whether letters have been received or not, which they felt 

left them in the dark of things 
 

• Little insight and explanation of what is done with evidence that is sent in. Is it 
considered, discussed with the company, they were not sure what to think 

 
• Not all evidence that had been sent in was addressed in the responses they received 

 
• More transparency of what is going on in the process and what the firms are sending 

in is needed. They would like to now that they counterparts are doing what they are 
supposed to since the customers at least put in a lot of effort and live up to deadlines 

 
• It was clear that the customers were not one hundred percent sure on the role of the 

Financial Ombudsman Service. Some thought of us as the consumer champion or as 
an advisory organisation 
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• They would have liked to see an “ombudsman panel approved” view of the case and 
its decision to increase the validity of the decision that are sent out 

 
• They wanted more indication that the firm is supplying the information requested and 

preferably see what that is 
 

• Complaints should be dealt with in the same order as they are registered
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Appendix VIII 
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Appendix IX 
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Appendix X 
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Appendix XI 
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Appendix XII 
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Appendix XIII 
 
Comment Summary 
Birmingham Focus Group 
 
 
Complainants felt that the level of detail we were seeking in the initial forms was too high. As 
an example they stated that it was very hard to remember past expenses over long periods of 
time and were unsure as to what the relevance was to their case.  
 
In general the complainants felt that the forms that are initially sent in to the Service are not 
clear enough in what information is needed. 
 
Complainants would have appreciated a table of “next steps” to be included in the initial letter 
that they receive from the Service confirming that we have received their case. 
 
Regular updates have been appreciated. Some complainants felt that the (holding) letters were 
generic, others felt that they were ok. All of the complainants agreed that they felt it was 
important to receive regular correspondence from the Service. One stated that regular 
correspondence reassured him that we hadn’t forgotten about him.  
 
Some complainants would have liked to meet with someone to discuss their complaint. Two 
in particular felt that regional offices would have been good to have. In general this is a 
common request and echoes the need of the complainants to feel understood. They want to 
“make sure” that the ombudsman service understands their predicament and then (hopefully) 
does something about it. Many felt that it was too easy for the service to ignore some of their 
arguments/points raised through simple mail correspondence.  
 
At the same time as some raised doubts about mail correspondence, the complainants did 
concede that mail correspondence was generally an appropriate method of communication. 
They generally appreciated receiving letters from the ombudsman service and felt it was a 
good way of recording and keeping track of what correspondence had been sent and received 
by from the service. However when they felt the service had not covered all of the points they 
had raised, they were frustrated and felt that mail correspondence did leave room for 
misinterpretation. Few decided to call and clear up any points however. 
 
Some of the complainants felt that the burden of proof was placed upon them. They felt the 
need to “out prove” the firm in order to win their case. This was an issue that many felt was 
important to resolve. 
 
Complainants were generally happy with the time it had taken to resolve their complaint. 
Several of them would however have appreciated a forewarning of the length of time that it 
would take to resolve the complaint. 
 
Participants expressed that the clarity of the decision was issue. Many felt that they did not 
entirely understand the language used in the decision and some were unsure whether or not 
their case had been closed. One participant in particular felt that their decision was simply a 
cut and paste job of different paragraphs.  
 
Participants did not understand the hierarchy of the ombudsman service. Many were unaware 
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of the difference between an adjudicator and ombudsman. In fact, many thought that the 
adjudicator was the ombudsman. 
 
Few complainants understood the relationship between the Financial Services Authority 
(FSA) and the Service. Put simply, the complainants do not understand the difference 
between the two. Some took comments/press releases made by the FSA as coming from the 
Service. 
 
Participants considered staff to be polite. 
 
The participants did not feel that the ombudsman service had any concerns with respect to the 
impartiality of the Service. None of the complainants felt that we were in league with the 
firms, however some thought that the Service was going to take up their cases and fight for 
them (be the consumer champion).  
 
Complainants ordered the following themes in order of importance: 
 

1. Understanding the complaint properly 
2. Regular communication 
3. Clear outcome 
4. Timeliness 
5. Staff politeness (not really an issue, everyone felt that our staff was polite) 
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Appendix XIV 
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