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Chapter 7 Results of Research — Triad Interviews

“Service providers who understand and meet their clients’ wants and needs
are least likely to see their customers switch to a competitor. Service providers

can learn much from a client who decides to switch about how their service can
be improved” (Grace and O’Cass, 2001, p 317)

7.1 Introduction

hapter 6 justified the use of multiple case based research for this study. This

chapter will present the results of the case studies for the seven triad
interviews. Each triad will be analysed separately. The cases will be described,

analysed and interpreted with references to the aim and objectives of the study.

Each triad consists of the client, the ‘swifched from’ statfing agency and the

©

witched to’ staffing agency as outlined below 1n figure 7.1.

Figure 7.1 The Interview Respondents
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The clients were asked open ended questions surrounding their switching experience

(Appendixes D and E list the interview questions). In each of the triads there was
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more than one reason that led to the switching decision; the analysis will discuss all

of the switching reasons each of the clients provided.

T'he “switched to’ agencies were asked to provide reasons why they were successful

of attaining clients. The ‘switched from’ agencies were asked to explain why they

lost clients.

7.2 List of Respondents for Triad Interviews

Table 7.1 provided below lists the abbreviated codes to identify the respondents.
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7.3.1 Triad 1: Client Perspective

The client requested the recruitment services of Frl to hire thirty operations
managers. The initial fee for this hiring service was approximately C$ 250,000. This
was the first time the client had used the services of Frl. The client was using the
services of Frl due to the scope and urgency of hiring the new managers (Adelson,
2001). In addition C1’s HR department was preoccupied with other related HR

duties. The following is a quote from one of C1’s HR managers:

“we consider hiring as non-value added work . . . that’s screening

and recruiting . . . we let the staffing agencies do that . . . one year

we had ten vacancies and we received over a thousand resumes . . . SO
for the managerial positions we’re currently hiring, we'd have to
interview 90 people to find 30 qualified candidates”.

The above quote clearly indicates that recruiting is not a valued task by Cl's HR
department and is a major reason why C1 chose to outsource this recruiting project.
This demonstrates that HR departments are contracting out services that were
previously done internally which supports Cook’s (1995) position discussed 1n

section 5.9. Csokos (1995) suggests when HR department’s outsource they
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experience reduced costs and increased service quality since the service provider has
greater economies of scale, and is has increased access to experts in specialised
areas. In this triad the client is expecting a strong relationship between themselves

and the staffing agency with expectations that quality services are performed.

The service agreement between C1 and Frl included the following conditions:

 To screen-in all internal applicants

 Provide a daily update of the hiring process (number of applicants
interviewed, number hired)

o have a dedicated account manager

The branch manager from Frl agreed to these conditions and stated there would be
two dedicated account managers assigned to this project. C1 was confident the

project would be a success since the service level conditions had been arranged

(Hanson, 2007).

During the hiring process issues arose that indicated that many of the service level
conditions had not been met. The first issue was a breach of contract by Frl. The
client discovered that many of their internal employees had been screened out. This
situation created animosity between the C1, Frl and C1’s employees. Excluding
internal candidates was a violation of C1’s hiring policy which resulted in the entire
recruiting process to be repeated. The client commented that this exclusion was a

serious service failure.

The second service incident occurred when the client realised that Fr1 was not able
to provide an accurate daily update of the number of people interviewed or hired. C1
was given conflicting numbers of the people that were interviewed and hired. C1 was
in a position where they could not rely on Frl’s ability to administer the hiring
project. The inaccurate reporting and miscommunication lead C1 to believe that Frl

was incompetent and untrustworthy (Messmer, 2006; Jain et al., 2003).

The third service 1ssue was about the continuity between C1 and Frl. The continuity

issue arose when C1 called Frl and asked to speak with their account manager. The
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client was told by the receptionist their account manager had quit two weeks ago.

The following quote summarises C1’s distress:

“we were told we had two dedicated local agency reps working on our

account . . . turns out we had one rep, and she handled numerous
other accounts at the same time . . . she quit and no one bothered
to let us know . . . we were left in the dark”.

Continuity was a critical service issue for C1 due to urgency of filling the positions
in an expedited manner. The incidents described by C1 are core service failures and
resulted in Cl not trusting Frl (Bowen and Shoemaker, 1998; Berry and
Parasuraman, 1991). This lack of trust was a result of Frl’s poor job performance

and 1nability to communicate with C1. Frl is in contempt with C1 due to their failure

to provide the services that had been agreed to.

These exacerbating situations led the client to state:

“we’d never use Frl again, or recommend them . . . never . . . they

were just out for the money . . . we only wanted to use them for the

short term . . . we used them to just do the recruiting, the non-value
work of HR, and in the end we got shafted”.

C1’s quote demonstrates their frustration and lack of trust with Frl due to the service
failures. C1 has expressed their dissatisfaction and felt their service requests had

been ignored while there was no value in the services provided by Frl (Sharma and

Patterson, 1999).

7.3.2 Triad 1: ‘Switched To’ Statfing Agency Perspective

The interview with T1 discussed reasons why clients switch to their agency. T1 felt
that the most critical reason for attracting clients was to their ability to meet their
clients’ staffing requirements with the right ‘fit’ of candidate’ (Daniel, 2006). This

occurred when there was a perfect ‘three-way fit’ which included:

° Fit of candidate to the job
e Fit of candidate to the client’s company

e Fit of candidate to their boss (the person they reported to at the client’s
company)

207



Tl commented that the number one reason why people leave their job is because

they don’t get along with their boss. T1 stated that most staffing agencies do not
consider the ‘third fit’ (fit of candidate to their boss) which results in a mismatch
between the candidates requirements and the client’s expectations. T1 commented
that the ‘three-way fit’ is critical to ensuring the clients are satisfied. By providing
the best possible candidates, satisfied clients became loyal to their agency. The need

of getting the right ‘fir’ was discussed in section 5.8 and signifies the importance of

matching a client’s needs to a candidate’s abilities (Daniel, 2006).

To build a client’s trust T1 understands the need to build relationships based on a

true understanding of the client’s business. The manager of T1 stated:

“a true interest in the client’s business develops trust . . . and this is done
by listening to the client . . . listening is so critical in relationship building”.

Once a client’s needs have been determined it is the agency’s responsibility to find
the most suitable candidate. It is the capability to match the client’s needs to the most

qualified candidate that demonstrates an agency’s competency and ability to

understand the client’s needs (Stmon and Kumar, 2001).

This agency (T1) has the business acumen to treat their candidates with respect. It is
their belief to successtully serve the client they must attract the best candidates. T1
offers their candidates a full range of benefits including premium wages, training,
and personal development. The respect and care for their candidates gives this

agency a competitive advantage.

An additional benefit T1 offers their clients’ is continuity of service because they

provide two recruiting consultants for each client. The manager stated:

“We have two consultants working with each client. I really like to
hear a client call and ask to speak with either one of their consultants,
. .. that way the consultants work as a team to serve the client . . .
and, if one of the consultants quits, then we still have an _
experienced consultant available for the client . . . all services can be
negotiated and managed by the consultant . . . they don’t need my
approval for anything . . . the consultants know they are responsible
for all activities with their client . . . this keeps the continuity
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and builds loyalty between the client and the consultant”.

The strategy of having two agency representatives managing each client maintains

continuity (Sharama and Patterson, 1999). T1 stated that continuity becomes a non-

switching factor and allows for continuous communication that strengthens the

client-service provider relationship.

A significant finding with this triad was to learn how T1 manages national service
contracts. National contracts arise when a staffing agency’s branch office is
delegated to manage a client’s business locally. This type of service contract is
negotiated between the client’s and agency’s head offices. All of the branch offices
within this company’s organisation are structured only to manage service contracts
with local clients. This means the client must be located in the same city where the

agency has a branch oftice. The branch manager trom T1 stated:

“from the agency’s perspective, national contracts have several pitfalls at
the local level . . . there is a lack of pride and ownership at local branch . . .
there is too much time and effort to manage national contracts . . . the
bonus structure for our staff makes managing national contracts less
desirable than local contracts . . . a lot of the national contracts do not
guarantee exclusivity for the chosen local agency . . . national contracts
are less profitable and the success of the business relationship is based
on price — this is normally negotiated by the client’s and agency's

head offices .

T1 is an international agency and they manage their national and multi-national
clients as local contracts. This means they pre-select their clients (Fink et al., 2007) —
clients who have a local presence. The significance of this practice allows 11 to
provide local service without all of the national contract pitfalls. To provide this

level of service T1 abides by the following relationship principles:

o client relationship is more important than prices charged

o continuous communication with a local client 1s imperative

o follow up is scheduled with the local client which maintains continuity
o any service level changes are negotiated with the local client, not

the client’s head office; less chance of miscommunication between
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the statfing agency and local client

o the local client is given volume discounts

The above principles also incorporate relational selling strategies that were discussed
in section 2.5.4 of the literature review (John and Heide, 1992; Anderson and Narus,
1991). The success of T1 1s their ability to provide local service to all of their clients.
It 1s their capacity to listen to their clients (Stuart and McCutcheon, 2000; Krause and
Ellram, 1997), maintain continuity, respect their recruiters and temps that has won-
over many previously unsatistied clients. The above discussion exemplifies how T1

has adapted business practices to maximise client satisfaction while minimising

switching factors.

7.3.3 Triad 1: Switched From Staffing Agency Perspective

The branch manager from Frl stated that the main switching factor his agency

experienced was due to poor quality of service. He defined ‘quality of service’ by

stating:

“quality of service is being able to respond to the clients’ needs in
a timely and professional manner”.

The issue of delivering timely services was one of the reasons why C1 switched from
this staffing agency. Frl knows that a key switching factor is timeliness yet they
were not able to correct their actions to prevent C1 from switching (Bitner et al.,
1994). This demonstrates the discrepancy of service level expectations between Cl

and Frl. There is an inconsistent message between what the branch manager 1s

saying about ‘quality of service’ and what 1s actually happening.

" The issue of continuity was raised with the branch manager whereby he commented:

“Internal turn-over for this industry is a problem . . . looking at
30 - 40% turn-over, and it can be as high as 60%, which is terrible
it’s endemic in this industry . . . if people (agency’s employees)
can get this industry in their blood, they stay . . . if it’s just a job
and I get two years out of them, I consider myself lucky".
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This affirms that retaining employees for staffing agencies can be significant factor
determining continuity and quality of delivery service. The branch manager admitted
that continuity may result in clients switching. The branch manager commented that
as soon as a member of his staff quits a contact is made with all of the affected
clients. That form of contact is usually an email from either him or the new account
rep, which 1s done within 1 — 2 weeks. This statement contradicts the branch
manager’s own comment about the importance of “responding to clients in a timely
and professional manner”. There appears to be difference in the timeliness of

communication between what the client was expecting and what Fr1 was providing.

This raises the issue of determining the frequency and most appropriate method and
of communicating critical information to clients (Messmer, 2006). In this situation
the client and the agency had different expectations of how quickly information 1s

shared and this issue became a switching factor for the client.

7.3.4 Role Conflict between H.R and Staffing Agency

The branch manager from Frl discussed a key issue that involved role conflict

between clients’ HR departments and staffing agencies. The branch manager stated:

“HR people are the most useless people . . . they are a constant thorn
in my side and everyone else’s . . . because HR is a made up position
they don’t do anything . .. whenever any of my sales consultants
say they are dealing with HR I say, that’s nice but try to find
someone who can make a decision . . . so we always try to work
around HR . . . you can’t ignore them because they always have a
knock out vote in a large corporation . . . if you ignore them or
antagonize them they won’t be much help to you . . . you want them
to be your friend but you don’t want to deal with them . . . you want
to keep them in the loop, give them their respect and deal with
the people who make the decisions, this is not rocket science 7

The above comment reveals a potential role conflict and acrimonious relationship.

The branch manager feels that his agency’s effectiveness is weakened when HR 1s

- volved. Recall the client stated that recruiting is ‘non-value’ activity, which turther
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demonstrates the potential conflict. This lack of mutual respect and trust will result in
contlict and a precarious situation will arise since HR is usually involved in the
decision to contract out the recruiting process. A relationship without trust causes

uncertainty, opportunistic behaviour (Das and Teng, 1998) and a lack of confidence

in the other party’s intentions and motives (Lewicki et al., 1998).

7.3.5 Triad 1: Summary of Analysis

The client switched due to core service failures resulting from a lack of continuity,
trust and poor communication. It was learned that the ‘switched to’ staffing agency
(T1) resolved continuity issues by having two consultants assigned to each client’s
account. The literature has stated that clients are motivated to maintain a relationship
when they trust and have confidence in the provider’s competencies and abilities
(Bowen and Shoemaker, 1998). Sharma and Patterson (1999) argue that trust is
decisive for continuity of a B2B relationship. This triad proved that a ‘local’

approach to managing clients allows service providers to minimise switching factors.

It is recommended for clients and staffing agencies to have clear service level
agreements to minimise potential conflicts (Britton and Ball, 1999). Service
agreements must be adhered to by both parties and truly reflect the needs of the client
and the service delivery capabilities of the staffing agency. This recommendation 1s
supported in the literature review, section 5.5, where the subject of assignment

specifications was discussed (Hanson, 2007).

This triad highlighted the need for mutual trust between the client and service
provider. The construct of trust is viewed as an expectation about an exchange
partner’s trustworthiness. Such trustworthiness is the result of the partner’s expertise,
reliability or intentionality (Pruitt, 1981; Rotter, 1967; Blay, 1964). In this triad the
client valued continuity as a trust building factor and once trust was severed they

elected to switch.

Hausman (2001) suggests that two key antecedents of building relationship strength

are open communication and frequent interaction (Anderson and Weitz, 1992;

212



Anderson and Narus, 1990;: Newman and Rhee, 1990). Hausman stressed that such
antecedents result in mutual trust which in turn allows the service provider decreased
conflict and long-term survival with clients. The incidents described by Cl
substantiated the need for staffing agencies to prevent miscommunication which
ultimately leads to mistrust. The client—service provider relationships are weakened

when the antecedents of a strong relationship are either missing or severed (Morgan

and Hunt, 1994).

Thas triad also proved the need for a co-operative relationship between the client and
service provider. The role conflict between the parties was discussed and signified
that such conflict and lack of cooperation may result in client switching. Section
3.3.2 discussed how the construct of trust enables co-operative behaviour between
two parties and reduces conflict (Wilding, 2006; Morgan and Hunt, 1994). This
finding supports Wilding’s (2006) and Anderson and Kumar’s (2006) position that
co-operative behaviour between the parties is necessary to promote trusting

relationships. In this triad the service provider did not perform the expected services

and there was a lack of trust between the parties.

The client expressed concern when the ‘switched from’ agency (Frl) failed to
complete several of the requested tasks such as: screening-in the internal applicants
and providing accurate data about the number of people hired. The client then
realised the risk and uncertainty they had taken in hiring Frl. In section 3.6 the
subject of risk perception was discussed and these findings of this triad are supported

by Moriarty (1983).

Fleischer (2000) argues there is an increase in risk probability when suppliers who
do not fully understand a customer’s directives which results in service delays and
poor quality. The literature suggests that in situations when there is both high-risk
importance and high-risk probability the client often turns to relationship building to
reduce risk (Hunter, 2004; Beatty and Smith, 1987; Moriarity, 1983). In this triad
there was evidence of role conflict and a lack of trust between the client and Fr1 that

lead to the inability to form a beneficial relationship between the parties.
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A key finding from this triad was the relational selling strategies used by the
‘switched to’ agency (T1) to control and monitor the sales processes. It was
confirmed that T1 is more concerned about the client relationship and regular
communication with the client than maximising prices. This finding is supported in

the literature review, section 2.5.5 where it was suggested that the salespeoples’ own

practices and behaviours have considerable impact on the relational interactions with
clients (Price and Arnould, 1999). The significance of this finding 1s that service

providers must encourage a work environment that encourages salespeople to form

relational relationships with their customers. Such an environment would reward

salespeople for their ability to develop long-term relationships (Anderson, 1996).

7.4 Analysis of Triad 2: Profile of Triad 2 Respondents
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7.4.1 Triad 2: Client Perspective

The client in this triad, C2, uses a local staffing agency to provide casual clerical
workers. The temps work in the reception area of this engineering firm. The reason
why C2 switched was due to the poor quality ot candidates. The client stated they
received unsuitable candidates because Fr2 did not understand their culture or

staffing needs. The following quote from the HR manager provides more insight:
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“Fr2 just couldn’t get it right . . . the candidates they sent were duds
... L even had Fr2 replace a few . . . but Fr2 was never timely in getting

replacements . . . quality of the temps just wasn’t there . . . I put it down
to poor listening . . . Fr2 never took the time to understand our culture
and truly understand our needs . . . our business is very special . . .

you can tell by the level of security just to get into the building! We do
defence contracts, real secret stuff, high tech and all, so we expect a

staffing agency to realise our needs are different . . . we were treated
just like everyone one else”.

Analysis of the above comments reveals that C2 has identified three issues. The first
1ssue 18 that the client felt they are being treated like everyone else. Due to the
prestige work environment the client expected preferential treatment. The second
1ssue 18 the poor quality of temps and the third was the quickness of replacing
unqualified temps. In the mind of the client these latter two factors are core service
failures (Keaveney, 1995) that led to their switching decision. The third issue is
significant since it 1s considered a service recovery action which Fr2 failed to

pertorm to the satisfaction of C2.

The literature states a service failure happens when the service delivery falls short of
customers’ expectations (Bell and Zemke, 1987) and service recovery refers to the
actions a service provider takes in response to a service failure (Gronroos, 1988). The
object of the service recovery efforts 1s to move a customer from a state of
dissatisfaction to a one of satisfaction (Zemke, 1993). The client was not satisfied

with the service recovery which compounded the 1ssue ot not being provided quality

candidates.

The service failures that C2 experienced led to a situation of mistrust. It 1s critical
that a staffing agency build a strong trusting relationship with their clients (Ring,
1996: Wilson, 1995). A failure to form a relationship built on quality services and

trust will lead clients to switch. The HR manager from C2 stated:

“I’'m an old guy in my 50’s, relationships with vendors are more important
today than they used to be . . . I rely on third party vendors frequently and
will continue to do so for the rest of my career . . . it’s about getting the
people with the right work skills . . . in the long run, poor quality hires

make me look bad”.
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The above quote demonstrates the need for the client to have confidence and trust in

the staffing agency he has deployed (Moorman et al., 1993). The client knows the

success of his career is directly affected by the statfing agency’s ability to perform.

Another issue for the client was to receive preferential treatment (Gwinner et al.,
1998; Parasuraman et al., 1991). Recall that the client’s company 1S involved in
highly secret military defence work. The HR manager from C2 was proud of his
company and expected his service providers to respect him and his company. This
was a major issue for C2 and it was fulfilled by the staffing agency the client

switched to (T2).. The HR manager made the following two statements:

"1 switched to an agency (T2) that quickly got to know our culture
and that is the virtue of not switching . . . they become surrogate
recruiters for us . . . they have become an extension of me in this
office . . . and when you do have a relationship that endures, you get
increased efficacy of your hiring substantially because they know us”.

“I can call them (T2) anytime and speak to Irene (the president

of the agency) . . . if I have any problems, they are handled
immediately . . . for example billing issues . . . no questions asked, they
take my word and corrections are made . . . there’s none of this, leave it
with us and we’ll get back to you . . . we trust each other, Irene and I are

very close”.

The above quote identifies the HR manager’s need to be personally involved and
recognised by the staffing agency. This preferential treatment became a switching
factor; T2 recognised this need and fulfilled it. Sections 2.3.2 and 4.3.2 of the
literature review describe how this emotional bond 1s associated with a customer’s
needs to be 1dentified and be personally involved with the service provider (Johnston

et al., 2006; Bove and Johnson, 2002; Gwinner et al., 1998, Adleman et al., 1994;

Parasuraman et al., 1991).

The client made a switching decision to a staffing agency (T2) that adopts a
relational orientation that resulted in an increase in trust and commitment. Kingshott

(2006) argues that a relational client-provider relationship leads to a psychological
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contract. Such contracts increase the level of psychological and social bonding

within the relationship.

7.4.2, Triad 2: ‘Switched To’ Staffing Agency Perceptive

The interview with T2 discussed reasons why clients switch to their agency. T2 felt
the most significant reason for attracting clients was their ability to understand
clients’ needs. There must an exchange of information between the client and
statfing agency to fully assess the client’s expectations (Napolitano, 1997). This is
also the opportunity for the staffing agency to determine if they have the capabilities
to meet the client’s expectations. It 1s a critical step in the service delivery process
whereby the staffing agency and client can mutually set service level goals

(Anderson and Weitz, 1992). The Vice President of T2 explains how their statfing

agency operates:

“we fulfil the clients’ expectations . . . we manage their expectations . . .
we are always communicating with our clients’ . . . it's a conditioning
process . . . we take control of the clients’ recruitment needs . . . we

schedule regular follow up quality calls with our clients ™.

The above quote demonstrates the requirement to fully understand a client’s needs
(Simon and Kumar, 2001). T2 has an operating agreement whenever a client 1s not
satisfied with a temp’s performance, then the temp is replaced the same day and the
client is credited for all of that temp’s wages (Hanson, 2007). This service level
agreement is communicated and known to all of T2’s staff, temps and particularly to
their clients’. Regular visits to the client’s work site are also conducted by T2 which
provides a great opportunity to ensure the client is fully satistied (Liu, 2006). The

necessity to manage a client’s expectations is best summarised by the quote from the

Vice President of T2:

“anyone can get into this business, but only those agencies that truly
understand their clients’ needs and fulfil those needs on a timely basis

get to stay .

The issues discussed by T2 clarified the need to understand clients’ needs,
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determine service level performance goals and solve any conflicts immediately.

Creating a trusting relationship begins by listening to the client and delivering a

quality service (Messmer, 2006).

71.4.3 Triad 2: ‘Switched From’ Staffing Agency Perceptive

The key reason why clients switch from their agency (Fr2) is the issue of timeliness
to till a vacancy. The account manager of Fr2 commented that her priority is filling a
client’s employment request as soon as possible. To determine a client’s culture and

to match the right candidate to the vacancy, this account manager obtains her

information from the client’s website. The account manager stated:

“a job description of the position to be filled is sent to us by the client and
we match up the candidate’s desires to the most suitable job . . . and if the
client’s company has a website that is very helpful too . . . that allows me
to familiarise myself a little about the company . . . and we refer the

candidate to the client’s web site before the candidate starts the job
assignment’’.

The issue arising from this situation is that Fr2 is not taking the necessary time to
understand the client’s needs. Instead they are concerned about the time to fill a job
request instead of matching the candidate’s qualifications to the temporary position.
The Fr2 account manager stated, “if a client is not satisfied with the candidate we can

normally have a replacement there in 2 — 3 days”.

The 2-3 day time frame to replace a temp would not meet the needs of most clients
and particularly not for C2. The inability to replace an unsuitable candidate within
one day is considered a core service failure. Section 4.6 discussed that client
switching caused by unsatisfactory employee-client interactions might be reduced by
teaching employees how to respond more promptly to clients’ needs (Keaveney,
1995). It is also suggested service providers develop policies for effective service
recovery (Berry and Parasuraman, 1991; Hart et al., 1990). It is clear from this
situation that Fr2 does not have a service recovery plan nor do they respond quickly

to service failures. Fr2 feels the most critical performance indicator 1s the speed of

filling vacancies.
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It was learned from their former client, C2, that the quality of the candidate is the
most significant factor to hiring a temp. It is noted that Fr2 is not spending enough
time to determine their clients’ needs. Significant information would be gained if Fr2
visited the client’s work site and discussed the client’s service level expectations.

The importance of conducting an on-site visit was discussed in section 5.8 of the

literature review (Liu, 2006; Messmer, 2006).

7.4.4 Triad 2: Summary of Analysis

The client in the second triad experienced service failures due to a core service
failure — receiving poor quality of temps and the excessive length time to replace
unqualitied temps. The literature argues that clients will switch when core service
failures occur (Keaveney, 1995). Furthermore service providers need to develop
customised service recovery strategies for clients who have a low tolerance for

service failures (Mattial, 2004). Service recovery strategies may have the effect of

reducing client switching (Smith et al., 1999).

A key finding in this triad was the client’s need of preferential treatment due to the
‘highly secret work’ they conducted and HR manager’s experience and positional
power. The 1ssue of providing a client with preferential treatment was supported in
the literature review, section 4.8.2 (Yamanandram, and White, 2006: Colgate and
Lang, 2001). Parasuraman et al. (1991) and Gwinner et al. (1998) suggest that
personalised and customised services lead to closer client-service provider
relationships which were evident in this triad. Henning-Thurau (2002, p 65) refer to

this situation of preferential service as a “‘commercial friendship”.

The statting needs and preterential requirements ot the HR manager were met by T2.
The ‘switched to’ agency took the time to fully understand C 2’s culture and service
needs. Section 3.3.4 of the literature review discussed how a relational orientation 1s
able to increase trust and commitment in B2B relationships (De Ruyter et al., 2001).
Kingshott (2006) argues that a relational strategy will result in the formation of the

psychological contract between the parties and encourage social bonding. This client
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was looking for a service provider who could deliver a quality service and provide a
trusting social bond. Recall the HR manager stated, * . . . relationships with vendors

are more important today than they used to be” .

Another finding from this triad is the importance of the service provider to conduct
an on-site visit of their client’s work environment (Messmer, 2006). The ‘switched
to” agency conducted regular on-site visits whereas Fr2 had not conducted any. Liu

(2006) suggests that visiting customers, informing customers of new developments

and being knowledgeable about the customers’ businesses are ways of enhancing

relational relationships.

It can be learned from this triad the necessity to fully understand a client’s needs and
to fulfil those needs with the highest possible quality services. Conducting this client
interview was beneficial for the researcher to observe the client’s work environment
and appreciate the client’s need for recognition and preferential treatment from their

service providers (Gummesson, 2007).

7.5 Analysis of Triad 3: Profile Triad 3 Respondents

nt Yy

7.5.1 Triad 3: Client Perspective

The third triad client, C3, was using an agency (Fr3) to hire local temporary clerical

staff. This was the fourth time C3 used Fr3’s services. The company would spend C$

100,000 — C$ 300,000 annually for temporary staffing services.
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During a recent recruitment project the client encountered two issues which resulted

In their decision to switch. The first issue was a core service failure due to a lack of

continuity. This issue of continuity was discovered by the client who stated:

“I called the agency (Fr3) and found out from the receptionist that my
account manager had left . . . I never heard anything from the agency at all
... I was concerned about the level of service I had been getting, let alone

about future service . . . it seemed I had a better relationship with the
receptionist than I did with my account manager”.

The 1ssue of continuity in this triad is identical to the continuity issue C1 experienced
in the first triad. It appears Fr3 was having their own staffing problems and did not
notify C3 that their account manager had quit. The failure to maintain regular contact
with the client and particularly to not notify them of staff turnover resulted in the

client switching. The need to arrange regular teedback opportunities was discussed in

section 5.8 (Messmer, 2006).

The second switching reason was due to Fr3’s mistreatment of their temporary
workers. The client reported that Fr3 was simply supplying temps and failing to
provide any follow up calls to them or the temp (Slattery et al., 2005). The client

stated:

“I did not like the way the agency (Fr3) treated their temps . . . they
treated the temps like numbers . . . it became obvious the temps were

not proud of the agency they worked for . . . there was very little if
any communication from Fr3 to me or the temps . . . the temps were

placed in our company and forgotten about by the staffing agency!”

The switching issue surrounds the client’s expectations of having regular

communication and feedback (Carter and Miller, 1989; Primo and Amundson, 2002)

and for the agency to respect their temporary workers.

The client provided the following positive comments about the agency they switched
to, T3. The new agency provided frequent feedback to the client and the temps to

ensure everyone was fully satisfied. The client stated:
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“The temporary workers were a perfect fit to our needs and company

culture; this agency (T3) knew their people and respected them. I had a
better relationship and a lot more respect with new staffing agency”

This statement verifies the necessity for staffing agencies to maintain regular
feedback with their clients’ and the temps they have placed. Daniel (2006) argues

that getting the right ‘fit’ is the most critical factor for clients to consider when hiring

temps.

7.5.2 Triad 3: ‘Switched To’ Staffing Agency Perspective

The interview with T3 discussed reasons why clients switch to their agency. The

president of T3 commented that to win clients he had to provide the best quality of

candidates possible. To do this T3 must truly listen and understand the client’s needs

(Simon and Kumar, 2001). The president of T3 stated:

“Clients will tell me they switched to my agency because they
did not get results . . . they didn’t get their positions filled

and because of the feelings of apathy they got from the

staffing agency. Clients will say that the agency did not take to
heart what the client really wanted . . . we hear on a regular
basis from clients that they used such-and-such agency and
they were disappointed with the quality of fit they got from that
agency . . . there’s a lot of pressure for staffing agencies to get
warm bodies out to clients in neck-breaking speed”.

The above quote emphasises that clients are expecting quality and fast service.
However there is an innate conflict in this industry whereby the clients are judging
an agency’s efficiency by speed of filling positions and the quality of the candidates.
Agencies need time to recruit the most qualified candidates yet the demands ot the

clients are pressuring the agencies for hasty service which may result in shoddy

service.

A strategy to find the best quality candidates has been deployed by T3. This involves
hiring highly professional recruiters. T3 has chartered accountants recruiting for
finance candidates, former sales managers looking for sales candidates, finance

specialists looking for finance professionals, I.1. experts recruiting I.T. candidates.
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I3 discovered that clients trust experts, and by having qualified professionals
recruiting within their field of expertise builds trust and loyalty with both the
candidates and clients (McKnight and Chervany, 2002). The president of T3 stated:

“agencies that are out for the money and fail to build relationships with
their clients will ultimately go broke . . . short term, quick fixes don'’t

work in this industry. We are not in business to hoard every dollar we
earn in the short run, we are in business to gain the trust of the
candidates and clients for the long term” .

The above comment signifies the importance of establishing relational relationships
with clients. A key element to develop trust is respect - treat your clients’ and
candidates’ with the utmost respect and professionalism (Foote, 2004) which was
supported 1n section 5.6 (Bones, 2006). T3 initiates this trust by using professional
recruiters who are experts within their industry to which they are sourcing
candidates. The above ideas were supported in section 3.3.3 of the literature review
which argued the importance of trust in building commitment in the client-service

provider relationship (Morgan and Hunt, 1994; Moorman, 1993).

1.5.3 Triad 3: ‘Switched From’ Staffing Agency Perspective

The president of Fr3 stated the main reason why they lose clients is due to
candidate’s poor quality of ‘fitr’ (Daniel, 2006). In other words, sending candidates

who did not meet the client’s expectations or were not suited for the job. The Fr3

president stated:

“I’ve been in HR for thousands of years . . . to be successful in this business

you have to be quick and skilful when filling the placements . . . both the
client and candidates want to see action happening . . . and the odd time I have

slipped up . . . or a candidate lies about their qualifications . . . it doesn’t happen
often . . . when the fit doesn’t work we send a replacement as soon as possible
... a lot of our clients like to know that we guarantee our placements .

Fr3’s quote reflects the need of servicing the client quickly with quality results. The
best way to meet the client’s service expectations is to fully explain the time
requirements to fulfil their service requests and to schedule regular feedback

sessions. The need for service providers to frequently communicate with their clients
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have been extensively discussed in the literature in sections 3.3 (De Ruyter, 2001;

and 5.8 (Messmer, 2006; Simon and Kumar, 2001).

It 1s interesting to note that Fr3 did not mention continuity as a switching factor. This
18 an indication that Fr3 did not really understand why C3 switched which
contravenes the literature suggesting service providers need to analyse and learn why

their clients are switching (Lam et al., 2004: Grace and O’Cass, 2001; Keaveney,
1995).

7.5.4 Triad 3: Summary of Analysis

The client in this triad switched due to a loss of continuity. It is recommended that
statfing agencies have contingency plans in place ready to continue serving a client
whenever one of their account managers quits (Mattila, 2004). Such plans would

include a communication strategy to instantaneously notify the client and

immediately assign another staff member to the client’s account.

In addition the client said they did not appreciate the disrespectful treatment the
temps had received from their staffing agency. This is an important issue since a
temp’s work pertormance will be aftected by the way they are managed by their

staffing agency (Foote, 2004; Slattery et al., 2004).

The literature has argued that a satisfied temporary employee is less likely to quit
than an unsatisfactory temporary employee (Slattery et al., 2005). In addition
organisations that routinely employ temps need to focus upon improving working
conditions for temporary employees to increase employee organisational
commitment and reduce turnover (Slattery et al., 2005). This confirms that it is both
the client and the staffing agency’s responsibility to respect and manage the

temporary employee’s work performance and well-being.

T3 has adopted the business practice of using professional recruiters to hire within

their own field of expertise. This has resulted in hiring the best qualified candidates
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while expediting the recruiting process. It also minimises the chances of

mismatching a candidate’s skills to a client’s expectations.

Section 5.6 of the literature review suggests that a service provider’s reputation and
trust 1s affected by the employment relationship they have with their employees
(Marin and Hetrick, 2006). Service providers should hire the best quality employees
while providing a trusting work environment (Bones, 2006) which in turn will result

In providing quality and promoting the well-being of their organisation (Dirks and

Ferrin, 2001).

This triad demonstrated the importance of trust within the B2B relationship. The
chent switched due to a loss of trust with Fr3. Section 3.3.3 describes how trust
becomes the fundamental building block of the B2B relationship (Wilson, 1995; De
Ruyter et al., 2001). This triad has supported the findings of Turnbull and

Moustakatos (1996) who argue that trust is an important element of service quality

within the B2B relationship.

7.6 Analysis of Triad 4: Profile of Triad 4 Respondents

Respondent

C4
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7.6.1 Triad 4: Client Perspective

This client (C4) was an office furniture manufacturer who exports products around

the world. This client has a strategy of HRO (Human Resource Outsourcing)

whereby their statfing agency does all of the hiring and training of their temporary

production workers.

Contracting out HR processes has become a trend in many business environments

and was discussed in section 5.9 of the literature review (Stewart, 1996; Csoko,

1995). Employers increasingly rely on temporary workers which have the advantage

of lowering benefit costs and the ability to remain tlexible. The literature argued that

“when organisations go through statfing agencies to fill positions, organisations in

effect are turning to an external HR department so they don’t have to worry about

hiring, firing, payroll and benefits” (Vu, 2005, p 17). It was learned that C4 spends
C $ 1 M- C$ 1.3 million annually for wages of temporary labour.

The reason why the client is using a strategy of HRO was explained by their

production manager who stated:

“10 — 15% of our total work force are temps, so that would be 40 — 60
temps . . . we use the agency to do our recruiting which saves us time

... the agency is responsible to train the new temps the basics of the job,

safety training and ensure they speak English. The critical reason why we
use a temp agency is because the agency is responsible for laying off
temps too . . . they take complete responsibility for layoffs . . . and

we can guarantee permanent work to our full time employees . . . we

can say, we don’t lay off our workers, which is true. This is a big issue
for our company (no layoffs, and retaining our work force) . . . layoffs are
bad for company morale . . . the permanent employees get very upset if

layoffs occur’.

The client provides a clear distinction of status between temps and permanent

workers (Foote, 2004), yet both groups (temps and permanent staff) work well
together. The temps have become an integral part of this company’s production

operations. The company hires their permanent workers from the pool of experienced

temporary labour. Moorman and Harland (2002, p 176) call this a “foot in the door
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assignment whereby the temp may choose to exert more effort in hopes that they will

get first crack at a full-time position when one becomes available”.

The client’s staffing agency is the gateway of Joining the company which has been

described in the literature as an important new port of entry into organisations for

new employees (Ward et al., 2001). Mangum et al. (1985, p 602) refers this form of

recruitment as a “labour-market intermediary” and Grimshaw et al. (2001) suggests

that temping has substituted the need for permanent workers to be on probation.

The fact that this company hires in this manner is well known by the temps and the
local labour market which is an incentive to become a temp for that particular
staffing agency. The temps’ hourly wage is double the minimum wage. Due to the
complexity and number of temps working for this company, the staffing agency has
provided their own on-site staffing manager (Frazee, 1997). The manager from the
staffing agency is responsible for the temps’ attendance, safety and the daily staffing
requirements. This 1s another trend in the recruiting sector whereby the daily HR
operations are being contracted out to a staffing agency. The staffing agency has
become the company’s on-site HR department which emphasises the importance of

establishing a robust relationship with the client (Peck and Theodore, 1998).

The client switched statfing agencies because there was a core service failure. Temp
workers were being hired could not speak English and were reporting for work
without the proper safety training or equipment (steel toed work boots). The latter

incident resulted in temps being sent home which resulted in lost production time

which the client could not tolerate. The client stated:

“when we lose production time, we all look bad . . . due to
the poor quality of temps being hired we had to switch . . .
we didn’t trust the staffing agency any more, they were
unreliable and we kept running into staffing shortages . . .
they failed to deliver the quality service we needed!”

The client switched due to service provider (Fr4) failing to deliver the core services.
This resulted in the client not trusting the service provider which led to a loss of

commitment to continue the relationship. Section 3.3.3 of the literature review
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discussed the influence of trust on commitment. Morgan and Hunt (1994) suggest

that trust leads to commitment while earning customers’ trust is critical for a

company to develop customers’ commitment. When the trust level is low less

favorable attitudes will be generated between the customer and service provider

(Sharma and Patterson, 1999) resulting in less commitment to maintain the

relationship.

1.6.2 Triad 4: ‘Switched To’ Staffing Agency Perspective

The interview with the ‘switched to’ agency (T4) discussed reasons why clients
switch to their agency. A significant finding was to learn that T4 conducted an
extensive review of C4’s recruiting needs to determine if they could fulfil the
demands of the HRO contract. Part of the review was to examine why Fr4 lost the

contract and understand C4’s reasons for switching. The account manager stated:

“Our mission was to understand C4’s operation inside-out and to
ensure we had a good fit of candidates to meet their daily requirements
... we learned the deficiencies and reasons why the client was not happy

with the quality and speed of filling vacancies they had been getting from
Fr4 ... we could not proceed with this contract until we were absolutely
certain we could deliver”.

The above quote emphasises the need for a service provider to understand the critical

success factors that the client 1s expecting and analyse any past switching

experiences (Johnston et al., 2001; Weitz and Bradford, 1999). In addition, it
underscores the need for the agency to determine if they have the core competencies
to deliver the expected services. This relationship building strategy was discussed

and supported in section 2.5.3 which confirms the need to fully understand a client’s

needs (Svensson, 2004; Johnson et al., 2001; Gronroos, 2000).

Another key learning was T4’s ability to motivate and retain the temporary workers
for C4. T4 initiated various pay incentives, safety award programmes and production
bonuses for the temporary production workers (Slattery et al., 2005; Connell and
Burgess, 2002). This resulted in reduced absenteeism, improved morale and reduced

lost production time. T4 gave more responsibilities to their on-site manager to ensure
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the temporary workers met the client’s daily requirements for safety and work

quality. Daily control checks were implemented with the results being communicated

regularly to the client.

It can be concluded from this triad that the staffing agency’s key account

management requires a service level strategy of extra care and commitment. Such
etforts are necessary to develop the skills of the temporary workers to ensure the
client’s recruitment needs are met daily (Takeisi, 2001; Kogut and Zander, 1992). A

key 1ssue raised in this triad was the need for the staffing agency to control the

overall recruitment costs on behalf of C 4. The account manager from T4 stated:

“we work closely with a client to anticipate their short term and long
term temporary labour needs . . . this is key in monitoring and
reducing the client’s labour costs . . . getting the right number of
temps in the right jobs each day is critical to this client . . . speed

and quality is everything for our clients’ and we have to deliver this
daily . . . the quality of our services is snown in two ways —

through the quickness of quality job placements and by saving
our client money in the recruiting function .

The significance of this quote indicates the importance of managing client’s staffing
needs with the utmost professionalism and to appreciate how the core and non-core
services affect the client’s overall satisfaction. In this triad the client required a full
service, on-site staffing agency that provided consistent and cost-eftective recruiting
services each day. The ‘switched to’ agency was successful because they used
relational selling skills to manage the client’s needs. Section 2.5.5 of the literature
review suggested the relative importance of key account management (KAM)
increases as the parties involved seek to establish closer relationships (Homburg,
2000). KAM provided the client a range of recruitment services that coordinated the
logistics of hiring and managing the temporary employees that met the client’s

production schedule needs (Slater and Olson, 2000).

7 6.3 Triad 4: ‘Switched From’ Staffing Agency Perspective

The next discussion will focus on the reasons why the ‘switched from’ agency (Fra)
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loses their clients. Fr4 stated the key reason why their clients switch was due to poor
quality of ‘fit’ of the candidates (Daniel, 2006). Fr4 stated they had been managing C
4’s account for eight years and losing this client was a significant loss to their
reputation and revenues. This switching incident stems from Fr4’s lackadaisical
attempt to sustain a quality core service critical to C4’s operation. Due to the amount
of clhient’s recruitment activity one of Frd’s strategies was to provide an on-site
manager (Frazee, 1997). However, even with an on-site manager the core-services
were not being performed adequately. This raises the issue of the job performance
and capabilities of Fr4’s on-site manager. Key accounts who have requested a full

range of services require the highest degree of quality service delivery (Ivens and

Pardo, 2007). Fr4 should have had one of their senior executives over-seeing their

on-site manager’s work performance. Daily control mechanisms monitoring the

quality of service and C4’s satisfaction is recommended and may have prevented Fr4

from losing this major account.

The learning from this triad is that a service provider’s on-site manager’s
productivity and effectiveness must be measured by tangible results and the client’s
satisfaction. The success of HRO depends on the service provider’s ability to

increase service quality, reduce costs and be accountable for their performance
(Johson et al., 1998; Csoko, 1995). Fr4 lost this key account due to their lack of

commitment and failure to meet their client’s daily service expectations (Wilson and

Jantrania, 1996).

7.6.4 Triad 4: Summary of Analysis

The client was a manufacturer of office furniture who was using a HRO (Human
Resources Outsourcing) strategy supported in the literature review, section 3.9
(Ehret, 2006; Hindle, 2005; Grundy, 1998; Klaas et al., 1998: Frazee, 1997). When

the expected core services were not being performed on a daily basis the client

switched to an alternative staffing agency.

This triad confirmed the need to monitor the daily work performance of a staffing

agency’s on-site manager. The on-site manager’s role is so critical that it warrants a
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senior executive from the staffing agency to ensure the tasks are fulfilled to meet the

client’s daily service expectations (Purcell and Purcell, 1999; Peck and Theodore
1998).

The ‘switched to’ agency (T4) used relational selling strategies by initiating an
interdependent and long-term orientation relationship with the client (Heide and
John, 1992; Anderson and Narus, 1991). T4 learned the reasons why the client
switched from Fr4 which began an exchange of critical information while initiating a
level of trust (Slater and Olson, 2000). It was evident that T4 had a fundamental goal

of developing a long-term, mutually profitable partnership with the client (Anderson,

1996).

A critical learning from this triad is the need for service providers to ensure greater
emphasis 1s placed on key account management and senior personnel are assigned to
manage key accounts (Homburg et al., 2000). KAM strategies involve client-service
provider interdependence which is based on trust and a stable relationship (Slater and

Olson, 2000) while increasing the value created by the synergy of their relationship
(Wotruba and Castleberry, 1993).

The needs of the client from this triad were so complex and numerous 1t would be

appropriate for the service provider to apply a team selling strategy (Jones et al.,
2005a; Weitz and Brandford, 1999) that was discussed 1n section 2.5.7. Such a
strategy is suggested when a large and multifaceted client 1s serviced by many
individuals and the coordination of these individuals tasks is necessary for the
service provider to become the preferred vendor (Moon and Armstrong, 1994).
Recall that this client required their temporary workers to be hired, trained and
provided an introduction orientation before they arrived at their production facility.

F4 committed several core service failures demonstrating they were no longer
reliable or committed to performing the services the client required. Zeithaml (1990)
argues that reliability is considered the most important dimension for customer

loyalty. In a services context there needs to be an attribute of reliability and

confidence to sustain a loyal relationship (Dick and Basu, 1994).
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The client in this triad had a need to produce a quality product and they were willing

to pay an above average wage to their production workers. The unwillingness to risk
quality for lower wages or risk using an unknown supplier was discussed in section
3.6 (Tait and Guevel, 2000; Nagle and Holden, 1995). However, once the client’s
production quality was threatened by poor quality from their service provider they
took immediate action and switched. This demonstrates the premise that a client

would rather switch than risk with a potential quality issue (Nagle and Holden,
1995).

7.7 Analysis of Triad S: Profile Triad 5 Respondents
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