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Building neglect has been a long-standing problem in Hong Kong. As prevention is better than cure,
the HKSAR Government has determined to amend the Buildings Ordinance after two rounds of public
consultation conducted in 2003 and 2005. Finally, the Buildings Department (BD) has implemented the
Mandatory Building Inspection Scheme (MBIS) and Mandatory Window Inspection Scheme (MWIS) on 30
June 2012 after LegCo’s endorsement to tackle the building neglect problem in the long run.

To support the two mandatory inspection schemes, the Hong Kong Housing Society (HKHS) undertook to
develop the Voluntary Building Assessment Scheme (VBAS) from 2006 with the support and assistance from
the building related industries. VBAS has been fully implemented on 17 July 2012. It aims to provide an
alternative for the owners of well managed buildings without having to undergo the mandatory inspections
and, through positive recognition of the VBAS, owners will be motivated to take their own initiatives to
properly manage and timely maintain their properties, thereby raising the overall quality standard of building
management in Hong Kong. To enhance the credibility, acceptance and transparency of the VBAS, HKHS
invited representatives of BD, Home Affairs Department (HAD), professional institutes and organizations of
various disciplines including Architects, Surveyors, Engineers, Environmental Professionals and Property
Managers to actively participating in the development of the VBAS assessment mechanism.

HKHS conducted 3 trial assessments before the VBAS was formally implemented. With the help and
support of the Hong Kong Association of Property Management Companies (HKAPMC) and its member-
companies, there were 78 buildings participated in the trial assessments. After a number of revisions
and enhancements, HKHS started promoting the VBAS in May 2012 by arranging training programmes
for related building professionals and inviting applications for registration as VBAS Assessors. VBAS has
started accepting applications for building certification since July 2012. All private domestic buildings
and composite buildings (domestic & commercial) in Hong Kong, of any building age and with building
management, are welcome to join the VBAS.

Through the comprehensive and rigorous building assessment of the VBAS, buildings with quality building
management and maintenance will be awarded with Premium Certificates and Quality Labels, including the
“Building Management Quality Label”, “Building Maintenance & Repair Quality Label”’/“Building Maintenance
& Repair Excellent Quality Label” and “Environmental Awareness Quality Label”. The buildings which
have been awarded with the Premium Certificates will be recognized by the BD as having fulfilled the
requirements under the MBIS and MWIS (for windows in common parts only) and will not be selected as
target buildings in the respective inspection cycles under the MBIS and MWIS for undergoing mandatory
inspections.

The building assessment under the VBAS consists of two main categories, i.e. Building Safety Category
and Building Management Category. Assessment of the Building Safety Category covers 6 Elements namely
“External Elements and Other Physical Elements”, “Structural Elements”, “Fire Safety Elements”, “Drainage
System”, “Unauthorized Building Works” and “Window Elements (for windows in common parts only)”. As
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for the Building Management Category, the assessment covers 4 Elements namely “Building Maintenance
Elements”, “Building Management Elements”, “Environmental Protection Elements” and “Value-added
Elements”.

The VBAS Assessor shall conduct a one-off building inspection and assessment of the past records on
building management and maintenance in accordance with the condition of the building at the time of
assessment. Although there is no assessment cycle set for the VBAS, HKHS encourages owners to conduct
regular assessment to their buildings in order to ensure the buildings are continuously maintained in good
conditions and to maintain the prestige of the Premium Certificates and Quality Labels awarded under the
VBAS.

For buildings aged 30 or above, if owners would like to gain BD’s continuous recognition as having fulfilled
the requirements of MBIS and thus will not be required to undergo mandatory inspections in the respective
inspection cycles, building assessment under VBAS shall be carried out at least once in a period of
10 years. For maintaining BD’s continuous recognition as having fulfilled the requirements of MWIS (for
windows in common parts only), building assessment under VBAS shall be carried out at least once in a
period of 5 years.

VBAS is operated under the supervision of the Hong Kong Quality Building Assessment Panel (Panel) and
its three Sub-Committees set up by the HKHS. The Panel Secretariat is responsible for the daily operation of
the VBAS.

Voluntary Building Assessment Scheme (VBAS)
Administrative Structure

HKHS

VBAS Hong Kong Quality Building Assessment Panel
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ong Kong Quality Technical Advisory Registration &

. Appeal & Disciplinary
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uilding ssessmen ane Sub-Committee Certlflcatpn Sub-Committee
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* Representatives of Panel & Sub-Committees coming from HKHS, BD, HAD, HKIA, HKIE, HKIH, HKIS, HKGBC &
HKAPMC
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For implementation of the VBAS, the HKHS held two large scale seminars in May and June 2012
respectively for introducing details of the MBIS/MWIS and VBAS jointly with the BD to practitioners of the
building related industries and encouraging the related building professionals to seek for registration as
Registered Inspectors and VBAS Assessors. The two seminars attracted attendance of some 600 related
building professionals.

HKHS held a number of the 1-day training sessions for registration of VBAS Assessors in the past months
which were attended by a total of more than 500 related building professionals. Up to end of December
2012, there were 394 qualified building professionals, inclusive of a considerable number of Registered
Professional Housing Managers, registered on various lists of VBAS Assessors after completion of the
training.

To motivate the owners in joining the scheme at an earlier stage, HKHS announced on 17 December 2012
an offer of Early Bird Discount of 50% for the Certification Fee on “first-come-first-serve” basis. Each of the
four categories of buildings/estates (according to total number of domestic units) will be allocated a quota
of 10 for this special offer without time limit.

For more details of the VBAS, please make reference to the leaflet and the website of the VBAS (http://
vbas.hkhs.com). For enquiries, you may contact the Panel Secretariat on hotline 8108 0108 or by email to
vbasenquiry@hkhs.com.
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Achieving Customer Relationship Excellence through
Customer Service Quality Standard (CSQS) Review —
A Case Study of Property Management Industry

Jason Chu
Chairman, Asia Pacific Customer Service Consortium, Hong Kong
Email: jason@apcsc.com

ABSTRACT

The Customer Service Quality Standard (CSQS) has been developed in conjunction by the Asia Pacific
Customer Service Consortium (APCSC) and researchers from the University of Hong Kong to assess the
overall service quality, best practice compliance and performance of customer service operation. It is a
comprehensive certification dedicated to a robust customer service world class framework awarded to
organizations that excel in customer relationship excellence (CRE). The main aim of the CSQS is to establish
a practitioner-based, user-driven set of best practice guidelines that can be followed to manage the service
operation systematically and effectively so as to provide excellent services consistently to meet and exceed
customer requirements and expectations.

This study intends to present a CRE strategic review of property management sector through case studies
and examples on how customer relationship excellence can be achieved through implementing a series
of checks and actions based on CSQS, in a world class framework composed of four main areas, namely,
management responsibilities, resources management, process management and performance management.
The Customer Service Knowledge Management (CSKM) under the CSQS framework was established
to increase the overall organizational effectiveness, capabilities, performance metrics and customer
relationship management system.

Keywords: CSQS, CSKM, the Balanced Scorecard, Leadership, Performance Management, Customer Relationship
Excellence, Property Management

1.0 Introduction
1.1 Challenges in the modern property management
The housing managers and property managers are facing greater challenges today than ever

before as the size of the housing development projects and the scale of the urban real estate
planning grow larger in Asian Pacific countries.
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1.2

These larger scale housing projects and real estate need to address and comply with more
complex issues relating to government policies and regulations; health and safety, environmental
standards; new ordinances on labor, facilities maintenance, security, and personal data privacy
and protection; and last but not the least, increasingly higher expectations from the housing
residents and property owners. The last group is generally referred to as “customers” today.
These “customers” have invested a major part of their savings to acquire their houses and
properties. In most cases, they will continue to pay monthly management fees and annual
government tariffs in return for good quality of management services and enjoyment of life style
and comfort.

Maintaining a high level of customer satisfaction from our customers, namely, housing residents,
tenants and property owners, today have become not only more challenging but also one of
the most important business objectives for housing and property managers in order to retain
customers and renew the management contract upon expiration.

Customer Service Quality Standard (CSQS)

Asia Pacific Customer Service Consortium (APCSC) has identified that customer relationship
excellence (CRE) is an essential part of corporate strategy to ensure sustainable business growth
and development. Jointly with Professional George Huang from the University of Hong Kong,
APCSC has researched and developed the Customer Service Quality Standard (CSQS) to support
the development and implementation of CRE strategy with guidelines and best practices for
service organizations including the housing and property management services.

The main aim of the CSQS is to establish a practitioner-based, user-driven set of good-practice
guidelines that can be followed to manage the customer service operation systematically
and effectively so as to consistently provide excellent services to meet and exceed customer
requirements and expectations. These guidelines are arranged as a Standard specific to customer
service organizations including Customer Service Centers, Technical Support and Call Centers/
Contact Centers.
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This review paper intends to present a comprehensive review of Property Management
Service Industry on how it can achieve customer service excellence through implementing a
comprehensive set of best practices and guidelines based on CSQS customer driven service
framework in meeting and exceeding customer expectations and enhancing customer relationship
excellence.

In the following sections, the paper reviews and points out some specific gaps that are common
areas of attention for creating more added value and building better relationship with customers
for property management firms from CSQS perspectives. The four perspectives of CSQS include
management responsibilities, resources management, process management and performance
management where the performance management KPI's are measured and integrated through
the Balanced Scorecards. With this framework provided by CSQS, property managers are able
to periodically review their business operations and performances, and make improvements in
management, resources, processes and performance in a coherent way, focusing on developing
excellent customer relationship.

2.0 Management Responsibilities
2.1. Organizational Leadership and Structure

“Has the senior leadership of the organization set a clear customer relationship excellence
strategy, performance goals and measurements of the organization, and communicated them
effectively?”

If your corporate strategies and mission statements are still missing a clear customer centric
philosophy, your organization will be focusing more on other operational issues base on
your mission versus focusing essentially on “customers” or customer’s need and satisfaction.
Consequently, there is a lack of awareness and focus of such core value in the corporate culture
and policy alignment with the service level agreements, pledge and commitment of quality
standard to the level of customers’ requirements and expectations.

On the other hand, property management firms with a clear CRE strategy will focus much more on
customer needs and requests to make continuous improvements and identify innovative services
to fulfill and exceed customer expectations as a competitive advantage. It is therefore essential
for reviewing your strategy and mission carefully with CRE strategy included.

2012 YEAR BOOK




' 9

REKHAFELEEGTAD

iz

2.2 Management Review and Management Action

Effective CRE leadership will review and solicit staff suggestions to recognize and motivate
employees for customer compliments received and to implement best practices by listening
to customer suggestions. Employee recognition scheme for staff who receives compliments
from customers creates customer focus culture. The successful CRE strategy and leadership
effectiveness together will create a sustainable service business model for higher customer
satisfaction and loyalty.

In correspondence to the result of management review, management should be taking corrective
and preventive actions to sustain the continuous improvement and development of the company,
and setting up steering committee to review Root-Cause Analysis and carry out follow up action,
and measure KPI's before and after continuous improvement action for comparison.

Furthermore, investigating cross-functional issues, root cause for the corrective and preventative
action and deploying the PDCA system as the quality management system, staff performance is
assessed by the corresponding KPI's and linked with clear performance incentive programs for
the staff.

3. Resource Management
3.1 Resource Planning and Deployment

“Are resources determined and provided to establish and improve operations and align with the
customer relationship excellence strategy, corporate vision, mission and pledge?”

Most property management firms are able to manage the cost and budget well. However, there is
not a strong emphasis focusing strategically on identify areas to invest for higher return.

With increasing energy cost, electric bills during winter and summer time, the world is becoming
more environmental conscious to save energy, reduce carbon emission, and go green. Investing
in energy saving devices and replacing old high energy consumption electrical appliances,
light bulbs, machines, etc., can create a long term saving with good return on investment
(ROI). Further investment on automation for light saving, temperature, water, energy saving and
environment friendly systems will reduce a lot of manual work, reduce cost and create higher
appreciation by the owners committee with a sense of pride for both the staff and customers.
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3.2 Resource Utilization, Maintenance and Upgrade

Measuring resources utilization can also help the property managers to identify areas for better
usage. For some facilities and areas, like the Karaoke or special purpose function rooms, with
low reservation and customer usage; property manager can work with the customers to redevelop
the existing facilities and common areas to change their purposes for more practical and even
innovative development and renovation to match the lifestyle and changing lifecycle for the
current owner, residential families and tenants. These regular reviews of resource utilization,
maintenance and upgrade can help to increase the customers’ usage of the property and more
importantly satisfaction of the housing management.

Above all, have an effective customer feedback channel to listen, collect, review, strategically
identify and proactively implement sound ROl projects to make continuous improvement and
upgrade to the housing and real estate will create a stronger win-win-win customer relationship.

4. Process Management
4.1 Process Planning, Standard Operating Procedure and Operation Management

“Is there a CRE strategy to improve key customer experience management and service delivery
processes with associated channels and touch points?”

A systematic process should be established to provide feedback from the customer service
unit in order to improve the delivery, channels, development and introduction of new products
and services.

Today, different customers have different purchase and spending behaviors including payment
method preference which will impact how they want to make payment for the management fees.
It is necessary that housing managers consider offering additional alternative payment methods
including online, credit card, electronic payment system, check deposit to facility the increasing
customer/consumer spending habits and the market trend to improve the operational efficiency,
financial performance and increase customer satisfaction.

Regular customer satisfaction survey and period customer focus groups should be conducted to

establish areas of improvement and follow up actions to monitor process performance and related
key operational performance indicators.
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4.2 Process Analysis and Process Improvement

Key customer service processes and activities should be periodically checked, analysed and
reviewed to identify opportunities for process improvement and innovation so as to improve
business and operational performance

With more innovation and customer oriented technologies available, property management can
take advantage of these innovations to bring convenience to customers and bring a better
customer experience management to benchmark with market trend and customer expectations.

For example, in additional to personal visits or phone call to the clubhouse, customers can
make reservations of sports and leisure facilities via internet or mobile apps to offer 24-hour
access. Special notifications, reminders and facilities maintenance can be done via SMS, Whats
Apps, or email, etc. These self service channels and process automation not only create more
convenience, accessibility, higher utilization to fit with customer’s personal lifestyle and time,
but also reduce the staffing level and workforce required to cover long operational hours at the
clubhouse. The above examples have greatly improved the efficiency of different processes to
improve customer experience.

Opportunities for process improvement should be proactively identified and implemented with
consideration of information system and technology enhancement and support to improve
customer experience management and satisfaction.

5. Performance Management
5.1. Performance Management System, Service Level Agreements, Analysis of Data

“Is there a CRE strategy for customer satisfaction management, benchmarking and performance
management on customer, financial, service and staff performance for management review and
action?”

Managing a large housing property is similar if not more challenging than managing a 5 start
hotel and resort. The daily and weekly monitoring of a comprehensive balanced scorecards
key performance indicators (KPI's) relating to customer, financial, service operation and staff
performances is mandatory to ensure customer relationship excellence.

Achieving high level of customer satisfaction and loyalty, managing judicious budget and
investing in sound ROI projects, keeping the service promises and service level agreements,
offering professional service delivery with motivated and competent staff, maintaining a world
class customer service, all make up our balanced scorecards with both quantitative and
qualitative KPI’s.
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5.2. Performance Benchmarking, Managerial and Operational Uses

Benchmarking with other properties and listening to our customers’ complaints and compliments
can offer property managers the best future development directions.

APCSC has organized the International Customer Relationship Excellence (CRE) Awards since
2002 where property management companies amongst other cross industries have taken part
and benchmarked with one another to identify best practices from property and cross industry
leaders.

Leading property management firms have also been assessed through CSQS, the CRE
Awards standard, to identify gaps and improvement opportunities. These gaps, opportunities,
best practices can help property managers to create strategic initiatives in order to improve
performance relating to customer, financial, service and staff performance.

Strategic initiatives and action plans should also be implemented throughout the organization
to improve benchmarking gaps in product and service delivery, and customer expectations to
achieve further CRE successes. Building a customer centric organization, with closer relationship
with customers, initiating a personal greeting and conversation, listening to their feedback and
suggestions, caring enough to make continuous improvements are all necessary to keep our
customers delighted.

6.0 Customer Service Knowledge Management

Another important area that can contribute greatly to customer relationship excellence is the Customer
Service Knowledge Management (CSKM). The CSKM is a centralized database and information
system containing customers, products and services information to facilitate the efficient and accurate
responses, and service delivery to achieve customer satisfactory with first time resolution without call
back or escalations. Through effective CSKM, all and our staff and property managers can provide
more personalize services meeting the needs of our customers and create a strong friendship with the
residents and tenants.

Some companies are not fully aware of the importance of online customer service knowledge
management (CSKM) which can support the frontline staff with professional knowledge and information
to give first time resolution satisfactory to customer requests. This is another area for higher ROI
programs to uplift the balanced scorecards KPI’s.

With mature cloud and mobile computing devices, more companies from cross industries are deploying
mobile devices, apps and tablets to extend the enterprise CSKM to where the customers are physically
located to improve customer interaction and experience management to further empower their
supervisors and frontline staff to offer timely feedback and provide personalized services.
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7.0 Conclusion

The strategic review using CSQS guidelines applied to the property management industry has
identified gaps and opportunities that are relevant and effective for auditing and benchmarking with
both within and outside of the property management sector. Some of the strategic initiatives realized
in the property sector are to enhance customer service best practices, to encourage organizational
focus on customer needs to improve their business performance, to align the approach throughout the
company and industry and to improve interdepartmental co-operation, customer and staff engagement.

The CSQS sets forth a set of Customer Relationship Excellence (CRE) guidelines that assists the
organizations in instituting best practices and compliance and to empower the customer service and
operation to greatly uplift their capability to improve the overall success, Voice of Customer quality
system and performance.

The systematic annual CSQS review and implementation reinforce the corporate CRE strategy to:

° Drive Customer Relationship Excellence as core business value throughout the organization with
endorsement from the top management cascading to the frontline operations;

° Improve organizational performance, Quality Management tools for continuing development of
people, processes and systems;

o Audit and evaluate your service organization and systems with a World Class Framework for
Strategic planning, Implementation, and Organization Integration;

° Identify gaps and opportunities to develop and establish customer service best practices;

° Drive Enterprise Customer Services Knowledge Management to improve staff performance,
knowledge sharing, professionalism, and empowerment to serve customers better.
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