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As an organisation we value: 

 Accountability in how we use our Resources 

 Respect for Staff and Customers 

 Transparency, Openness and Trust 

 Professionalism and Expertise 

 Partnership and Collaboration with our Stakeholders.  
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Providing Support to Health and Social Care 

 

1. Who are We? 

The Business Services Organisation (BSO) was established in April 2009 to deliver a range 

of business and specialist professional support services to organisations which play a role 

within Health and Social Care in Northern Ireland.  More recently, we have also begun to 

provide services to the NI Fire and Rescue Service (NIFRS).  The BSO plays a key role in 

ensuring the efficient and effective running of health and social care services to patients, 

clients and service users throughout Northern Ireland.  In doing so, we make an essential 

contribution to the health and well-being of the entire population of Northern Ireland.  More 

information on our services can be found on our website.  

 

We have a workforce of approximately 1,350 staff delivering primarily regional services in the 

areas shown. 

 

Figure 1 – BSO Services and Locations 

 

BSO as an organisation has continued to expand as services are increasingly being provided 

to our partners across the HSC on a regional shared basis.  

 

http://www.hscbusiness.hscni.net/pdf/BSO_Service_Catalogue_23.6.16.pdf
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2. Who are the BSO's Customers? 

The BSO is a customer-driven organisation and earns its income from the provision of 

services which are paid for by other HSC organisations, including the HSC Board, Trusts and 

other agencies in the HSC community, as well as the Department of Health.   ‘Customers’ 

are defined for the purposes of this document as “customers and consumers who use and/or 

pay for BSO services”.   BSO customer organisations are outlined below, while ‘consumers’ 

includes everyone who avails of BSO services, for example, all HSC staff are paid through 

BSO Payroll Shared Services Centre. 

 

With effect from April 2014, amendments to the Health and Social Care Act (Northern 

Ireland) have enabled the BSO to provide services to the wider Departmental family, 

including the Northern Ireland Fire and Rescue Service.  The BSO is also able to provide 

services to the Department or on behalf of the Department as required.  There are currently 

17 organisations with which we sign Service Level Agreements (SLAs).  An SLA formally 

records a common understanding between the two parties which includes standards, 

duration and timescales of services to be provided, priorities, responsibilities, dispute 

resolution, payment, review and monitoring arrangements.    

 

Some services provided by BSO are delivered to its customers by mandate; for example, 

following a Ministerial decision in July 2008, the Directorate of Legal Services is now the sole 

provider of legal services to the HSC in Northern Ireland.  However, some of the BSO 

customers for some services may, in the longer or shorter term, have a choice to place their 

business elsewhere.  In order to retain current customers and attract new ones, we must 

understand their varying needs and wants across the different business services.  To do so, 

we need to further develop robust but flexible processes to evaluate levels of satisfaction 

with the services provided by BSO. 
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3.   Purpose of the BSO Customer Relationship Strategy 

The BSO as an organisation is committed to strengthening its direction of travel which places 

the customer at the heart of what we do.  This commitment leads us to develop processes to 

ensure that the customers’ needs and wants are a driver for change.   

 

The BSO is committed to continuously growing and improving an infrastructure for a 

business model of excellence in terms of people, technology and knowledge.  This strategy 

plays a key role by ensuring that we are able to maximise the delivery of benefits from these 

assets as they develop. 

 

It should be acknowledged that the BSO Customer Relationship Strategy does not stand on 

its own, but links to other policies, strategies, programmes and across the BSO and its 

partners.  These will include the Corporate Strategy, the corporate Annual Business Plan, 

local Business Plans, Communications Strategy, Equality and Diversity Policy, Complaints 

Procedures.  It should also be noted that the BSO has continuously evolved its Customer 

Relationship Strategy as the organisation has continued to grow and develop. 

 

As customers are the BSO’s source of income, if we cannot at least meet our customers' 

expectations, we will struggle to survive as an organisation.  Ideally, we should exceed our 

customers' expectations, thereby maximising their satisfaction and also our credibility in their 

eyes. 

 

We must take cognisance of the following:  

 

 Customers are an exceptional source of information which is vital to enable the BSO 

to succeed i.e. giving customers what they want; 

 We cannot assume that we know what a customer's expectations are – we must ask. 

 Customer expectations will constantly change, so they must be determined on an on-

going basis; and 

 The expectations of different customers for the same service may vary according to 

size, location, economic situation, experience and a number of other factors. 
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It is vitally important for BSO to maintain a strategic focus on Customer Relations and to 

manage this area appropriately. 

The BSO Customer Relationship Strategy is built around three simple principles:   

 

Principle 1 – We must determine mutually satisfying goals between the BSO and our 

customers; 

 

Principle 2 – We must establish and maintain customer rapport; 

 

Principle 3 – We must produce positive outcomes/outputs for the BSO and our 

customers. 

 

These three principles define the direction for the BSO Customer Relationship Strategy, as 

well as determining the actions required to drive customer value and become a leading 

customer-focused organisation.   

 

 

 

4. BSO Corporate Strategic Plan 

Corporate Strategic Planning is the formal process whereby the BSO defines its strategy 

or direction and makes decisions on allocating its resources to pursue this strategy.  All 

strategic planning deals with at least one of three key objectives: What do we do? For 

whom do we do it? How do we excel? 

 

At a corporate level our Corporate Plan provides the vehicle for the collective customer 

needs and wants to be turned into medium term actions for the BSO as a whole. The 

BSO Strategic Objectives for 2015-18 are: 

 To deliver Value for Money services to our customers 

 To Grow our services and Customer Base 

 To Pursue and Deliver Excellence through Continuous Improvement 

 To Enhance the Contribution and Development of our People 
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Customer Survey 

Customer Forums 

Service Level Agreements 

Customer Relationship Strategy 

 

5.   BSO Model for Quality Excellence 

Although part of the HSC, the BSO has to demonstrate that it can compete with other 

providers of similar services from both a cost and quality perspective.  Standing still is not 

an option for BSO, particularly in the current economic environment which has placed 

unprecedented pressure on us and on our customers to deliver efficiency savings.      

This drives us continually to seek new and innovative ways of developing and growing 

our services and increasing our productivity.  This is depicted in our Quality Excellence 

Model below: 

 

Figure 2 - Quality Excellence in BSO 

 
 
 
 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Our processes are 
assessed internally 
and externally to 
ensure their 
optimisation 

We have a range of 
initiatives to support 
our staff in the 
provision of a high 
quality service 

We have built quality 
into the management 
of our customer 
relationships – which 
are vital to the 
success of the BSO 
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6. The Customer of the Future’ 

The Institute of Customer Service1 has carried out research into “the customer of the future”, 

published in 2017, which confirmed that customers in general are becoming more 

sophisticated.  “Customers … have clear ideas of the benefits they expect services to deliver 

and are reluctant to accept underperformance.” Customers desire companies which offer 

“convenience and are highly responsive.” Customers want solutions quickly but they also 

want to “access services which are as tailored and personal as possible.”   “Organisations 

will need to excel both in delivering fast, efficient, convenient experiences, but also in 

creating trusted relationships with an emotional connection, empathy and advice.  A key 

challenge will be the capacity to address both sets of needs and to move seamlessly 

between them.” 

 

 While this research related to individual customer feedback, for BSO, it has read-across to 

organisations as customers.  The research also highlights that “organisations will need to be 

more imaginative in how they collect, analyse and use data about their customers …  There 

will be opportunities to provide integrated, highly personalised services that transcend 

traditional sectors, but this will require unprecedented collaboration and innovative new 

partnerships.  Earning customers’ trust will become more challenging and organisations will 

continually need to find ways of demonstrating their trustworthiness, not just in managing 

customer data, but across the breadth of their operational activities and governance.” 

 

The Institute of Customer Service previously carried out research in 2012 which identified a 

number of key drivers of change and overarching themes relating to customer service.2  

These included: 

 the requirement for greater organisational agility; 

 an increased role for customer insight and analysis; 

 an enhanced set of customer service skills combining insight, emotional intelligence, 

commercial acumen and technological awareness; 

 the growing importance of trust and reputation; 

 the key role of collaboration and partnerships. 

 

                                      
1
 Institute of Customer Service,  The Customer of the Future (2017) 

 
2
 Institute of Customer Service,  The Future of Customer Service: a Blueprint for 2020 (2012) 
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7.   Future Customer Service Organisation Archetypes - 

the Personal Assistant and the Trusted Adviser 

 

The most recent Institute of Customer Service research3 suggests two fundamental types of 

customer needs which organisations will need to address simultaneously:  transactional 

needs and relationship needs. 

 

On the one hand, there is a need for fast, convenient, simple experiences that are primarily 

transactional in nature (Shared Services model).  These are addressed through the 

Personal Assistant customer service archetype. 

 

In addition, organisations need to focus on customers’ need for deeper relationships 

underpinned by empathy, expert and proactive help (Centres of Excellence model).  This 

approach is defined as the Trusted Advisor customer service archetype. 

 

Sometimes transactional and relationship needs will be distinct and separate from each 

other; often they will converge and evolve in the course of a customer journey.  The Institute 

concludes that organisations will therefore need to develop the capacity to address both sets 

of needs, but also to move seamlessly between them.  This resonates with the future 

roadmap for BSO as it continues to develop its shared services role to transformational 

maturity in tandem with its Centres of Excellence in specialist areas such as procurement 

and legal services. 

 

 

 

 

 

 

 

 

 

 

                                      
3
 Institute of Customer Service,  The Customer of the Future (2017) 
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Customer Need* Transactional  Relationship 

Customer Service 
Archetype 
Characteristics 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

The Personal Assistant 

 

 For experiences where the 
primary focus is functional 
efficiency with less 
requirement for a wider 
relationship 

 

 Each customer has a personal 
footprint of preferences to 
which service delivery is 
aligned 

 

 Transparency of options, 
information, bills 

 

 Simplicity, speed and 
convenience 

The Trusted Adviser 

 

 For experiences where there is a 
requirement for emotional 
connection, empathy and advice 

 

 Deep knowledge of customer’s 
personality, emotions, tastes and 
preferences across a wide range of 
life episodes and services 

 

 Expert, proactive advice and 
recommendation 

 

 Co-creation of new products and 
services 

 

 

 

 

 

 

 

Customer Service Archetype Characteristics (Institute of Customer Service, 2017)  

 

 
 
 
 
  
*Since the establishment of BSO in 2009, the needs of customers have been sought through 

a variety of methods, including senior level meetings, partnership forums, satisfaction 
measurement surveys and facilitated focus groups.  
 

 Highly attuned to act in the customer’s interest 
 

 Integration of a wide range of services 
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8. Implications of Research for BSO Customer 

Relationship Strategy 2017-21 and Future Action to 

Address Customer Need 
 

What We Will Do 

 

What Will Be the Outcomes? 

 
 
Communication with our customers is critical 
to help us understand and meet their needs 
and expectations.  Good communication will 
also support a balanced view of performance.   
 
We are committed to creating a 
Communication Strategy for BSO going 
forward from 2017 to address identified 
communication gaps. The Strategy will also 
involve the creation of a BSO ‘brand’, within 
which all our services will operate. 
 

 

 Communication with our customers 
will be clear, timely and respectful.   

 

 Equally, our customers will know 
how to contact us and we will 
respond within our agreed 
timescales, with the right information 
to meet their needs and 
expectations. 
 

 The implementation of a 
Communication Action Plan 2017-
22 to support the Strategy, including 
the creation of a BSO ‘brand’. 

 
 
Our SLAs formally record the common 
understanding between BSO as a service 
provider and each of our customer 
organisations.  The SLA typically includes 
standards, duration and timescales of services 
to be provided, priorities, responsibilities, 
dispute resolution, payment, review and 
monitoring arrangements. SLAs are 
considered vital to the core business of BSO.   
 
We will ensure that all customers are engaged 
in a meaningful SLA process, allowing for 
challenging and constructive dialogue. 
 
We will ensure the agreed Key Performance 
Indicators are relevant and appropriate and 
that systems are in place to enable monthly 
performance monitoring. 
 
Our customers have told us that it is valuable 
to have SLA performance reported on a 
monthly basis.   

 
 
 

 Customers will receive meaningful 
SLAs which are in line with their 
organisational business planning 
cycles and audit requirements. 

 

 SLA performance reports will be 
provided in a format appropriate to 
the requirements of our customers. 
 

 There will be a re-alignment of SLA 
costs that is fair and transparent to 
our customers.  

Service Level Agreements (SLAs) 

 

Communication 
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We will continue to construct a Service 
Offering for our customers on an annual basis.  
This will be issued with the SLA for each 
forthcoming financial year and will endeavour 
to provide our HSC customers with a value for 
money, best in class service.  We will continue 
to verify this through external benchmarking. 
 
We will work closely with our customer 
organisations to provide integrated, convenient 
and flexible business solutions. 

 
 

 Costs for our services will be as 
transparent and fair as possible. 

 

 Our statutory duty of ‘breakeven’ will 
be fulfilled. 

  

 Mutually beneficial business 
solutions and new services may be 
co-created with our customers. 

 
 
Our customers told us that they needed 
simpler ways of finding information about our 
services.  
With this in mind, we developed a catalogue of 
the services BSO has to offer and placed it on 
our website.  We will continue to update the 
information contained within this publication on 
an on-going basis.  We will incorporate BSO 
‘branding’ when it is developed. 
 

 
 

 There will be an enhanced 
understanding of BSO services and 
how we can help our customer 
organisations achieve their 
objectives. 

 

 
 
 
We have developed a well-established 
network of customer partnership forums which 
typically meet on a quarterly basis. 
 
In response to customer feedback, a number 
of forums with regional organisations have 
been re-scheduled to take place on one day 
where possible. We will continue to keep this 
arrangement under review. 
 

 
 
 

 Structured meetings of service 
providers and customers working in 
partnership to deliver changes and 
improvements.  This may include 
the co-creation of new services and 
products. 

 
 
We have conducted corporate on-line 
customer satisfaction surveys on an annual 
basis since the establishment of BSO in 2009.  
These have provided a useful method of 
qualitative and quantitative feedback on our 
services. 
 
Our customers told us that the process can be 
too time-consuming and there was often a 
duplication of questions.  We reviewed the 
number of questions issued in 2016.  We will 
further review the overall method/s of 
corporate customer satisfaction measurement 

 
 

 We aim to Increase the response 
rate to customer satisfaction 
measurement method/s adopted. 

 

 Customer complaints and 

problematic issues will be handled 

consistently throughout BSO. 

 

 Customer feedback will be used to 
help shape and develop services 
provided by BSO. 

 

Customer Satisfaction management 

 

Customer Partnership Forums and 
Meetings 

 

Customer Catalogue 

 

Service Offering 
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going forward from 2017 in conjunction with 
our customers. 
 
We will review the Customer Relationship 
Management mechanisms used by BSO. 
 

Benchmarking 
 
 
We have developed a corporate approach to 
benchmarking (the continuous activity of 
identifying, understanding and adapting best 
practices and processes). 
 
A rolling programme of benchmarking includes 
participation by a number of BSO services in 
‘clubs’ conducted by the Chartered Institute of 
Public Finance and Accountancy (CIPFA).  
Results are compared with other participating 
organisations which are typically based in 
Great Britain and predominantly local 
government.  Results of benchmarking 
exercises, together with follow-on actions, are 
shared with our customers in forum meetings. 
 
Other benchmarking programmes, such as 
NHS Benchmarking, will also be explored. 
 

 
 

 BSO will aim to continuously 
improve its services, including 
service to customers, along the 
spectrum of the Personal Assistant 
and Trusted Advisor models. 

 
 Benchmarking will provide a source 

of evidence for costs going forward 
 

 Baseline exercises for Public Sector 
Shared Services will also provide 
detailed information with regard to 
costs and practices. 
 

. 

 
 

 
 
 
We will continue to work with customers to 
gauge their expectations and develop them 
into SLAs. We will also continue to develop 
and deliver processes to monitor the quality of 
the service to customers, in line with the SLAs. 
 
We currently have a corporate accreditation to 
the Investors in People (IIP) Standard.  In 
addition, quality accreditations such as ISO, 
EFQM and LEXCEL are sustained in specific 
areas of BSO. 
 
Our Annual Quality Report sets out some of 
our achievements with regard to quality 
excellence and continuous improvement.  It 
does so by following the concept of the five 
Quality 2020 strategic goals:- 

 Transforming the Culture 

 Strengthening the Workforce 

 Raising the Standards 

 Measuring the Improvement 

 Integrating the Care. 

 
 

 Accreditations and quality initiatives 
should instil confidence in our 
customers by demonstrating the 
commitment of BSO to deliver high 
quality services. 

 

 The standards should also provide 
an important measure of how both 
internal and external customer 
demands are being monitored and 
reviewed.   

Quality Excellence and Continuous 
Improvement  

 

Benchmarking 
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9. Conclusion 
 
A Plan to establish, deliver and monitor each of the key actions associated with the Strategy 
and ensure that Outcomes are delivered is appended. 
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10. Action Plan 2017-21 

 
Actions to Deliver the BSO Customer Relationship Strategy 2017-21 

Action 
 
 

Lead 
Responsibility 

Year One 
(2017-18) 

Year Two 
(2018-19) 

Year Three 
(2019-20) 

Year Four 
(2020-21) 

Create a BSO 
Communication 
Strategy. 

Senior 
Management 
Team – co-
ordinated by 
Director of 
HR&CS/ 
Head of 
Leadership Centre 
 

Communication 
Strategy agreed by 
BSO Board 

Monitor and review Monitor and review Monitor and review 

Deliver BSO 
Communication 
Strategy 

Communications 
Lead (responsible 
to Director of 
CCP) 
 

Appoint 
Communications 
Manager on 18 
month pilot basis 

Monitor and review Monitor and review Monitor and review 

Create a BSO 
‘brand’. 
 

Communications 
Lead  

Develop BSO 
‘brand’ as part of 
implementation of 
Communication 
Strategy 

Monitor and review Monitor and review Monitor and review 

Issue meaningful 
Service Level 
Agreements (SLAs) 
to customers in line 
with planning and 
audit cycles. 
 
 

Directors of CCP 
and Finance 

Issue Service Level 
Agreements (SLAs) 
for forthcoming year 
to customers by 
beginning of 
financial year. 

Monitor and review Monitor and review Monitor and review 
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Action 
 

 

Lead 
Responsibility 

Year One 
     (2017-18) 

Year Two 
     (2018-19) 

Year Three 
    (2019-20) 

Year Four 
     (2020-21) 

Align costs for 
SLAs in a fair and 
transparent way for 
customers  

Director of 
Finance 

Have reached 
agreement 
regarding realigned 
costing of SLAs 
with customers  
 

Monitor and review Monitor and review Monitor and review 

Ensure Key 
Performance 
Indicators (KPIs) 
agreed with 
customers are 
relevant and 
appropriate 
 

Senior 
Management 
Team – Director of 
CCP to co-
ordinate 

Issue KPIs with 
SLAs and monitor 
with customers 

Monitor and review Monitor and review Monitor and review 

Construct a Service 
offering for 
customers on an 
annual basis 

Senior 
Management 
Team – Director of 
Finance to co-
ordinate 

Issue Service 
Offering in 
conjunction with 
SLAs 

Monitor and review Monitor and review Monitor and review 

Work closely with 
customer 
organisations to 
provide integrated, 
convenient and 
flexible business 
solutions 

Senior 
Management 
Team – Director of 
CCP to co-
ordinate 

 Monitor and review Monitor and review Monitor and review 

Continue to keep 
customer 
partnership forum 
arrangement under 
review  

Director of CCP 
 
 
 
 
 

Scheduling and 
format of customer 
forums continues to 
be kept under 
review. Focus 
groups will be used. 

Monitor and review Monitor and review Monitor and review 
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Action 
 

 

Lead 
Responsibility 

Year One 
     (2017-18) 

Year Two 
     (2018-19) 

Year Three 
    (2019-20) 

Year Four 
     (2020-21) 

Ensure consistency 
of approach to 
customer 
complaints across 
BSO 
 

Senior 
Management 
Team – Director of 
HR&CS to co-
ordinate 

Update BSO 
Complaints 
Handling Policy 

Monitor and review Monitor and review Monitor and review 

Review customer 
satisfaction 
measurement 
methods with a 
view to obtaining 
an increased 
response rate. 
 

Director of CCP Updates include: 
corporate surveys 
issued on a two-
year rolling basis 
for each service, 
interspersed with 
ad hoc surveys and 
focus groups. 

Monitor and review Monitor and review Monitor and review 

Use customer 
feedback to help 
shape and develop 
BSO services and 
provide flexible 
business solutions 
 
 

Senior 
Management 
Team – Director of 
CCP to co-
ordinate 

Customer views will 
be incorporated e.g. 
in the re-design of 
Payroll structure 

Monitor and review 
with the potential of 
expanding the 
range of services 
where customer 
feedback is integral 
to re-design 

Monitor and review Monitor and review 

Maintain and 
enhance the BSO 
Customer 
Catalogue 
 
 
 
 
 
 

Senior 
Management 
Team – Director of 
CCP to co-
ordinate 

Update the 
Customer 
Catalogue at the 
start of each year 
as baseline and as 
a ‘live’ document on 
website on an 
ongoing basis. 
 

Monitor and review Monitor and review Monitor and review 
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Continue to 
develop corporate 
approach to 
benchmarking 
 

Director of CCP to 
co-ordinate  

Pilot alternatives to 
CIPFA 
benchmarking. 
  
Utilise baseline 
information on 
Public Sector 
Shared Services 
costs and practices 
as appropriate. 
 

Monitor and review Monitor and review Monitor and review 

Continue to 
develop and deliver 
processes that 
monitor the quality 
of service provided 
to customers. 

Senior 
Management 
Team – Director of 
CCP to co-
ordinate 

Sustain quality 
re/accreditations 
and commence 
identification of 
gaps where formal 
accreditations might 
be achieved. 

Monitor and review 
increase in formal 
quality 
accreditations 
across the areas of 
BSO. 
 
 

Monitor and review Monitor and review 

 
 


