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xecutive Summary 
 

 

14 customers or clients completed the Customer ServiceStyles� survey by describing the 

manner in which your organization’s service providers approach their work and interact with 

them (i.e., customer service styles). In addition, they described their satisfaction with your 

organization’s products and/or services, their loyalty or willingness to do business with your 

organization again, and the extent to which they would advocate or recommend your 

organization to other potential clients. These outcomes were measured to provide you with 

feedback on your organization’s effectiveness and a better understanding of the implications of 

the service styles exhibited by its members. 

The data collected using the Customer ServiceStyles survey indicate that your organization’s 

primary customer service style is Achievement and its secondary style is Humanistic-Encouraging. 

These styles, which have a positive impact on service, are described in detail in Section 2 of the 

report.  

As detailed in Section 3 of this report, your organization’s service outcome scores are: 

x above average for customer satisfaction. 

x above average for loyalty. 

x above average for advocacy. 

Customer service outcomes and styles are influenced by the consistency between an 

organization’s mission, brand promises, structures, systems, technologies, skills/qualities, and 

operating culture. Thus, the way to manage and continually improve service is to examine and 

increase the alignment across these internal factors. Section 4 outlines some preliminary 

recommendations for improving the service provided by your organization. These 

recommendations focus on how your organization can improve its service by: 

x decreasing the Approval customer service style. 

x decreasing the Dependent customer service style. 
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In addition, an outline of the next steps that your organization should take to manage and 

enhance its service is provided.
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ntroduction 
 

 

The ways in which service providers approach their work are quite visible to customers1 and 

shape their perceptions, attitudes, and future behaviors with respect to the organization’s 

products and services. Similarly, the ways in which providers interact with customers are 

probably the main determinants of customer satisfaction, loyalty, and word of mouth or 

“advocacy.” Reputations for quality—whether positive or negative—are earned by providers 

but are promoted by customers and end users. As a result, customer service styles can affect the 

profitability and sustainability of an organization’s products and/or services.  

As measured by the Customer ServiceStyles� survey, styles refer to the manner in which an 

organization’s service providers approach their work and interact with clients. Two general 

types of service styles, Defensive and Constructive, are measured. Data collected using the 

survey indicate that customers of organizations with Defensive, counter-productive service 

styles tend to be less satisfied and less likely to do business with them again if given a viable 

alternative. Even internal customers will seek to go elsewhere (e.g., outsource) when they are 

not getting what they need from their suppliers. In addition, dissatisfied customers typically tell 

10 to 16 other people about service problems that they’ve experienced with an organization—

thereby potentially influencing other people’s perceptions, attitudes, and behavior with respect 

to that organization’s products, services, and brands.2 

In contrast, organizations with predominantly Constructive service styles are more likely than 

others to have customers who are satisfied, loyal, and advocates of the organizations’ products 

and services. The profits associated with these repeat clients3 are greater than those associated 

with new clients: the costs associated with their purchases are amortized over a longer period, 

they purchase more, they are willing to pay a premium if necessary, and they refer new 

customers. Obtaining business from new customers is at least 5 times more expensive than 

keeping the business of current customers. Consequently, providing great service is a practical, 

cost effective, and profitable way to manage, grow, and sustain a business.   

Great service, however, doesn’t happen by accident. Organizations with superior service direct 

effort toward maintaining alignment or consistency across their missions, brand promises, 

I
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structures, systems, technologies, skills/qualities, operating cultures, and customer service 

styles. Part of this effort involves the use of measures to monitor this alignment. In addition, 

they focus on “lead” indicators, such as customer satisfaction, that predict market behavior 

rather than rely on “lag” indicators such as market share, sales, and profits to determine goals, 

strategies, and approaches.4 

Customer Service Styles and Service Outcomes 
This report summarizes the responses of customers who completed the Customer ServiceStyles 

survey for your organization. The questions included in the survey are based on contemporary 

books and articles, established and tested theories, and classical writings in the areas of 

customer service and relations, marketing, and organizational culture. These questions provide 

the means for obtaining information about the customer service styles that influence your 

organization’s long-term effectiveness and the impact of these styles on customers’ feelings and 

intentions regarding the organization’s services.  

Customer Service Styles and Service Outcomes   
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The styles assessed by Customer ServiceStyles are organized into three general categories: 

x Constructive customer service styles, which characterize the behaviors of providers 

who interact with customers and approach their jobs in positive ways that enable them to 

fulfill their own needs for growth, healthy relationships, and high performance.  

x Passive/Defensive customer service styles, which describe the behaviors of providers 

who interact with customers in “safe” ways designed to promote the fulfillment of their 

own needs for security and acceptance by their organization or work group.  

x Aggressive/Defensive customer service styles, which depict the behaviors of 

providers who approach their jobs in forceful ways designed to promote the fulfillment 

of their own needs for security and status within their organization or work group.  

The survey also assesses your organization’s performance along three important service 

outcomes:  

x satisfaction, in terms of how well your organization meets customers’ needs and 

achieves consistency in the quality of its products/services; 

x loyalty, in terms of the likelihood that customers will give your organization repeat 

business, and 

x advocacy, in terms of the extent to which current customers would recommend your 

organization to other potential customers. 

Thus, the survey and this report go beyond traditional customer service questionnaires by 

describing not only how customers feel about your organization’s service but also why they feel 

that way (i.e., their perceptions of customer service styles/behaviors). The information about 

customer service styles is critical because it provides a starting point for understanding—and 

improving—service effectiveness.   
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About this Report  
The information and feedback presented in this report will enable you to: 

x identify the Constructive styles that are promoting customer/client satisfaction, loyalty, 

and advocacy (Section 2); 

x pinpoint the Defensive styles that currently are interfering with the service outcomes 

(Section 2);   

x ascertain your organization’s current performance in terms of customer satisfaction, 

loyalty, and advocacy (Section 3); and  

x specify the next steps that need to be taken to manage and improve customer service 

within your organization (Section 4). 

Thus, the descriptions and recommendations included in this report are designed to provide 

your organization with otherwise unavailable insights regarding the nature and quality of its 

customer service. More importantly, the information provided can be used to identify changes 

that will elevate your organization’s quality of service to the next level.
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Customer ServiceStyles¥ Circumplex

ustomer Service Style Results 
 
 
 
 

This section describes the patterns of behavior—that is, customer service styles—exhibited by 

your organization’s front-line staff when interacting with customers or clients.  As you review 

the style descriptions and results, consider which behaviors are most consistent with what the 

organization “promises” to its customers (e.g., in its mission, branding, advertising, etc.) and 

the extent to which the results indicate that such promises are being kept.  

The Customer ServiceStyles¥ Circumplex 
 Customer ServiceStyles results are presented in a circular profile or circumplex. The styles are 

organized around the circumplex such that those toward the top (11 o’clock to 2 o’clock 

positions) reflect “Constructive” patterns of behavior that enable service providers to address 

their higher-order needs for satisfaction, affiliation, and achievement. Styles toward the bottom of 

the circumplex reflect increasingly “Defensive” behavioral patterns that help members meet 

their lower-order needs for security and safety with respect to people (3 o’clock to 6 o’clock) or 

tasks  (7 o’clock to 10 o’clock). Consequently, styles on the bottom right side of the circumplex 

are described as “Passive/Defensive” whereas those are on the bottom left side are more 

“Aggressive/Defensive.”  

 

C
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Constructive Customer Service Styles 
The Achievement style (11 o’clock) translates into solution-oriented 

and consistently good, solid customer service. Service providers do the 

job right the first time, suggest “extras” that anticipate the customer’s 

future needs, as well as recognize and respond to changes in clients’ 

(and their own organization’s) goals and objectives.  

The Self-Actualizing style (12 o’clock) promotes high quality, adaptive service that is 
continuously improving. Service providers take a real interest in their work and regard 
it as meaningful, bring a creative flair to their dealings with clients, and maintain high 
standards.  

The Humanistic-Encouraging style (1 o’clock) promotes trust, goodwill, and client loyalty to 

the providers and their organization. Customers find that employees will be open to their 

suggestions, share information with them, go the “extra mile,” and make sure their needs are 

met.  

The Affiliative style (2 o’clock) affords a warm and friendly atmosphere, one that makes 

doing business with the organization comfortable and enjoyable for clients. Service providers 

are informal and sociable, easy to talk to, courteous, and consistently cooperative and 

reassuring without being overbearing. 

Passive/Defensive Customer Service Styles 
The Approval style (3 o’clock) prevails when service providers are 

preoccupied with being accepted by their co-workers and/or 

superiors and emphasize their needs over those of the customer. 

Though employees may also seek the approval of customers (by 

telling them things they want to hear and always agreeing with them), 

their primary concern is making the people they work with happy.  

The Conventional style (4 o’clock) is characterized by adherence to rules, traditions, and—in 

the extreme—inflexible procedures. Though this approach may promote efficiency, consistency 

and reliability, it can also result in impersonal, regimented and superficial transactions for 
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clients. This occurs as service providers strive to meet standards that are irrelevant to clients 

and adhere to rules that prevent them from effectively addressing their needs and requests. 

The Dependent style (5 o’clock) prevails when service providers don’t have the authority 

and/or resources they need to carry out the tasks for which they’re responsible. Customers may 

be treated nicely, but are subject to constant delays and “back room” negotiations to get 

answers and information.   

The Avoidance style (6 o’clock) translates into little or no service, with employees 

disassociating themselves from the organization, their jobs, and the customer. Customers resort 

to doing business on a “self-service” basis because they are unable to get assistance, find what 

they really need, or get help with complaints.  

Aggressive/Defensive Customer Service Styles 
The Oppositional style (7 o’clock) prevails when service 

providers view clients negatively and complain that their jobs 

would be great “if it weren’t for the customers.”  Customers are 

treated as if they were a necessary evil and are dealt with in a 

cynical, if not hostile and confrontational, manner.  

The Power-oriented style (8 o’clock) focuses on “controlling” the 

client.  The Power style can emerge when service providers don’t trust or respect customers or 

feel that there’s little competition for their customers’ business. Service providers may act 

somewhat arrogant and controlling and take advantage of any dependence the customer may 

have on them for their expertise, information, or product.  

The Competitive style (9 o’clock) is evident when providers view clients as potential 

conquests, approach negotiations in win/lose terms, and focus on the immediate transaction 

rather than the long-term relationship. Even though sales are made, the clients (who were 

promised everything), may feel that they were pressured, bought too much or the wrong thing, 

or didn’t get the service promised.  

The Perfectionistic style (10 o’clock) prevails when service providers obsess over details and 

insist on doing things “exactly right” or as precisely as they believe they should be done. 
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Whereas clients may receive service that is excellent along certain criteria, it may come at the 

price of delays, information overload, and overly complex transactions.  

Interpreting the Results 
When reviewing your organization’s Customer ServiceStyles profile on page 2-6, focus on the 

length of the shaded area or extension of each style from the center of the circumplex outward. 

These extensions reflect your organization’s percentile scores. Moving from the center of the 

circumplex outward, the concentric rings on the circumplex represent the 10th, 25th, 50th, 75th, 

90th, and 99th percentiles, respectively. The bold center ring represents the 50th percentile. Scores 

falling around the 50th percentile are considered “Medium” or average relative to other 

organizations. Scores falling at or below the 25th percentile are considered “Low,”  those at or 

above the 75th percentile are considered “High,” relative to other organizations. 

The most extended style in the profile describes your organization’s primary customer service 

style. This style represents the set of behaviors most often exhibited by your service providers 

(relative to those in other organizations) when dealing with clients. The secondary customer 

service style is the second most extended style in the profile. This style may be enacted along 

with the primary style or used as a back-up when the primary style cannot be enacted.  

Focusing on the percentile scores is important because they remove the effects of social 

desirability from the customer’s original responses and, in turn, convert their “raw” or 

unadjusted scores to a common, standardized scale. Thus, when you compare the extensions 

(and corresponding percentile scores) along different styles, you can more accurately determine 

which styles best describe how your service providers approach their work and interact with 

customers. 

The percentile scores and profiles presented in this report are based on a norming sample of 87 

organizational units that were described by 1,199 of their internal or external customers/clients 

using the Customer ServiceStyles survey. Please note that the statistical norming of the profile 

will be updated as more data are collected. Therefore, if you compare profiles at different points 

in time, be sure to check the description of the norming sample on which the profiles are based.  
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The corresponding table on page 2-7 presents your organization’s percentile scores, raw scores, 

and standard deviations for the 12 styles. As described above, the percentile scores transform 

the raw scores and correspond to the length of the extensions on the profile. The standard 

deviations provide an indication of the amount of agreement among respondents regarding the 

styles in question. Lower standard deviations indicate greater agreement among respondents; 

higher standard deviations indicate less agreement and more dispersion in their responses. The 

last column of the table indicates the level of agreement among your organization’s 

respondents as compared to the level of agreement among the members of the organizational 

units in the norming sample. 

Following your organization’s results, the composite results for 13 organizational units that 

currently define the Constructive Benchmark for the Customer ServiceStyles survey are 

presented on page 2-8. These units are considered to be excellent because they all have highly 

Constructive (above the 60th percentile) and relatively low Defensive (below the 49th 

percentile) customer service styles—as well as superior customer ratings along all of the service 

outcome measures. The gaps or differences between your organization’s scores and those of the 

Constructive Benchmark are identified on pages 2-8 and 2-9. These gaps may be useful in 

pinpointing areas for improvement or change. 

The final pages of this section (pages 2-10 to 2-12) show your organization’s item-by-item 

results for each style. Similar to the style-level results, the gaps between your organization’s 

results and the Constructive Benchmark are presented for each item. Note that for each style, 

the items are ordered in terms of your organization’s least to most favorable gap scores.  Thus, 

the first item listed under the Achievement style is the one with the least favorable (or most 

undesirable) difference between your organization’s score and that of the Constructive 

Benchmark score.  The second item listed is the one with the second least favorable gap, and so 

on. The item-level results are useful for both further understanding particular styles as well as 

identifying specific behaviors to target for change.  
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ABC Company 
Customer ServiceStyles¥ Profile* 

Your Organization’s Profile  
N = XX (All Respondents)  

December 2008* 

 

 

 

 

 

 

 

 

 

 

 

Your organization’s primary customer service style is Achievement. For instance, clients 

indicate that members: 

x deliver what they promise 

x work to meet or exceed your expectations 

Your organization’s secondary customer service style is Humanistic-Encouraging. Examples 

of specific behaviors exhibited include: 

x work to build a long-term, trust-based relationship between you and their organization 

x really try to satisfy your needs as a customer 
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Your Organization’s Scores 

ABC Company 
N = 14 (All Respondents) 
December 2008 
 

 
Constructive Styles Percentile 

Score 
Raw 
Score 

Standard 
Deviation 

Level Of 
Agreement 

Achievement 99 18.31 1.80 Very High 
Self-Actualizing 80 16.57 2.44 Moderate 
Humanistic-Encouraging 95 18.14 2.85 Moderate 
Affiliative 84 17.50 2.10 High 

 

 
Passive/Defensive Styles Percentile 

Score 
Raw 
Score 

Standard 
Deviation 

Level Of 
Agreement 

Approval 37 5.00 1.96 Moderate 
Conventional 5 4.86 1.88 High 
Dependent 33 6.43 3.11 Moderate 
Avoidance 7 4.29 1.07 Very High 

 

 
Aggressive/Defensive Styles Percentile 

Score 
Raw 
Score 

Standard 
Deviation 

Level Of 
Agreement 

Oppositional 16 4.21 0.58 High 
Power 8 5.14 1.99 High 
Competitive 24 4.50 0.94 High 
Perfectionistic 24 4.86 1.99 Moderate 

                                                                                                                                                             
* The bold center ring inside the circumplex represents the 50th percentile. Constructive styles over the 50th 
percentile are strengths and contribute to effective customer service. Defensive styles over the 50th 
percentile are potential weaknesses that can detract from service quality.  
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ABC Company 
Customer ServiceStyles¥ Profile 

Your Organization’s Profile versus the Constructive Benchmark  
December 2008 

 

               Constructive Benchmark 
                     Customer ServiceStyles¥ Profile* 

 

        

 

 

 

 

 

 

 

The primary or largest gap between your organization’s results and the Constructive 

Benchmark are along the Approval style. Specific items that show the greatest gaps are: 

x do what’s easiest for their co-workers - and not necessarily what’s best for you 

x seem reluctant to do anything that might upset or require their co-workers to work 

harder 

The secondary gap between your organization’s results and the Constructive Benchmark are 

along the Dependent style. Specific items that show the greatest gaps are: 

x need to get a manager’s approval to fulfill special requests 

x need to get a supervisor to “sign off” on routine transactions or forms 

                                                 
* The Constructive Benchmark is described on page 2-4 of this report. 
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Gap Analysis   
 December 2008 

  
Constructive Styles Your Organization’s 

Percentile Score 
Constructive Benchmark’s 

Percentile Score 
Percentile 

Gap 
Achievement X X X 
Self-Actualizing X X X 
Humanisitic-Encouraging X X X 
Affiliative X X X 

 

 
Passive/Defensive Styles Your Organization’s 

Percentile Score 
Constructive Benchmark’s 

Percentile Score 
Percentile 

Gap 
Approval X X X 
Conventional X X X 
Dependent X X X 
Avoidance X X X 

 

 
Aggressive/Defensive 
Styles 

Your Organization’s 
Percentile Score 

Constructive Benchmark’s 
Percentile Score 

Percentile 
Gap 

Oppositional X X X 
Power X X X 
Competitive X X X 
Perfectionistic X X X 

"+" percentile gaps indicate your organization's results are greater than the benchmark. 
" - " percentile gaps indicate your organization's results are lower or less than the benchmark. 
Negative gaps along the Constructive styles indicate potential targets for improvement. 
Positive gaps along the Defensive styles indicate potential targets for improvement. 

Data Removed from Sample Report 



CUSTOMER SERVICESTYLES ¥ FEEDBACK REPORT                         CUSTOMER SERVICE STYLE RESULTS 

 

2-10

Copyright � 2008 by Human Synergistics International. 
All Rights Reserved. 

ABC Company 
 

Item-by-Item Feedback for Constructive Styles 
 To what extent do people in this 

organization or department…..  Your 
Organization 

Constructive 
Benchmark Gap* 

 

 

Achievement (11 o’clock)    
take initiative to solve problems and 
make things happen? 

X X X 

work to meet or exceed your 
expectations? 

X X X 

make “win/win” decisions that are 
good for both you and their 
organization? 

X X X 

deliver what they promise? X X X 
 

 

Self-Actualizing (12 o’clock)    

seem to genuinely enjoy their jobs? X X X 
approach special requests with interest 
and creativity? 

X X X 

show an interest in improving the 
quality of their products and/or 
services? 

X X X 

maintain standards and their personal 
integrity? 

X X X 

 

 

Humanistic-Encouraging (1 o’clock)    
really try to satisfy your needs as a 
customer? 

X X X 

willingly go out of their way to assist 
you? 

X X X 

explain things in a helpful, informative 
way? 

X X X 

work to build a long-term, trust-based 
relationship between you and their 
organization? 

X X X 

 

 

Affiliative (2 o’clock)    
show their appreciation - even after the 
“sale”? 

X X X 

make you feel like an important 
customer? 

X X X 

take time to listen? X X X 
treat you in a friendly way? X X X 

Scale: 1 = Not at all; 5 = To a very great extent. 
*Gap = Your Organization – Constructive Benchmark.  
“+” Gap indicates that your organization’s result for a particular item is better than the benchmark. 
“-“ Gap indicates that your organization’s result for a particular item is not as good as the benchmark. 
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Item-by-Item Feedback for Passive/Defensive Styles  
 

 

To what extent do people in this 
organization or department…..  Your 

Organization 
Constructive 
Benchmark Gap* 

 

 

Approval (3 o’clock)    
do what’s easiest for their co-workers - and 
not necessarily what’s best for you? 

X X X 

seem reluctant to do anything that might 
upset or require their co-workers to work 
harder? 

X X X 

pay more attention to their co-workers (or 
boss) than to you? 

X X X 

get distracted by requests and interruptions 
from co-workers or superiors? 

X X X 

 

 

Conventional (4 o’clock)    
offer apologies like “I’m sorry; that’s our 
policy”? 

X X X 

deal with you in a bureaucratic, impersonal 
manner? 

X X X 

come across like they’re following a 
“script”? 

X X X 

have to follow rules and policies without 
exceptions? 

X X X 

 

 

Dependent (5 o’clock)    
need to get a manager’s approval to fulfill 
special requests? 

X X X 

need to get a supervisor to “sign off” on 
routine transactions or forms? 

X X X 

seem to lack the authority to make on-the-
spot decisions? 

X X X 

have to check with superiors to get 
information? 

X X X 

 

 

Avoidance (6 o’clock)    

act like “it’s not their job” when you need 
something done? 

X X X 

come across as indifferent - like they just 
“don’t care” about their jobs? 

X X X 

seem detached or removed from their 
organization? 

X X X 

avoid promising or committing to 
anything? 

X X X 

Scale: 1 = Not at all; 5 = To a very great extent. 
*Gap = Your Organization – Constructive Benchmark. 
“+“ Gap indicates that your organization’s result for a particular item is not as good as the benchmark. 
“-” Gap indicates that your organization’s result for a particular item is better than the benchmark. 
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Item-by-Item Feedback for Aggressive/Defensive Styles   
 

 

To what extent do people in this 
organization or department…..  Your 

Organization 
Constructive 
Benchmark Gap* 

 

 

Oppositional (7 o’clock)    

treat legitimate requests as unreasonable? X X X 
act as if you’re trying to take advantage of 
them? 

X X X 

argue with you? X X X 
directly or indirectly blame problems on 
you? 

X X X 

 

 

Power (8 o’clock)    
act like they’re “doing you a favor” when 
simply doing what they’re paid for? 

X X X 

try to control or subtly manipulate you? X X X 
proceed as if they know more about your 
needs than you do? 

X X X 

provide service at their own convenience 
rather than yours? 

X X X 

 

 

Competitive (9 o’clock)    

try to “outsmart” and outmaneuver you? X X X 
aggressively bargain or haggle with you? X X X 
pressure you to make decisions too quickly 
or “buy” things you don’t really need? 

X X X 

say anything to make a “sale” - regardless of 
whether they can deliver? 

X X X 

 

 

Perfectionistic (10 o’clock)    
make things too complicated for you? X X X 
get wrapped up in details that aren’t 
important to you? 

X X X 

miss deadlines or take up too much time 
trying to do things perfectly? 

X X X 

get hung-up on problems and risks that seem 
irrelevant to you? 

X X X 

Scale: 1 = Not at all; 5 = To a very great extent. 
*Gap = Your Organization – Constructive Benchmark. 
 “+“ Gap indicates that your organization’s result for a particular item is not as good as the benchmark. 
 “-” Gap indicates that your organization’s result for a particular item is better than the benchmark.
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ervice Outcome Results 
 

 

Traditionally, companies have gauged the effectiveness of their service by looking at indicators 

such as revenues, profitability, customer retention rates, and customer satisfaction. However, 

these measures alone provide a limited—and possibly distorted—picture of the true 

effectiveness of an organization’s services. Revenue and profitability reveal little about future 

market performance and brand sustainability. In addition, satisfied customers are not 

necessarily loyal—and repeat customers are not necessarily satisfied. Consequently, the 

literature on customer service encourages organizations to find out whether customers are 

recommending their products and services to other people (“advocacy”) and the reasons behind 

repeat purchases (“loyalty”). 1 

The Customer ServiceStyles¥ survey includes measures of three outcomes that can help you to 

better understand the implications of your organization’s service styles profile: customer 

satisfaction, loyalty (as opposed to repeat business due to lack of alternatives), and advocacy. 

Our research indicates that Constructive service styles are positively related to all three of these 

measures, whereas Defensive service styles detract from customer satisfaction, loyalty and 

advocacy.  

These relationships are illustrated on the next page by the composite results for the 

Constructive Benchmark organizations, based on 13 organizational units, and the composite 

results for 14 Defensive Organizational Units with highly Defensive (at or above the 60th 

percentile) and low Constructive (below the 50th percentile) customer service styles. The 

outcome results for the Historical Average, based on the 87 organizational units included in the 

current norming sample, are also presented. Note that because the 50th percentile ring on the 

customer service style circumplex is the Historical Average, the profile for this group (which is 

a circle with all styles extended to the 50th percentile) is not presented. Following these results 

are the outcome results for your organization as compared to the Historical Average and 

Constructive Benchmark.  

S
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Defensive Organizational Units 
Customer ServiceStyles¥ Profile 

 

Constructive Benchmark 
Customer ServiceStyles¥ Profile 

 

Defensive Organizational Units versus Constructive Benchmark   

 
 

    

  

 

 

 

 

 

 

 
 
 
 
 
 
 

To what extent… Defensive 
Organizations 

Historical  
Average 

Constructive 
Benchmark 

Satisfaction    
… does the quality of service provided by this organization meet your expectations? X X X 

… is the quality of products or services inconsistent – that is, subject to variability?* X X X 

Loyalty    

… is this organization likely to get repeat business from you? X X X 

… would you choose to do business with this organization again (assuming you had 
the flexibility or opportunity to go elsewhere? X X X 

Advocacy    

… would you recommend this organization to potential customers like yourself? X X X 

*Note that a lower score for this item indicates a more positive result. 

1.00 
1.50 
2.00 
2.50 
3.00 
3.50 
4.00 
4.50 
5.00 

meets expectations inconsistent 
quality*

 repeat business do business again  recommend
organization

Defensive Organizations Historical Average Constructive Benchmark

Low scores for this 
item are desirable

To a very  
great extent 

Not at all 

Satisfaction Loyalty Advocacy
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1.00

1.50

2.00

2.50

3.00

3.50

4.00

4.50

5.00

meets expectations inconsistent
quality*

repeat business do business again recommend
organization

Your Organization Historical Average Constructive Benchmark

Satisfaction Loyalty Advocacy

Low scores for this 
item are desirable

To a very
great extent

Not at all

 
To what extent… Your 

 Organization 
Historical  
Average 

Constructive 
Benchmark 

Satisfaction    
… does the quality of service provided by this organization meet your expectations? X X X 

… is the quality of products or services inconsistent – that is, subject to variability?* X X X 

Loyalty    

… is this organization likely to get repeat business from you? X X X 

… would you choose to do business with this organization again (assuming you had 
the flexibility or opportunity to go elsewhere? X X X 

Advocacy    

… would you recommend this organization to potential customers like yourself? X X X 

*Note that a lower score for this item indicates a more positive result. 
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sing the Results to Enhance Customer 
Service 

 

 

The information provided by the Customer ServiceStyles� survey can be used to identify 

important targets for change and improvement. When used in conjunction with surveys that 

assess the internal organizational factors that drive customer service styles and quality, the 

results presented in this report facilitate the development and implementation of a 

comprehensive, integrated strategy for improving organizational effectiveness along all 

dimensions—including customer service.  

The diagram below highlights the major internal causal factors that impact customer 

perceptions, attitudes, and future behaviors regarding the services offered by an organization or 

unit. As such, it can be used as a guide for maximizing service quality as well as the long-term 

performance and overall effectiveness of the organization as a whole.   

Factors that Impact Customer Service     
 

U 
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The Impact of Culture on Customer Service  
Customer perceptions, attitudes, intentions, and subsequent behaviors with respect to an 

organization’s services are most immediately affected by the behaviors of service providers—

i.e., customer service styles. Additionally as depicted by the diagram, factors such as structures, 

systems, technology, and members’ skills/qualities can affect perceptions of customer service 

both directly and through their impact on the organization’s operating culture.  

Organizational culture, as measured by the Organizational Culture Inventory� (OCI), represents 

the norms and expectations for behavior within a given organization or unit. Customer service 

styles, on the other hand, describe the actual behaviors of the organization’s members when 

interacting with customers or clients. Thus, culture, as measured by the OCI, is not the same 

thing as customer service styles. Rather, culture is one—albeit an important—factor that 

influences, impacts, shapes, and reinforces customer service behaviors and styles.  

 

Understanding the difference between culture, as measured by the OCI, and customer service 

styles is critical to comparing and understanding differences in OCI and Customer ServiceStyles 

profiles and results. How people are expected to behave when approaching their work and 

interacting with co-workers (i.e., OCI) does not necessarily translate into the exact same 
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behavioral style when interacting with customers. For instance, preliminary research on the OCI 

and Customer ServiceStyles indicates that norms and expectations for Perfectionistic behaviors 

may promote Dependent, Conventional, and Avoidance behaviors to an even greater extent than 

they do Aggressive/Defensive behaviors such as Competitive and Perfectionistic. Thus, people 

may find it necessary to adopt a variety of customer service behaviors as a result of, or in order 

to meet expectations for, particular cultural styles.  

The Culture Disconnect  
An organization or unit’s operating culture as measured by the OCI represents the way in which 

members, in general, are expected to approach their work and interact with one another. These 

behavioral norms often differ from an organization’s ideal culture, which reflects its values in 

terms of the behavioral styles believed to be necessary to maximize individual productivity and 

the long-term effectiveness of the organization.   

Differences between the stated values of an organization (i.e., ideal culture) and the behaviors 

that are actually expected and reinforced (i.e., operating culture) indicate a “culture 

disconnect.” Such differences may be the result of poorly articulated missions and philosophies. 

However, they can also be due to structures, systems, technologies, and skills/qualities that are 

not aligned with or do not reflect what the organization claims to value. For example, most 

managers will say that individual initiative and a moderate degree of risk-taking are highly 

valued qualities in their organizations (Constructive ideal culture). However, when decision-

making structures require that superiors approve all decisions, even those that are relatively 

minor, such structures override the stated values and promote an operating culture that is 

Passive/Defensive rather than Constructive. Customers of stores where a supervisor must be 

called over to handle all returns, complaints, or issues—no matter how routine—often witness 

this example and “pay” the consequence of unnecessary time wasted waiting for supervisor 

approval. Although the managers of many of these stores may say that Constructive behaviors 

are valued, those are not the behaviors that their decision-making structures allow and 

reinforce. 

The causal factors that create and reinforce the operating cultures of organizations and their 

units are identified and described by the Organizational Effectiveness Inventory¥ (OEI). Briefly,  
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x Structures refer to the ways in which components (such as people, tasks, and roles) are 

ordered and coupled to create organization. Aspects of structure that can influence an 

organization’s operating culture and performance include its design (such as degree of 

centralization, formalization, and specialization) and the extent to which it promotes or 

restricts members’ involvement and empowerment. 

x Systems refer to the interrelated sets of procedures—such as those focusing on human 

resources, information, accounting, and quality control—an organization uses to support 

its core activities and solve problems. Human resource management, appraisal and 

reinforcement, and goal-setting systems are among the most powerful factors for 

shaping—as well as redirecting—the operating culture of an organization and for 

influencing its performance and long-term effectiveness. 

x Technology refers to the methods by which an organization transforms inputs into 

outputs. Aspects of technology that have been found to have an impact on the operating 

culture and outcomes include job design, job complexity, and degree of interdependence 

among members. 

x Skills/qualities of organizational members—particularly those who hold leadership 

roles—impact the operating culture of an organization, its performance, and its long-

term effectiveness. Examples of relevant skills and qualities include leadership, 

communication, conflict resolution, and sources of power and influence. 

Organizations that use the OCI and OEI find that when structures, systems, technology, and 

skills/qualities are aligned with their values, the operating culture reflects the ideal culture, and 

the organization generally performs favorably along a variety of effectiveness indicators—

including those having to do with customer service. In contrast, when causal factors are 

inconsistent with values, the operating culture is considerably different from the ideal, and the 

outcomes realized (including customer satisfaction, loyalty, and advocacy) tend to be less 

favorable.  

Though there are many factors that potentially impact an organization’s customer service, 

research using the OCI, OEI, prototype versions of the Customer ServiceStyles, and other 

measures (e.g., manager interviews) provides evidence of the relationships described here.   
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Recommendations for Enhancing Customer Service 
Based on the results presented in this report, you probably have come to one of two 

conclusions: 

x Your organization should focus on maintaining its current customer service styles and 

outcomes. 

x Your organization should work on improving its current customer service styles and 

outcomes.  

If the conclusion is that your organization should work on maintaining its current results then 

the cultural norms that are promoting the current service styles should be identified and 

reinforced. Because changes in structures, systems, technologies, and skills/qualities are 

eminent in most organizations, steps also should be taken to ensure that any changes continue 

to promote desired behaviors. Such steps include regularly monitoring and reviewing customer 

service styles and cultural norms.  

If, however, the results indicate that your organization needs to improve, then the current 

cultural norms that are driving counter-productive customer service behaviors and styles 

should be identified. Cultural norms that differ from the organization’s values and ideal culture 

likely are the same ones that are promoting ineffective service styles. Consequently, to enhance 

customer service, the internal factors (i.e., structures, systems, technologies, skills/qualities) that 

will promote desired (and discourage undesired) behaviors and norms within your 

organization must to be identified. 

The following recommendations for enhancing your organization’s customer service are based 

on the results presented in this report, the factors that impact customer service shown on page 

4-1, research conducted on other organizations that have used the OCI and OEI, and consultant 

observations: 

Decrease the Approval customer service style by: 

x Reducing internal cultural norms and expectations for… 

� Avoidance (e.g., “shift responsibilities to others” and “never be the one blamed for 
problems”) and  
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� Approval (e.g., “switch priorities to please others” and “be liked by everyone”) 
behaviors.   

x Implementing levers for change shown by research to weaken Avoidance and Approval 
cultural norms, such as… 

� basing rewards and promotions on more objective (and less subjective) criteria.  

� increasing the impact of people’s jobs on customers (thereby increasing the need for 
people to please clients rather than co-workers). 

x Considering related strategic and operational/tactical changes that, based on consultant 
observations, may weaken the Approval customer service style, such as… 

� gathering information from customers about what leads them to be loyal (versus 
what drives them to find other alternatives). 

� emphasizing measurable objectives (rather than strictly relying on subjective 
evaluations by superiors or peers). 

Decrease the Dependent customer service style by: 

x Reducing internal cultural norms and expectations for… 

� Avoidance (e.g., “shift responsibilities to others” and “never be the one blamed for 
problems”) and 

� Dependent (e.g., “follow orders…even when they are wrong” and “check decisions 
with superiors”) behaviors.  

x Implementing levers for change shown by research to weaken Avoidance and Dependent 
cultural norms, such as… 

� decentralizing decision-making and reducing the degree of specialization in people’s 
jobs. 

� improving selection and training so that people are better equipped to take initiative. 

x Considering related strategic and operational/tactical changes that, based on consultant 
observations, may weaken the Dependent customer service style, such as… 

� encouraging managers to respond to employee inquiries with questions that 
stimulate creativity and help them to think for themselves.  

� applying the company’s mission and vision in visible, consistent ways that help 
people understand the parameters for making good decisions on their own.  
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Keep in mind that these recommendations are solely based on the largest gaps between your 

organization’s customer service styles profile and that of the Constructive Benchmark, as well 

as the tendencies that have been observed in other organizations that have exhibited problems 

with these same styles. Implementing these recommendations is likely to have a positive 

impact; however, because they are generic, it is uncertain whether they will be the most 

powerful levers for change for your particular organization. The best way to identify the most 

powerful levers for a particular organization is to have those who are most intimately familiar 

with it analyze the data in this report in the context of their knowledge about the specifics of 

that organization. Consequently, this implies that for your organization to see substantial 

improvements in its service quality, its managers along with other relevant change agents need 

to participate in carrying out the following steps: 

Step 1: Establish clear goals for customer service. The first step in acting on the 

information presented in this report is to identify what your organization is committed to 

achieving with respect to its customers. Obtaining the commitment of the most influential 

people within the organization is essential for changes to be realized. Thus, your organization’s 

managers along with relevant change agents and organizational members need to come to a 

consensus on: 

x The goals for customer service—Review the service outcome results in Section 3 and 

specify the scores that the organization needs to earn from its customers to achieve its 

mission and maximize its long-term effectiveness. 

x Customer service style targets—Review the Section 2 results and identify the two styles 

(and, within each of these styles, which two specific behaviors/items) that would be 

most instrumental to achieving the organization’s service goals. 

Step 2: Develop a strategy for achieving goals and managing customer service. Once it is 

clear what your organization is committed to achieving, the strategy for achieving these goals 

should be developed. Getting people involved during the planning stage will help to uncover 

unanticipated obstacles, gather more ideas, and raise the level of commitment to any customer 

service initiatives or changes. In particular, those who are most likely to be affected by customer 

service decisions (e.g., service providers) should be given the opportunity to have input. It is 

important to understand that this action, in and of itself, models Humanistic-Encouraging 
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behavior on the part of managers, whereas the absence of this approach communicates (and 

reinforces) expectations for Conventional or Dependent behaviors. 

An efficient way to get relevant input is to ask those who deal directly with customers to 

identify the internal factors that drive current customer service styles and outcomes by 

completing the OCI and OEI. The information from these surveys can then be used to specify: 

x Cultural targets—Results from the OCI will indicate which current cultural norms are 

most inconsistent with the organization’s values, ideals, and customer service goals when 

members’ descriptions are compared to the ideal culture profile for the organization. 

x Causal factors and levers for change—Results from the OEI will indicate what the 

organization—possibly inadvertently—is doing to create and reinforce a “disconnect” or 

misalignment between its values and goals on the one hand, and its actual operating 

culture and customer service styles on the other.  Once these causal factors are identified, 

they can be modified, replaced, or eliminated to change the behaviors currently 

reinforced (or not reinforced) by the organization.   

Step 3: Take action. Implement the strategy in a manner that is consistent with the kind of 

culture—and the kinds of customer service styles—that are desired. This means getting people 

within the organization involved, delegating, seeking out volunteers, noticing and celebrating 

successes, and encouraging feedback. Even if the process starts out slowly or things are not 

working out exactly as planned, be clear about the goals (Step 1) and prepared to modify the 

strategy (Step 2) as warranted.       

Step 4: Monitor progress. Keeping track of how well the organization is doing relative to its 

goals is critical—it enables managers and other change agents to determine whether plans are 

on target or need to be modified, guides them in directing people’s efforts, and can be an 

excellent boost to motivation. It is recommended that your organization’s progress along the 

Customer ServiceStyles measures be reassessed approximately 1 year after the initial 

administration and then every 1 to 1½ years after that to make sure that the organization is 

moving in the desired direction. 
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otes 
 

 

Section 1   
1The words “customer” and “client” are used interchangeably throughout this report. 

2For example, see Robert L. Desatnick and Denis H. Detzel (1993) Managing to keep the customer 
(revised edition), San Francisco: Jossey-Bass; Frederick Reichheld (1996), The loyalty effect, 
Boston, MA: Harvard Business School Press; and Shaun Smith and Joe Wheeler (2002), 
Managing the customer experience, London: Prentice Hall. 

3Reichheld (1996); Smith and Wheeler (2002). 

4Smith and Wheeler (2002). 

5Customer service styles, unlike personal thinking and behavioral styles and cultural norms, 
factor into two rather than three major orientations: Constructive and Defensive. This is due, in 
part, to the impact of Aggressive/Defensive cultural norms, which promote both 
Passive/Defensive and Aggressive/Defensive customer service styles. Nevertheless, to 
maintain consistency with other Human Synergistics’ inventories and surveys, we differentiate 
between Passive/Defensive and Aggressive/Defensive styles in this report. 

Section 3   
1For example, see Fred Reichheld (2006), The ultimate question, Boston, MA: Harvard Business 
School Press; Shaun Smith and Joe Wheeler (2002), Managing the customer experience, London: 
Prentice-Hall. 

Section 4   
1For a summary of this research see R. A. Cooke and J. L. Szumal (2000), Using the 
Organizational Culture Inventory to Understand the Operating Cultures of Organizations, in N. 
M. Ashkanasy, C. P. M. Wilderom, and M. F. Peterson (Eds.), Handbook of Organizational Culture 
& Climate (Thousand Oaks, CA: Sage). 
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