
Envision a Culture of Quality 
Key Behaviours for Outstanding  
Service 



Is an assessment based tool from Human 
Synergistics that introduces participants to the 
OCI cultural assessment framework as well as 
key behaviours that help or hinder outstanding 
customer service.  

Envision a Culture of Quality 
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1. Thinking in unique and independent ways;  
2. Maintaining one’s personal integrity;  
3. Helping others grow and develop; 
4. Being supportive of others; 
5. Taking on challenging tasks; 
6. Thinking and planning ahead; 
7. Sharing thoughts and feelings.  
8. Cooperating with others; 

What The Experts Say – Key Behaviours 
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1. Thinking and planning 
ahead; 

2. Cooperating with others; 
3. Helping others grow and 

develop; 
4. Maintaining one’s personal 

integrity; 
5. Being supportive of others; 
6. Thinking in unique and 

independent ways; 
7. Taking on challenging tasks; 
8. Sharing thoughts and 

feelings.  

1. Thinking in unique and 
independent ways;  

2. Maintaining one’s personal 
integrity;  

3. Helping others grow and 
develop; 

4. Being supportive of others; 
5. Taking on challenging tasks; 
6. Thinking and planning 

ahead; 
7. Sharing thoughts and 

feelings.  
8. Cooperating with others; 

Common Responses The Experts 
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Team Scores 

What can we learn from each other?  
   
 About how we Team (work together) 

 
 About our cultures 
    (attitudes, values and beliefs) 
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Positive Impact on Quality:  
Constructive Norms – Self Actualizing 

1. Thinking in unique and independent ways 
2. Maintaining one’s personal integrity 
 

Norms supporting these and similar behaviours characterize 
organizations that value creativity, innovation, and both task 
accomplishment and individual growth. Members are expected 
to approach tasks in new and different ways, develop their 
skills and abilities, and derive satisfaction from their work. The 
quality of services and products offered to clients continually 
improves as employees apply creative solutions to problems, 
develop better ways of doing things, and maintain high 
standards of personal and organizational integrity.  6 



Positive Impact on Quality:  
Constructive Norms - Humanistic Encouraging 

3. Helping others grow and develop 
4. Being supportive of others 
 

Humanistic Encouraging norms prevail in organizations that 
are managed in a person-centered and participative way. 
Members are expected to be supportive and constructive and to 
promote one another’s performance and development. The 
positive way in which members interact tends to “spill over” to 
their interactions with clients, which could be characterized as 
helpful and consultative. Clients also benefit from dealing with 
people who are involved and provide each other with advice, 
assistance, and positive feedback.  7 



Positive Impact on Quality:  
Constructive Norms - Achievement 

5. Taking on Challenging Tasks 
6. Thinking and Planning Ahead 
 

Achievement norms operate in organizations that value goal 
attainment, appropriate risk taking, and rationality in decision 
making and task-related activities. Members are expected to set 
challenging (but realistic) goals, establish plans to reach those 
goals, and pursue them with confidence and enthusiasm. 
Members direct their efforts toward clearly-specified and 
meaningful standards for customer service (e.g. consistency, 
price, dependability) and, in the process, enable the 
organization to achieve its objectives and goals.  8 



Positive Impact on Quality:  
Constructive Norms - Affiliative 

7. Sharing feelings and thoughts 
8. Cooperating with others 
 

These and similar Affiliative norms prevail in organizations 
that value cooperative and friendly interpersonal relations. 
Members are expected to communicate openly, be sensitive 
and receptive, and show concern for each other. Clients, who 
tend to be treated in the same way, gain the benefits of being 
served by people who trust one another, share information, and 
effectively coordinate even complex activities through 
cooperation and mutual adjustment.  
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Neutral Impact on Quality:  
Aggressive/Defensive Norms 

9.   Personally taking care of every detail 
10. Doing things perfectly 
 

Perfectionistic norms characterize organizations in which 
persistence, hard work, and the appearance of competence are 
valued. Members feel they must avoid all mistakes, keep track of 
everything, and work long hours to attain difficult (and often 
narrowly-defined) objectives. While certain aspects of quality are 
enhanced by attention to detail and precision, overall effectiveness 
can suffer if these norms are excessively strong. This happens as 
members lose sight of the big picture, emphasizing minor issues at 
the expense of important ones, and becoming frustrated with 
unrealistic standards that cannot be attained.  10 



Neutral Impact on Quality:  
Aggressive/Defensive Norms 

11. Never relinquishing control 
12. Using the authority of one’s position 
 

Power oriented norms characterize organizations in which 
authority is based on position, the “chain of command”, and 
people’s ability to assert themselves. Members believe they 
will be rewarded for taking charge, controlling others and 
running things themselves. The order and control associated 
with such a tightly-run system can potentially enhance quality: 
however, these benefits are offset when strong norms in this 
direction lead to members to view power (rather than 
performance) as the goal and to resist control by others, hold 
back information, and engage in political maneuvers.  11 



Neutral Impact on Quality:  
Aggressive/Defensive Norms 

13. Outperforming one’s peers 
14. Always trying to be right 
 

Competitive norms operate in organizations where winning is 
important and people are rewarded for looking good. Strong 
competitive norms can lead to high motivation and hard work 
but, on the negative side, create a “win-lose” framework in 
which members are unlikely to support each others’ individual 
efforts to maintain quality. Similarity, pressures to compete 
can lead members to treat clients as a vehicle for attaining 
short-term objectives and cancel out motivation to establish 
long-term relationships built on quality, service and trust.  12 



Neutral Impact on Quality:  
Aggressive/Defensive Norms 

15. Being hard to impress 
16. Opposing new ideas 
 

These and similar norms flourish in organizations where 
confrontation and criticism prevail. Members fit in by pointing 
out flaws, apposing the ideas of others, and making safe (but 
often ineffectual) decisions that can’t be challenged. 
Oppositional norms effectively lead to the identification of 
quality-related problems but create a defensive climate in which 
people disagree about the reasons for (and solutions to) those 
problems. While certain oppositional behaviours are undoubtedly 
functional, excessively strong norms in this direction lead to 
friction within the organization and with clients.   13 



Negative Impact on Quality:  
Passive/Defensive Norms 

17. Doing things for the approval of others 
18. “Going along” with others 
 

Approval oriented norms characterize organizations in which 
dissension is minimized and interpersonal relationships are pleasant; 
at least superficially. Members feel pressure to agree with, gain 
approval of, and be liked by others. Quality suffers in these 
organizations because people are unlikely to express differences and 
communicate problems and are too likely to go along with ideas that 
don’t work. And while such norms can lead members to act in ways 
designed to “please” customers, such behavior might be perceived 
as forced and insincere.  
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Negative Impact on Quality:  
Passive/Defensive Norms 

19. Never challenging superiors 
20. Following orders – even when they’re wrong 
 

Norms for Dependent behaviors characterize organizations in 
which decision making is centralized and non-participative. 
Members are expected to do only what they are told and to 
clear all decisions with superiors. Such norms detract from 
quality by making it difficult for people to solve day-to-day 
problems, take action in a timely manner, or challenge 
decisions from above that run counter to quality service. 
Neither employees nor clients are likely to see the organization 
as responsive to customers needs and preferences.  
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Negative Impact on Quality:  
Passive/Defensive Norms 

21. Not “rocking the boat” 
22. Accepting the status quo 
 

Norms for Conventional behaviors prevail in organizations that are 
conservative, traditional, and bureaucratically controlled. Members 
are expected to conform, follow the rules, and do things the way 
they’ve always been done. Pressured to follow procedures, people 
“on the front line” are unable to introduce new ways of doing 
things, adapt to the changing needs of clients, or cut through the 
rules to satisfy legitimate client expectations. Insiders as well as 
clients are likely to view the organization’s policies, customers, and 
standards as outdated and the organization itself as rigid and 
inflexible.   16 



Negative Impact on Quality:  
Passive/Defensive Norms 

23. Waiting for others to act first 
24. Never being the one blamed for a mistake 
 

Implicit expectations for Avoidance orientated behaviors 
emerge in organizations that fail to reward success but 
nevertheless punish mistakes. Members learn that the best way 
of surviving is to push responsibilities to others, avoid being 
identified with mistakes or conflicts, and to maintain a low 
profile. Feelings of fear and apprehension in such 
organizations ensure that little initiative will be taken to solve 
problems, improve quality, or fix mistakes. In the extreme, 
service is nonexistent; employees refuse to make commitments 
or take responsibility for anything.  17 



So What Do You Want To Do With This?  
 
1. 
 
2. 
 
3. 

Next Steps 
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For More Information: 

Peak Experiences 
1959 Upper Water Street, 

Suite 1301 (Purdy’s Tower One) 
Halifax, Nova Scotia 

B3J 3N2 
 

902.482.4506 (w) 

 


