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Recently, in the course of adding a new tool to the Knowledge Workers’ Tool Room, | had occasion to
work with well-known author Karl Albecht. The tool | added was Karl’s “Service Triangle,” shown below.
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The Service Triangle is presented and discussed in Chapter 3 of Karl’s best-selling book, Service America!
Doing Business in the New Economy, co-authored with the late Ron Zemke.

The Service Triangle indicates the customer is the focal point for three factors separating organizations
providing outstanding service from those providing mediocre or poor service.

1. A well-conceived service strategy
2. Customer-friendly service systems
3. Customer-oriented frontline people

After adding the new tool, it occurred to me that the Service Triangle could also serve as the basis for a
useful, though informal and subjective assessment of the quality of the service being provided by a
company. There are some obvious questions lurking in the Service Triangle. For example: How good is
the service strategy? How customer-friendly are the service systems? How customer-oriented are the
frontline people? And so, in this month’s column, | will lay out some guidelines for conducting the kind
of assessment | have in mind and present another new tool called the “Quality of Service Profile.”

© Fred Nickols 2019 www.nickols.us Page 1


https://www.nickols.us/toolroom.html

Knowledge Worker

Quality of Service Profile
(May 2019)

Assessing the quality of the service a company provides entails having people rate each of the three
factors and then plotting the ratings on the scales in the Quality of Service Profile shown below.
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Hypothetical profiles for an organization providing outstanding service and one providing mediocre
service are shown below. (Real profiles would probably not be quite so evenly balanced.)
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Assessment Guidelines

Following are some general guidelines for conducting the kind of assessment | have in mind.
Remember: Keep it simple; this is an informal, subjective assessment, not a formal, objective
measurement.

o  First, select representatives from relevant parts of the organization. Select people who can be
trusted to make sound, well-informed judgments about the quality of the company’s service.
My inclination would be to select representatives from three areas of the company: (1) the
executives concerned with service; (2) the systems people with responsibility for service
systems; and (3) the frontline customer service people who actually interact with customers.

e Second, ask all the people selected three basic questions, each of which focuses on one point of
the Service Triangle:

1. To what extent does the service strategy of the company direct the attention of its
people toward the real priorities of its customers?

2. To what extent are the company’s service delivery systems designed for the
convenience of the customer instead of the convenience of the company?

3. To what extent are the company’s frontline people focused on, attentive to, responsive
to, and willing to help customers?

e Third, ask them to rate their answers to each question using the 0 to 4 scale below.

0 = Not at All (Terrible)

1 = Not Much (Poor)

2 = Somewhat (Mediocre)

3 = Quite a Bit (Very Good)

4 = Completely (Outstanding)

e Fourth, ask each person to plot their ratings on the Quality of Service Profile and connect the
dots, yielding a three-sided profile as shown in the examples above. (An alternative is for
someone to collect the ratings and do the plotting.)

o  Fifth, share and discuss the ratings and any significant differences in the individually established
profiles. Discuss also the basis for those differences. For example, do the executives see the
service strategy as better (or worse) than the other two groups? Why? Do the systems folks see
service systems as friendlier to the customers than the other two groups? Why? Do the
frontline people view themselves as more helpful to customers than the way the other groups
view them? Why?

Once the ratings and profiles are in hand, those conducting the assessment should be clear about how
the representatives selected view the quality of the company’s service, and they should also have some
very interesting information about what the representatives see differently and why. The next steps
depend on what the ratings, profiles, discussions and differences suggest.

Good luck and best wishes to any readers who elect to make use of this assessment for the purpose of
improving the service provided by their company. In the meantime, | leave you with this question:
“What does your company’s Quality of Service Profile look like?”
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Additional Information

More information about the three factors of service quality is available in a free copy of Chapter 3 of
Service America that Albrecht has made available on his site. Here is the link. Chapter 3 is the fourth
link on the page.
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