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CHAPTER 24

Taking Personal
Responsibility

Imagine you are at work and something unexpected goes wrong.
Your customer is frustrated and your colleagues are upset. The
boss is disturbed and you are feeling anxious. You are already late
on another project and the policy in this case is unclear. This is an
uncomfortable situation.

Can you sense the pressure, feel the stress, and hear the voices
rising? Now, fill in the blanks with whatever first comes to mind.

It’s not my

I don’t have
Our policy isn’t
I’m sorry, but

If you are like many people, you may have found yourself mentally
filling in words like these:

It’s not my fault.
I don’t have time to fix this.
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Our policy isn’t clear.
I'm sorry, but I can’t do anything right now.

When things go wrong, it’s always possible to point a finger, make
excuses, or feel badly about the problem. These reactions are com-
mon. And, they are highlighted in the media every day through
accusations, allegations, guilty verdicts, and stories of shame,
blame, and victimization.

But in the world of uplifting service, blaming other people doesn’t
help. Feeling badly about what went wrong doesn’t make it any
better. Finding excuses and justifications doesn’t improve a thing.

Uplifting Service Champions

Uplifting Service Champions
choose a different approach,
taking responsibility for dif- TAKE

ficult situations—and taking PERSONAL

action to improve them. They
solve problems that arise every RESPONSIBILITY
EXEGUSES

day, and then look for more
problems to solve. When a ‘
customer is dissatisfied, they —SHAME
say, “T will fix this for you.” If _BLARRE ‘
a project is running late, they

take ownership to make it

right. Instead of blaming or shaming inactive colleagues, they em-
power and inspire them to action. Service Champions don’t blame
circumstances; they look for steps forward. They are unwilling to
be stranded in the viewpoint of a victim. They create empowering
perspectives and positive experiences each day.
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Service Champions fill in the blanks with deliberately different
answers:

It’s not my style to blame other people.

I don’t have time to argue about the past. I am creating
the future.

Our policy isn’t going to stop me from making this right.

I'm sorry, but we will solve this problem for you.

Uplifting Service Champions build teamwork, increase pride,
improve communication, and make our world a better place by
serving others. They are people, just like you, who take responsi-
bility and make real improvements. When you see something that
should be done, you do it. When you notice something that could
be better, you recommend it. When you see an opportunity to step
up and serve, you don’t hesitate—you take it.

The Five Styles of Service

Service Champions take personal responsibility for other people’s
experience of the service they provide. This point of view recog-
nizes that service is not only what you say or do, it is what some-
one else values from your actions. Service champions modify their
style to suit the other person and the situation, using the Five
Styles of Service to make this happen. These Five Styles of Ser-
vice are not higher or lower levels, or better or worse; they are
simply different. And, during the course of a Service Transaction
with many Perception Points, each of these five styles may be the
appropriate to use at different moments in time.

Direction: Direction is telling other people exactly what to do,
giving them clear instructions and expecting them to follow.
A police officer directing traffic is delivering a service. A physical
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therapist gives instructions so patients are not injured in a work-
out. An IT consultant says to you on the phone, “I want you to
type in the following commands, and then tell me what you see
on the screen.” That style is direction and, in the right situation,
it is excellent service.

Production: This style of service focuses on getting the job done
efficiently and quickly. It’s common between colleagues who are
both familiar with the work. It’s also the right style to use when
someone is in a hurry. Scan the barcode, pack the item, close
the ticket, and say good-bye. This is the pizza chain promising
delivery within 45 minutes. It’s the tailor or dry cleaner offering
same day service. It’s the grocer offering a freshness guaran-
tee. This style of service can be attractive for service providers
because it gets a lot done quickly. But to some customers this
can appear robotic and bureaucratic—more focused on your
procedures than on the experience you are creating.

Education: This style of service teaches and informs. It helps
people learn more about what is happening and appreciate why
you are serving them the way you do. “Let me show you how
that works. Allow me to explain. Here’s what you can do to get
the best results.” The education style of service makes other
people information-rich. It empowers them to become better
customers for you. You may not be a teacher, but consider how
many opportunities you have to serve others well by helping
them understand a range of products, prepare for steps in a
process, or get more value from the choices they have made.
Doctors who teach their patients see higher compliance rates
because people take their medication as prescribed, and enjoy
lower malpractice rates because patients sue these doctors far
less often. Governments that explain their policies enjoy higher
levels of citizen support. And in any arena where products are
commoditized and prices are easily matched, the service pro-
vider who teaches and informs can earn a competitive edge.
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Motivation: This style of service is an acknowledging pat on the
back. A personal trainer who pushes you to keep going in the
gym then praises your sweaty effort. The technician who says,
“Don’t worry, you called the right place. I can help you.” This
simple phrase lifts your spirits up as he calms you down. Or you
complimenting your own customer with a few simple and en-
couraging words: “You made a good choice.”

Motivation is also the style to use to make an upset customer
feel right, even when they are wrong. Sometimes customers mix
up the facts, don’t understand the policy, or have exaggerated
beyond belief. But the last thing upset customers want to hear
is anyone saying, “You're wrong.” What they want to hear is that
you understand, appreciate, and agree with them on what they
value. And you can do this with a motivating style of service.

An upset customer says, “Your employees are rude and un-
professional.” And you reply, “You are right to expect courte-
ous and professional staff” No argument. Your customer says,
“Your policies are rigid. Your company is bureaucratic.” And
you reply, “I agree that we should be as flexible and user-friendly
as possible. Your suggestions can help.” Suddenly you are on the
same side. Your customer says, “This product isn’t what I was
promised. And your price is way too high!” You reply, “You have
a right to be satisfied by whatever you purchase from us. And
you deserve good value for your money. Let’s review what you
have purchased and see if there’s a better option.”

These responses make your customer feel right without mak-
ing you wrong. By actively agreeing on the importance of what
someone else values, you give them an emotional pat on the
back. This makes him or her feel better, and makes it easier for
you to work together, too. The next time you want to avoid an
argument, try this approach with your partner or your spouse.
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Inspiration: Inspiration is a style of service that makes a genu-
ine person-to-person connection. It lets people know you are
interested in their well-being, not just in their wallet. This style
sets the tone for caring about others, welcoming others into
your world, and appreciating the opportunity to enter theirs.
This style is starting with “Good morning! Nice to see you” and
ending with “Thank you for this opportunity to serve you.”
This is the heartfelt human spirit that uplifts other people, and
in the process uplifts you.

The style you use will depend on the situation. Who are you serv-
ing, what do they want, and what style will they value? People
in a hurry want production. The curious customer appreciates
education. Someone who is confused may value clear direction.
Those who are just learning will enjoy a shot of motivation. And
everyone from time to time simply wants to be seen and heard
as a unique or special person, a service you can provide with a
moment of inspiration.

The Other Side of Customer Service

Much of the domain of customer service focuses on being a better
service provider. But there is another side of customer service, and
that is being a better customer. An Uplifting Service Champion
takes personal responsibility for this side as well. When you give
great service, customers appreciate you more. When you give bad
service, customers can be a pain in the neck. Similarly, when you
are an appreciative and considerate customer, service providers
will often go the extra mile to serve you better. But if you rant and
pound the table, people may serve you grudgingly, if at all. Here
are proven steps you can take to be a better customer and enjoy
receiving better service:
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Be appreciative and polite. Remember, there is a fellow
human being on the other end of your phone call, the re-
ceiving side of your email, or just across the counter. Begin
each interaction with a quick “Hi. Thank you for helping
me. [ really appreciate it.” This takes about two seconds and
can dramatically improve the mood of a service provider.

Get your service provider’s name and use it. You can make
this short and friendly by first offering your name and then
asking, “Who am I speaking with please?” or if you are face-
to-face, simply, “May I know your name?” Once you know
it, repeat it with a smile in your voice. This creates a per-
sonal connection and makes it much harder for a service
provider to treat you like an anonymous account holder or
policy number.

Be upbeat. Many service providers face customer after
customer all day long. The routine can become tiresome.
When an energetic and smiling customer appears, that
person often enjoys special care and treatment in return.
What you send out does come back. Attitudes—positive
and negative—really are contagious.

Provide information just the way they want it. Many ser-
vice providers need your data in a sequence that fits their
forms, screens, and procedures. Have all your information
ready to go, but give it in the order they prefer. Saying,
“I have all my information ready. Which would you like
first?” lets the provider know you are prepared and will be
easy to work with. The time you take getting everything in
order will save time in the service conversation, too.

Confirm next actions. Repeat what your service provider
promises to do. Confirm dates, times, amounts, promises,
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responsibilities, and commitments. This helps you move
together through the service process, catching any misun-
derstanding and correcting it along the way. Be sure you
both understand what will happen next: what they will do,
what you will do, and what both parties have agreed to
going forward.

When appropriate, commiserate. Sometimes service pro-
viders let their frustration show. A slow computer, a previ-
ous customer, high call volume, pressure from a manager,
or some unwelcome personal event may have upset them.
When you hear an upset tone, be the one to soothe it. “It
sounds like things are tough right now. I really appreciate
your help.” This brief moment of empathy can be an oasis
in their world.

Show your appreciation. A sincere “thank you” is always
appropriate. If your service provider deserves more, give
more. A nicely written compliment can make a huge differ-
ence in someone else’s day, or career. And who knows? The
person you praise today may serve you again tomorrow.

Service is a two-way street. The traffic of goodwill flows equally

between customers and service providers. If you want to enjoy

uplifting service, don’t wait for someone else to make your day.

Take the first step by extending your own goodwill.

What’s in It for You?

Stepping up to improve your service can mean a lot of work. Up-

grading your actions and uplifting your attitude is a real commit-
ment. Should you bother? Before completing this section of the
book, let’s be candid and ask the question: “What’s in it for you?”
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If you do step up, customers will appreciate your uplifting service.
And you’ll enjoy more compliments. Happy customers come back
and they tell other people. That’s good for your organization and
builds job security. That is good for you. If you upgrade your service
to colleagues, your efforts may well be noticed. What goes around
does come around. When you step up for colleagues, they are more
likely to step up for you. That makes your work easier and the place
you work more satisfying for everyone. And what about everyone
else in your business network: suppliers, distributors, and other
organizations? Serve them better and they will serve you better, too.

This two-way street even applies to those in your personal life: your
family, friends, neighbors, and everyone else you meet. We all live
and work in a whole world of relationships based on service. As you
uplift and upgrade the service you provide, the world will uplift you.

Questions for Service Providers

*  Where can you take more personal responsibility at work, at
home, and in your life?

+  Which styles of service are you most comfortable providing?

*  How can you choose the best style to use with different
customers and in different service situations?

Questions for Service Leaders

*  Where do you hear the sound of blame, shame, and excuses
in your organization?

+  How can you be a role model of taking personal responsibility?

+  Which styles of service do your employees provide most often?
Which styles do your customers prefer?

+  Which styles do you use most frequently when engaging with
your team members? Which styles do they appreciate most?
Which are most effective?
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