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9 Quick Questions to
Improve Your Internal Service

“If only we could get our (fill
in the blank) department to
give us better internal (fill in
the blank) service, then we
could more easily meet our
external customer’s needs.” I
hear this complaint inside
many organizations. Perhaps
you have heard it, too.
Internal service is a critical link in
the “service-profit chain”, which
says: To grow profits and revenue
you must have loyal customers. To
create loyal customers you must
offer what customers value.
Consistently delivering value to
customers requires loyal and
satisfied employees. And to develop
loyal employees, the employees
must be satisfied with the internal
service they receive from each
other.
Here are 9 quick questions to
ask to improve the internal
service you provide.
These questions are so effective you
can use them today and see valuable
results tomorrow. In a world filled
with online surveys and lengthy
questionnaires, this simple
questioning process can produce
both great ideas and motivate
employees in less than 30 minutes.
We use this process in service
workshops with clients. Participants
sit in pairs and interview each other
about the internal service their
departments provide.
You can do this informally with a
colleague today. Or, if you are a
manager, meet with representatives
from other departments and do this
together.

The person asking questions
must be sure to carefully (and
slowly) ask all nine questions in
sequence:
1. What do you value most about
our department’s service?
2. What else is important when we
serve you?
3. What could we do that would
create even more value for you?
4. What service could we provide
that you normally go elsewhere for?
5. Is there anything we should start
doing, or do more of, to serve you
better?
6. Is there anything we should stop
doing, or do less of, to serve you
better?
7. If you could wave a magic wand
and change one thing about our
department, what would it be?
8. What might cause you to look
outside our department for the
services we provide?
9. What else would you like to tell
us that I have not already asked you
about?
Are all these questions similar? Yes.
Then why do you need to ask all 9
questions? Well, here is what
happens when you ask each
question in order. The first few
questions bring out obvious
concerns and issues. These
questions get people thinking clearly
about their experience with your
service. The next few questions
bring out whatever else is on their
minds. By the time you reach the
middle of the list, the person
answering your questions will start
thinking more about what you do,
and you will get real gems of ideas,
insights and recommendations.
Another interesting benefit will also
consistently occur. People being
asked the questions almost always

comment: “I really appreciate being
asked. Your questions make me feel
valued, and I wish you had asked this
before.” The next step in your
positive service partnership has
been formed.
Can you also ask questions like
these of your external customers?
Absolutely. But we encourage you
to work on this list with your
colleagues and internal partners first.
You will be amazed how simple
process builds the foundation for
changes and great improvements in
customer service.
Try it! And let us know what you
discover where you work.
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