
CHAPTER I
INTRODUCTION

1.1 What is Service Quality?
• Service Quality is the quality of service interaction between staff and 

customers.
• Service Quality is about managing variability successfully to achieve 

optimum employee performance and customer delight. We need to delight 
each customer, whilst responding to their various needs.

• Service Quality is dynamic with customer expectations increasing with their 
global experience of delivery of different products and services.

• Service Quality is particularly challenging because one never knows what 
the next customer may want.

1.2 Standard Quality Management (SQM) Philosophy
Standard Quality Management recognizes variability as the core to delivering 

effective customer service and that customer perception and satisfaction is the ultimate 
measure of its delivery. Everyone wants to be treated as an individual. Organizations 
need to encourage employees to respond to customers in this way.
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Standard Q uality  M anagem ent has studied best practice in both N orth A m erica  

and the U n ited  K ingdom . SQ M  has established  n ew  custom er serv ice  operations 

em bracing research, surveys, a call center and sta ff and retailer training. SQ M  has 

in itiated strategies to ensure that organization culture is  custom er focu sed . (S erv ice  

Q uality M anagem ent, h ttp ://w w w .serv iceq u ality .co .u k)

A  focu s on  custom er satisfaction  is  the starting-point o f  quality. Long-term  

continuous im provem ent is the ultim ate aim  o f  a quality in itiative. E veryon e m ust be  

in v o lv ed  in quality, but it m ust be led  from  the top. C ustom er care can b e accom p lish ed  

as fo llow s:

1) To understand the custom er, com panies m ust undertake a form al process  

o f  m arket research and seek  feedback  through inform al d iscu ssio n s w ith  

custom ers and custom er serv ice  staff.

2 ) C om panies m ust establish  m ethods o f  m easurem ent. M easurem ent 

should  a lw ays b e from  the cu stom er’s perspective; in other w ords, it is  

n ecessary  to defin e w hat are the m ost critical aspects o f  the busin ess  

from  the cu stom er’s point o f  v iew .

3) In vo lve  all em p loyees in setting and im proving standards. I f  em p loyees  

are in vo lved  from the beginnin g, they w ill b e m ore com m itted  to 

ach iev in g  the im provem ents.

4 ) D ev e lo p  system , structures and m anagem ent sty les, w h ich  are con sisten t 

w ith  the needs o f  the custom er.

5) C om m unicate w ith  em p loyees and custom ers. T his applies equally  to 

both internal and external custom ers. (H erbig, Palum bo and o  Hara.

1994, h ttp://w w w .library.uow .edu.au)

http://www.servicequality.co.uk
http://www.library.uow.edu.au
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T alking to o n e ’s sa les p eop le  is another w a y  to d evelop  an understanding o f  

o n e ’s custom ers. T h ey  are the c lo sest to the custom er and o ften  have a go o d  feel for 

w hat custom ers w ant. L ess ob v iou s, but ju st as usefu l, is  the p o ssib ility  o f  u sin g  o n e ’s 

ow n  em p loyee  su ggestion s to provide a u sefu l custom er perspective. T h ose  clerks, 

w aitresses, agents, and other front-line serv ice  providers can  provide a ground level 

persp ective  o ften  m issin g  in corporations. (D enton , 1992)

Thus, w e  assert that the buyer form s a jud gem en t o f  va lu e and acts on  it. 

W hether the buyer is satisfied  after purchase depends upon the offerer’s and/or  

products perform ance in relation to the buyer’s expectations. H ere is  our d efin ition  o f  

custom er satisfaction:

Satisfaction  is the lev e l o f  a p erson ’s felt state resu lting from  com paring a 

product’s perceived  perform ance (or outcom e) in relation to the p erson ’s expectation .

Thus the satisfaction  lev e l is  a function  o f  the d ifference b etw een  perceived  

perform ance and expectations. A  custom er cou ld  exp erien ce one o f  three broad lev e ls  

o f  satisfaction . I f  the perform ance fa lls short o f  exp ectation s, the custom er is 

dissatisfied . I f  the perform ance m atches the expectations, the custom er is  satisfied . I f  

the perform ance exceed s expectations, the custom er is h igh ly  satisfied , p leased , or 

delighted . E xpectations are form ed on the basis o f  the buyer’s past buying experience, 

statem ents m ade b y  friends and associates, and m arketer and com petitor inform ation  

and prom ises. I f  m arketers raise expectations too high, the buyer is lik e ly  to be 

disappointed. On the other hand, i f  the com pany sets exp ectation s too  low , it w o n ’t 

attract enough buyers although it w ill satisfy  th ose w h o buy. (K otler, 1994)
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For serv ices, the assessm en t o f  quality  is  m ade during the serv ice  d elivery  

p rocess, w h ich  usu ally  occurs w ith  an encounter b etw een  a custom er and serv ice  

contact person. C ustom er satisfaction  w ith  serv ice  quality  can be d efin ed  b y  com paring  

perceptions o f  the serv ice  rece ived  w ith  expectations o f  the serv ice  desired. W hen  

exp ectation s are exceed ed , serv ice  is  perceived  to be excep tion a l quality  and a lso  to be 

a pleasant surprise. W hen exp ectation s are not m et, how ever, serv ice  quality  is  deem ed  

unacceptable. W hen exp ectation s are confirm ed b y  perceived  serv ice, quality  is 

satisfactory.

The d im en sion s o f  serv ice  quality  as sh ow n  in  F igure 1.1 w ere id en tified  by  

m arketing researchers studying several different serv ice  categories: appliance repair, 

retail banking, lon g-d istan ce te lep h on e serv ice, securities brokerages, and credit card 

com panies. T h ey  identified  fiv e  principal d im en sion s that custom ers u se  to ju d ge  

serv ice  quality  - reliability, resp on siven ess, assurance, em pathy, and tangib les, w h ich  

are listed  in order o f  d eclin in g  relative im portance to the custom er. (F itzsim m on s, Seay

& F itzsim m on s, 1998)
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Figure 1.1: P erceived  serv ice  quality

R eliability  is the ability  to perform  the prom ised  serv ice  both dependab ly  and 

accurately. R eliab le  serv ice  perform ance is a custom er expectation  and m ean s that the 

serv ice  is  accom p lish ed  on  tim e, in the sam e m anner, and w ithout errors every  tim e. 

For exam p le, receiv in g  m ail at approxim ately the sam e tim e each day is  im portant to 

m ost p eop le . R eliab ility  a lso  extends into the back o ffice , w here accuracy in  b illin g  and 

record k eep in g  is expected .

R espon siveness  is  the w illin g n ess  to help  custom ers and to provide prom pt 

service. K eep in g  custom ers w aitin g , particularly for no apparent reason, creates 

unnecessary  n egative  perceptions o f  quality. I f  a serv ice  failure occurs, the ab ility  to 

recover q u ick ly  and w ith  p rofession alism  can create very p o sitiv e  perceptions o f  

quality. For exam ple, serving com plim entary drinks on a delayed  flight can turn a 

p otentia lly  poor custom er experience into on e that is rem em bered favorably.



6

A ssu ran ce  is  the k n ow led ge  and courtesy  o f  em p loyees as w e ll as their ab ility  

to c o n v ey  trust and con fid en ce. The assurance d im en sion  inclu d es the fo llo w in g  

features: com p eten ce  to perform  the serv ice, p o liten ess and respect for the custom er, 

e ffec tiv e  com m u n ication  w ith  the custom er, and the general attitude that the server has 

the cu stom er’s b est interest at heart.

E m path y  is the p rov ision  o f  caring, in d iv id u alized  attention to custom ers. 

Em pathy in clu d es the fo llo w in g  features: approachability, sen sitiv ity , and effort to 

understand the cu stom er’s needs. O ne exam p le o f  em pathy is  the ab ility  o f  an airline 

gate attendant to m ake a cu stom er’s m issed  con n ection  the attendant’s o w n  problem  

and find a solution .

Tangibles  in v o lv e  the appearance o f  p h ysical fac ilities, equipm ent, personnel, 

and com m u n ication  m aterials. T he con d ition  o f  the p h ysica l surrounding (e .g ., 

clean lin ess) is  tangib le ev id en ce  o f  the care and attentions to detail that are exh ib ited  b y  

the serv ice  provider. T his a ssessm en t d im en sion  a lso  can extend  to the conduct o f  other  

custom ers in the serv ice  (e .g ., a n o isy  guest in the next room  at a hotel).

C ustom ers u se  these fiv e  d im en sion s to form  their ju d gem en ts o f  serv ice  

quality, w h ich  are based on a com parison  b etw een  exp ected  and p erceived  service. The  

gap betw een  expected  and perceived  serv ice is  a m easure o f  serv ice  quality; satisfaction  

is either negative or p ositive . (F itzsim m on s et al., 1998)
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T he p resence o f  the custom er as a participant in the serv ice  p rocess requires 

attention to fac ility  d esign  that is not found in traditional m anufacturing operations. 

That au tom ob iles are m ade in a hot, dirty, n o isy  factory is o f  no concern to the eventual 

buyers, becau se they  first see  the product in  the pleasant surrounding o f  a d ealer’s 

show room . The presence o f  the custom er on -site  requires attention to the physical 

surrounding o f  the serv ice  facility  that is  not necessary  for the factory. For the 

custom er, serv ice  is an exp erien ce occurring in  the environm ent o f  the serv ice  facility , 

and the quality o f  serv ice  is enhanced i f  the serv ice  facility  is  d esign ed  from  the 

cu stom er’s perspective. A ttention  to interior decorating, furnishings, layout, n o ise , and 

even  co lor  can in flu en ce the custom er’s perception  o f  the service. A n  im portant 

consideration  in provid ing a serv ice  is the realization  that the custom er can p lay  an 

active  part in  the process.

(F itzsim m on s et al., 1998)

S erv ice  organizations are su ffic ien tly  unique in their character to require special 

m anagem ent approaches that go  beyond the sim p le adaptation o f  the m anagem ent 

tech n iq u es found in m anufacturing a product. T he d istin ctive  characteristics suggest 

enlarging the system  v iew  to include the custom er as a participant in the service  

process. A s Figure 1.2 sh ow s, the custom er is  v iew ed  as an input that is transform ed by  

the serv ice  p rocess into an output w ith som e degree o f  satisfaction . (F itzsim m on s et al.,

1998)
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Figure 1.2: O pen -  system s v iew  o f  serv ice  operations

For serv ice , the p rocess is the product. The presence o f  the custom er in the 

serv ice  p rocess negates the c lo sed -system  perspective that is taken in m anufacturing. 

T echniques to control operations in an iso lated  factory producing a tangib le go o d  are 

inadequate for services. N o  longer is the process m achine-paced  and the output ea sily  

m easured for com p lian ce w ith  sp ecification s. Instead, custom ers arrive w ith  different 

dem ands on  the service; thus, m ultip le m easures o f  perform ance are necessary. Service  

em p loyees interact d irectly w ith  the custom er, w ith  little opportunity for m anagem ent 

intervention. T his requires ex ten sive  training and em pow erm ent o f  em p loyees to act 

appropriately in the absence o f  direct supervision.
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Further, custom er im p ression s o f  serv ice  quality  are based  on the total service  

exp erien ce, not ju st on  the ex p lic it  serv ice  that is perform ed. A  concern  for em p loyee  

attitudes and training b ecom e a n ecessity  to ensure that the im p lic it serv ice  is also  

appreciated b y  the custom er. W hen v iew ed  from  the cu stom er’s p erspective, the entire 

serv ice  p rocess raises concerns ranging from  the aesthetic d esign  o f  the facility  to 

pleasant d iversion s in w aitin g  areas.

A n  op en  -  system  con cep t o f  serv ices also a llo w s on e to v iew  the custom er as a 

co-producer. Perm itting the custom er to participate active ly  in  the serv ice  p rocess can  

increase productivity, w h ich  in turn can create a com p etitive  edge. (F itzsim m on s et ah, 

1998)

D efin ition s

Explicit services are the essen tia l or intrinsic features readily observable b y  the 

sen ses, (e .g ., on-tim e departure, quality  o f  m eal)

Implicit services are p sych o log ic  b en efits or extrinsic  features the custom er  

m ay sen se  o n ly  vaguely , (e .g ., security o f  a w e ll-  lighted  parking lot, privacy o f  a loan  

o ffice )

C ustom er contact w ith  the serv ice  d elivery  system  can occur in three basic  

w ays. First, the custom er can be p h ysica lly  present and interact d irectly  w ith  the service  

providers in the creation o f  the service. In this instance, the custom er has full sensory  

aw areness o f  the service surroundings. Secon d , the contact m ay  be indirect and occur
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v ia  e le c t r o n ic  m e d ia  f r o m  t h e  c u s t o m e r ’s  h o m e  o r  o f f i c e .  T h ir d , s o m e  s e r v i c e  a c t iv i t i e s  

c a n  b e  p e r f o r m e d  w i t h  n o  c u s t o m e r  c o n t a c t  a t a ll .  B a n k in g  p r o v id e s  a n  e x a m p l e  w h e r e  

a ll  th r e e  a c t io n s  o c c u r :  m a k in g  a n  a p p l ic a t io n  fo r  a n  a u t o m o b i l e  lo a n  r e q u ir e s  a n  

in t e r v ie w  w i t h  a  lo a n  o f f i c e r ,  p a y m e n t  o n  th e  lo a n  c a n  b e  a c c o m p l i s h e d  b y  th e  

e le c t r o n ic  tr a n s fe r  o f  fu n d s ,  a n d  t h e  f in a n c ia l  r e c o r d  k e e p i n g  fo r  th e  lo a n  i s  c o n d u c t e d  

in  a  b a c k  o f f i c e  o f  t h e  b a n k .

D ir e c t  c u s t o m e r  c o n t a c t  i s  s u b d iv id e d  in to  t w o  c a t e g o r ie s :  n o  in t e r a c t io n  w i t h  

s e r v ic e  w o r k e r s  a n d  c u s t o m e r  in te r a c t io n  w i t h  s e r v ic e  w o r k e r s .  W h e n  c u s t o m e r s  d e s ir e  

d ir e c t  in t e r a c t io n  w i t h  s e r v ic e  p r o v id e r s ,  a l l  th e  i s s u e s  a d d r e s s e d  e a r l ie r  c o n c e r n in g  th e  

p r o c e s s i n g  o f  p e o p l e  ( i . e . ,  t r a in in g  in  in te r p e r s o n a l  s k i l l s  a n d  f a c i l i t y  i s s u e s  o f  l o c a t io n ,  

la y o u t ,  a n d  d e s i g n )  b e c o m e  im p o r ta n t  t o  e n s u r e  a  s u c c e s s f u l  s e r v i c e  e x p e r ie n c e .  

( F i t z s im m o n s  e t  a l . ,  1 9 9 8 )

A  w e l l  -  p la n n e d  t r a in in g  p r o g r a m , w h i c h  i n v o l v e s  t h e  in p u t  o f  h u m a n  r e s o u r c e  

p r o f e s s io n a l s ,  i s  c r i t ic a l  in  t h is  r eg a r d .

S h i f t in g  f r o m  a  p r o d u c t io n - o r ie n t e d  c o m p a n y  to  s e r v ic e - o r i e n t e d  o n e  i n v o l v e s  a  

s l o w  p r o c e s s  o f  c u ltu r a l  c h a n g e .  N e w  b e h a v io r s  a n d  s k i l l s  a r e  r e q u ir e d ;  h o w e v e r ,  t h e s e  

d o  n o t  a p p e a r  m i r a c u lo u s ly  b u t  m u s t  b e  le a r n e d . T h e  d e v e lo p m e n t  o f  le a r n in g  p r o g r a m s  

i s  e s s e n t ia l  in  t h is  r e g a r d .

T o  b e  s u c c e s s f u l ,  tr a in in g  p r o g r a m s  n e e d  to  b e  d e s i g n e d  a r o u n d  t h e  p a r t ic ip a n t ’s 

j o b  a n d  b a s e d  o n  r e a l l i f e  e x p e r ie n c e s ,  w h i c h  c a n  b e  t r a n s la te d  in t o  a c t io n s  b a c k  o n  th e
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j o b .  A  s t r a t e g y  fo r  i m p le m e n t in g  tr a in in g , w h ic h  a d d r e s s e s  t h e  b a s i c  i s s u e s  r e la t in g  to  

c u s t o m e r  s e r v i c e ,  s u c h  a s  c o m m u n ic a t io n ,  in te r p e r s o n a l  s k i l l s  a n d  lo n g e r - t e r m  i s s u e s  o f  

q u a l i t y  i n v o lv e d  w i t h  c o n t in u a l  im p r o v e m e n t ,  i s  to  c r e a te  a  c u s t o m e r  c u ltu r e  in  w h ic h  

s e r v i c e  q u a l i t y  i s  th e  d o m in a n t  v a lu e .  I f  th is  p r o g r a m  i s  to  b e  a  s u c c e s s ,  p e o p l e  n o t  o n l y  

n e e d  to  h a v e  g o o d  s k i l l s  b u t  a ls o  r e q u ir e  g o o d  s y s t e m s  a n d  p r o c e d u r e s  w i t h  w h i c h  to  

w o r k . It c o n d u c t e d  b a s ic  t r a in in g  s e s s i o n s  w i t h  a ll  s t a f f  to  o u t l in e  e x a c t l y  w h a t  q u a l i t y  

m e a n t  to  th e  o r g a n iz a t io n .  ( H e r b ig ,  P a lu m b o  &  o  H a r a , 1 9 9 4 . )

I m p r o v e m e n t  r e q u ir e s ,  f ir s t ,  k n o w in g  w h a t  p r o c e s s e s  a re  in a d e q u a t e - g a in e d  

th r o u g h  d ia g n o s i s - a n d ,  s e c o n d ,  d o i n g  s o m e t h in g  to  m a k e  th e  in a d e q u a t e  p r o c e s s e s  

m o r e  e f f e c t i v e - a c c o m p l i s h e d  b y  ta k in g  c o r r e c t iv e  a c t io n s .  T a k in g  c o r r e c t iv e  a c t io n s  is  

a c h ie v e d  th r o u g h  a c t iv i t i e s  in  t h e  c l i e n t  s y s t e m  c a l le d  in t e r v e n t io n ,  w h i c h  w e  d e f in e  a s  

“ s e t s  o f  s tr u c tu r e d  a c t iv i t i e s  in  w h i c h  s e l e c t e d  o r g a n iz a t io n a l  u n it s  e n g a g e  w i t h  a  ta s k  o r  

s e q u e n c e  o f  t a s k s  w h e r e  th e  ta s k  g o a l s  a re  r e la te d  d ir e c t ly  o r  i n d ir e c t ly  to  

o r g a n iz a t io n a l  im p r o v e m e n t ” . T o  in t e r v e n e  in  th e  c l i e n t  s y s t e m  i s  to  in t e r p o s e  o r  

i n t e l l e c t  a c t i v i t i e s  in to  th e  n o r m a l  a c t iv i t i e s  o f  th e  o r g a n iz a t io n  in  s u c h  a  w a y  th a t  th e  

in t e r v e n t io n  a c t i v i t i e s  a re  d o n e  in  a d d it io n  to  th e  n o r m a l  a c t iv i t i e s  o r  a re  d o n e  in s t e a d

o f  th e  n o r m a l  a c t iv i t i e s .  (F r e n c h  &  B e l l ,  1 9 8 4 )
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