Managing Service Quality


The definition of quality started from an emphasis on product quality and has been extended to include services.  While the importance of quality is recognized everywhere the concept seems to refer to several different areas, namely, quality of the output, quality of the process, quality of the delivery system and quality as a general philosophy of the organisation.  We understand that quality is a holistic philosophy and should be included at every stage in the organisation.  Quality is difficult concept to define in a single definition.  Quality can be viewed from following aspects:

· It is fitness for purpose

· It is the totality of features of service that meets the needs

· The difference between customer expectation and performance delivery

· Meeting or exceeding what customers expect from the service

Dimensions of Service Quality

The dimensions of service quality refers to process quality as judged by consumers during a service delivery and output quality judged after a services performed.

A service firm delivers to customer a service package which consists of some physical aspects and some intangibles.  

	Dimension and Definition
	Examples of Specific Questions Realised by Customers

	Tangibles: Appearance of physical facilities, equipment, personnel and communication materials
	Are the bank’s facilities attractive?

Is my stockbroker dressed appropriately?

Is my credit card statement easy to understand?

Do the tools used by the repair person look modern?

	Reliability: Ability to perform the promised service dependably and accurately
	When a loan officer says he will call back in 15 minutes, does she do so?

Does the stockbroker follow my exact instructions to buy or sell?

Is my credit card statement free or errors?

Is my washing machine repaired right the first time?

	Responsiveness: Willingness to help customers and provide prompt service
	When there is a problem with my bank statement, does the bank resolve the problem quickly?

Is my stockbroker willing to answer my questions?

Are charges for returned merchandise credited to my account promptly?

Is the repair firm willing to give me a specific time when the repair person will show up?

	Competence: Possession of the required skills and knowledge to perform the service
	Is the bank teller able to process my transactions without fumbling around?

Does my brokerage firm have the research capabilities to accurately track market development?

When I call my credit card company, is the person at the other enable to answer my questions?

Does the repair person appear to know what he is doing?

	Courtesy: Politeness, respect, consideration and friendliness of contact personnel
	Does the bank teller have pleasant demeanor?

Does my broker refrain from acting busy or being rude when I ask questions?

Are the telephone operators in the credit card company consistently profile when answering my calls?

Does the repair person take off his muddy shoes before stepping on my carpet?

	Credibility: Trustworthiness, believability, honest of the service provider
	Does the bank have a good reputation?

Why does brokerage firm refrain from pressuring me to buy?

Are the interest rates/fees charged by my credit card company consistent with the services provided?

Does the repair firm guarantee its services?

	Security: Freedom from danger, risk or doubt.
	Is it safe from me to use the bank’s automatic teller machines?

Does my brokerage firm know where my stock certificate is?

Is my credit card safe from unauthorised use?

Can I be confident that the repair job was done properly?

	Access: Approachability and ease of contact
	How easy is it for me to talk to senior bank officials when I have a problem?

Is it easy to get through to my broker over the telephone?

Does the credit card company have a 24-hour, toll-free telephone number?

Is the repair service facility conveniently located?

	Communications: Keeping customers informed in language they can understand and listening to them.
	Can the loan officer explain clearly the various charges related to the mortgage loan?

Does my broker avoid using technical jargon?

When I call my credit card company, are they willing to listen to me?

Does the repair firm call when they are unable to keep a scheduled repair appointment?

	Understanding the Customer: Making the effort to know customers and their needs
	Does someone in my bank recognise me as a regular customer?

Does my broker try to determine what my specific financial objectives are?

Is the credit limit set by my credit card company consistent with what I can afford (i.e., neither too high nor too low)?

Is the repair firm willing to be flexible to accommodate my schedule?


Measurement of Service Quality

In case of tangible goods, quality can be assessed by examining the goods.  Quality control can be used to check specifications and reject defective goods so that the output conforms to a specification or a preset standard, but the service quality cannot be assessed in the same way as a tangible product.  This is mainly due to the nature of the service.

Expected Service Quality


Customer expectations are beliefs about service delivery that is used as a basis against which the performance of the service is judged.  These expectations are desires or wants that a customer feels that a service provider should offer.  There are several factors that influence expected service:

1. Personal Needs: The requirements that are essential for physical and psychological well being of the customer.  This depends on individual factors and may differ from one customer to another.

2. External Communication of the Service Provider: Advertising, Publicity and other methods of communication from the service provider to attract customers.

3. Word of Mouth: These personal and non personal statements made by others apart from the service provider influence the expected service as they convey to the customer what the service will be like.

4. Past Experience: The customer’s previous exposure to the service will also influence the expectations of future services from the service firm.

Perceived Service Quality


Customers’ expectations and experience of service can vary of a single organisation.   While one customer praises the services, the other would relate it as a horror story, yet it is the perception of each customer that counts.  The customer perception is their reality.  Customer service is about perception.


Perceptions are consumer judgement about the actual service performance or delivery by a company.  Perceived value is the customers’ overall assessment of the organisation service based on the complete experience of the service delivery process, they are subjective.  As services are intangible, customers search for evidence of service in every interaction they have with a service firm.  The evidence of service as experienced by the customer are – people, process and physical evidence.

Gap Analysis

This gap model is widely used by many service firms to measure the gap between expected and perceived service through a customer feedback process.

Gap 1: Gap between customer expectation and management perception


Service firm may not always understand what features are regarded as high quality by the customer and what attributes a service must have in order to meet consumer needs.  The reasons for this gap may be due to – lack of adequate market research, lack of upward communication from the front line staff to the top management or interaction with customers and also lack of market segmentation to identify specific needs of the customer.

Gap 2: Gap between management perception and service quality specification


This gap exists in service firms for various reasons – the lack of wholehearted commitment of management to service quality as they may perceive the customer expectations are unreasonable and it may not be feasible for the management to meet the expectations.  Lack of goal setting, inadequate service leadership and vague undefined service design are also added reasons.

Gap 3: The gap between service quality specification and service delivery


This can also be referred as service performance gaps, that is the extent to which service providers do not perform at the level expected by the management.  The reason for this gap can be analysed as ineffective recruitment, role ambiguity, lack of proper incentives and motivation, failure to match supply and demand and also lack of knowledg on the part of the customer of their role in the service delivery process.

Gap 4: Gap between service delivery and external communication


Promises made by a service company through its sales force, advertising and other communication may potentially raise customer expectations.  These expectations serve as a basis against which customers assess service quality.  

Gap 5: Gap between expected and perceived quality


The perceived quality by the customer depends on the nature of gaps associated with the delivery of service quality by the service firm.  By bridging gaps 1 – 4, automatically gap 5 can be closed.  This will result in perceived quality exceeding the expected service quality leading customer satisfaction.

















































