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Chapter 1 .
1.1.

Introduction

Overview

The service sector and, in particular, service quality are attracting increasing
attention from both academics and practitioners (Haynes and DuVall, 1 992;
Lewis, 1 994). This is partly because of the ever growing share of services in the
economy (Haynes and Du Vall, 1 992; Lewis, 1 994; Dotchin and Oakland, 1 994),
and partly because quality management in services raises some particularly
difficult and complex issues (Gronroos, 1 990a; Singh and Deshmuch, 1 999).
The early debate on quality focused on manufacturing to the neglect of services
although it was soon recognised that characteristics of services posed particular
problems for the management of service quality (Parasuraman, 1 986; Schneider,
1 986). More recently researchers have identified a number of factors likely to
have an impact on the level of service quality and empirical work has made some
progress in determining the effect of these features on service quality 1 . However,
it is not yet clear which specific ones are most important for the management of
quality, or how widely applicable different features may be.
The purpose of this research proj ect is to identify a number of fundamental
features which support quality and to examine the role of these features across a
wide range of different types of service businesses.
This chapter aims to introduce the main issues which will be considered in the
research project and outlines briefly how they will be addressed. In the next
section some data on the increasing share of services in economic activity are
presented in order to illustrate the importance of the service sector in the UK and
1

See Chapter 2 for details.

2

in other developed countries. Section 1 .3 discusses the unique characteristics of
services which mean that service quality presents many problems of its own, and
section 1 .4 highlights the importance of service quality to the performance of the
service sector. However, due to the characteristics of services, service
organisations cannot utilise the same techniques as for manufacturing. This
raises difficulties in quality management in the service sector (see section 1 .5)
and in measuring its quality (see section 1 .6). Then in section 1 .7, the aims and
objectives of the research are set out. Finally, section 1 . 8 provides a route map
through the rest of the thesis, briefly summarising the contents of each of the
remaining chapters.
1 .2.

The growth of the UK service sector

The service sector has for long played an important role in the UK economy.
Figure 1 . 1 reveals that service employment took a significant share of total
employment in the UK even as early as 1 900.
Figure 1 . 1 .

Employment by Sector in the UK in the Twentieth Century
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3

During the course of the twentieth century, service employment continued to
grow both absolutely and as a proportion of employment in the economy as a
whole. Figure 1 .2 reveals that the service sector has grown as a proportion of
total employment in developed economies in the last 1 00 years. This has largely
been at the expense of declining agricultural employment, but in the second half
of the twentieth century, the proportion employed in manufacturing industry has
also shown a tendency to decline.
Figure 1 .2.

Sectoral Employment Shares for 2 5 Developed Countries
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Comparing Figures 1 . 1 and 1 .2, it can be seen that the UK has exhibited broadly
the same trends as the other economies, but was distinctive in having a very low
share of employment in agriculture at a very early date. Figures 1 .3 (in the
following page) confirms that the UK had a larger than average share of its
employment in services throughout the twentieth century (Feinstein, 1 999).

Figure 1 . 3 .
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Dotchin and Oakland (1 994) note that in the USA, UK, Germany, France and
Italy, employment in manufacturing fell and employment in services increased
between 1 960 and 1 980. The USA had the biggest proportion of service
employment followed by the UK and France. The service sector accounted for
the maj ority of GNP in 1 989 in the world: 69 per cent in USA; 67 per cent in
France; 62 per cent in UK; 60 per cent in Germany; and 56 per cent in Japan
(World Bank, 1 99 1 ).
Ghobadian et al. ( 1 994) argue that these figures do not include the services
provided by the manufacturing sector. It is considered that 44 per cent of
employees in manufacturing are in fact service providers (Deming, 1 980).
Hence, a high level of service quality is vital not only to the service sector but to
all industries including manufacturing as a means of achieving competitive
advantage (Dotchin and Oakland, 1 994; Lewis, 1 994).
1 .3.

Characteristics of services

The general consensus amongst service writers is that there are four key
characteristics which distinguish services from products. Services have a greater
or lesser degree of the following characteristics (Kotler and Armstrong, 1 99 1 ;
Lovelock, 1 996; Kotler, 1 997; Gronroos, 2000).
A service is intangible; therefore, it cannot be seen, tasted, touched, heard, or
smelt. Thus, customers cannot judge the quality of a service before purchase. A
service is heterogeneous and variable. Most services are produced by people,
and also consumed by people so that a service to one customer is not exactly the
same as that service for the next customer. Services are simultaneous and
inseparable. Without a service provider, many services cannot be produced.
Likewise, without a customer, many services cannot be consumed. When both a
service provider and a consumer are involved, the service is produced and
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consumed simultaneously. A service is perishable; therefore, it cannot be stored
nor can it be in stock in the same way as a product. Due to the distinctive
features of simultaneity and inseparability, services need to be produced and
consumed at the same time.
As a result of these characteristics of services, the management of service and of
its quality becomes a very complex issue. This will be discussed in section 1 .5
and in section 2.5.

1 .4.

Service quality

Service quality is recognised as a strategic imperative or at a mmrmum, a
strategic opportunity for many service organisations (Schneider, 1 990). Cowling
and Newman ( 1 995, p3 7) stress the necessity of quality for the service sector:
'Quality now manifests itself as a "hygiene" factor for service organisations. Hygiene is
essential for health, but cannot of itself guarantee health'.

Typically, a high level of service is accepted to be a competitive advantage in
most service industries (Galloway and Ho, 1 996). Research indicates that service
quality has a significant link with customer satisfaction (Newman et al., 1 998
cited by Allred, 200 1 ) which in tum influences intentions to purchase (Cronin
and Taylor, 1 992). Therefore, when service quality is improved, profitability will
increase as customer perceptions of quality are a key determinant of profitability
(Gronroos, 1 990b).
Lewis ( 1 994) emphasises that the benefits of good service accrue not only to the
organisation, but also to the employees who are working there. The benefits are,
firstly, that it will increase customer satisfaction which improves customer
loyalty. This may in turn attract new customers via positive word-of-mouth. This
is the most cost-effective way of attracting new customers. Secondly, it will also
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increase staff loyalty via job satisfaction which in turn will reduce staff turnover
and accordingly, the cost of selection and recruitment, and the training of new
staff. Thirdly, it will improve a company's image. All these benefits help to
increase productivity and sales, market share, profitability, and to strengthen
business and financial performance.
Defining service quality seems to be very problematic. This is because 'services
are more or less subj ectively experienced processes' (Gronroos, 2000, p63), and
hence, service quality is perceived in a very subj ective manner (Van Looy et al. ,
1 998) an d judged b y customers (Lewis, 1 994) who may have different needs,
requirements, and expectations. Therefore, Gronroos (2000) argues that service
quality is whatever the customer perceives.
Two-dimensional service quality is identified by Gronroos (1 983) as technical
(or outcome) and functional (or process-related) quality. Due to customer
involvement in service delivery process, the perception of service quality is
concerned with both the service outcome and the service process (Lehtinen and
Lehtinen, 1 99 1). Technical/outcome quality is the customers' evaluation of the
result of a service production process. Functional/process quality is concerned
with how customers receive the service and how they experience the interaction,
and therefore, is often very subj ective.
1 .5.

Quality management in the service sector

The early debate on quality was dominated by the manufacturing sector and
neglected the service sector. Quality management in manufacturing and
production industries appears to be more advanced compared to that in the
service sector (Wilkinson, 1 994). Ghobadian, et al. ( 1 994, p 44) maintain that:
'Despite the increasing importance of the service sector and of the significance of
quality as competitive factor, service quality concepts are not well developed. In this
respect, the service sector lags behind the manufacturing sector. Moreover, the service
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sector lags behind the manufacturing sector in embracing philosophies such as "total
quality management" and "continuous improvement'" .

The characteristics of services have been viewed as creating problems in quality
management in the service sector (Parasuraman, 1 986). In services, there is great
difficulty in the management of service quality and therefore in ensuring high
service quality (Schneider, 1 990). Predetermination and standardisation of
customers ' behaviour as well as that of service providers and of employee
customer contact are not fully applicable (Schneider, 1 986; Gronroos, 1 990b). In
short, management does not have direct control over quality during the
production of the service, and hence, the management of quality in service
businesses has been regarded as being harder than in the manufacturing sector
(Gronroos, 1 990a).
Fisher (1 995, p l 5) claims that 'if you can't measure, you can't manage' . In order
to manage service quality, it is clearly necessary to be able to measure it.
However, in practice, quality measurement in the service sector has also been
said to be notoriously problematic due to the nature of service characteristics
(Cowling and Newman, 1995; Silvestro, 1 998; Singh and Deshmuch, 1 999).
Silvestro et al. ( 1 990, p54) maintain that:
'Service is usually the result of interaction between the customer and the service system,
including the contact staff, equipment, service environment and facilities. It is this
interaction that results in the characteristics of service which make the provision,
measurement and control of quality is so difficult'.

Service quality is an elusive and abstract construct and thus is difficult not only
to define but also to measure (Garvin, 1 988; Parasuraman, Zeithaml and Berry,
1 985; Brown and Swartz 1 989; Carman, 1 990 cited by Cronin and Taylor,
1 992).
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1 .6.

Quality measurement in the service sector

Reliable measurement is a means of improving and controlling quality for
maximising customer satisfaction (Vincent et al., 1 995). However, measurement
of quality has its roots in quality control of manufacturing and hence, it is often
related only to products, and rarely to services (Bertram, 1 991). Quality
management techniques in the TQM literature such as statistical process control2
(SPC), cost of quality3 and benchmarking4 seem to be only applicable to
technicaVoutcome quality, and not to functionaVprocess quality.
Silvestro (1 998) maintains that a process control approach to the measurement of
soft, qualitative, judgemental, subj ective, intangible aspects of service qualit/
(such as customer satisfaction and/or staff attitude towards customers) is very
problematic. He argues that statistical process control is adopted in
manufacturing and is certainly applicable to the measurement of the hard,
quantifiable, objective aspects of service quality6 (such as computer downtime
and/or the proportion of telephone calls answered). It is widely utilised in the
back office where there is a high volume service process and a large amount of
transactions.

2

SPC is a preventive approach to the manufacturing process and will help to find out whether a
process is capable of producing and is continuing to produce products which conform to the
specification at every time; therefore, it prevents non-conforming products from being produced
(Munro-Faure and Munro-Faure, 1 992; Oakland, 1 993).
3
The cost of quality includes the costs of conformance such as prevention costs and the costs of
non-conformance such as appraisal costs, as well as internal and external failure costs (Bank,
1 992; Munro-Faure and Munro-Faure, 1 992; Oakland, 1 993). The measurement of cost of quality
is a useful technique to identify the achieved improvement and is used to compare the early and
the later stage of the TQM process (Kanji and Barker, 1990).
4
Benchmarking is a way of identifying opportunities for process improvement by comparing a
process of an organisation against the same or similar processes of another organisation or
another division of the same organisation (Bergman and Klefsj o, 1 994).
5
Soft aspects of service quality are equivalent to functional/process quality in Gromoos (2000).
6
Hard aspects of service quality equate technical/outcome quality in Gronroos (2000).
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Although quality measurement techniques in the manufacturing sector are not
applicable to the soft, qualitative, subjective, intangible aspects, data on service
quality can be collected via customer satisfaction and dissatisfaction surveys
whether on the telephone, by post, or through interviews, and customer focus
groups, and these are also used for appraising employees (Redman and Mathews,
1 998). Measurement of customer satisfaction using tools such as SERVQUAL
and the critical incident technique7 have been greatly utilised whereas in
manufacturing, the TQM literature pays more attention to quality costs even
though customer satisfaction is the central obj ect in achieving high quality
(Silvestro, 1 998).
The only factors that are relevant in determining service quality are those which
customers perceive as being important so that service quality can be seen as a
comparison of customer expectations and customer perceptions of service
delivered (Parasuraman, Zeithaml and Berry, 1985). When the perception of
service is better than the customers ' expectations, their satisfaction and quality is
perceived to be high (Berry et al., 1 985). The research of Parasuraman, Zeithaml
and Berry (1 985) led to the design of SERVQUAL which initially had ten
dimensions characterising customers' perception of the service. In a later study
(Parasuraman, Zeithan1l and Berry, 1 988), the ten dimensions of service quality
were reduced to five, and these are examined below.
Reliability is defined as the ability to perform the promised service dependably

and accurately. The promised service includes promises about delivery, service
provision, problem resolution and pricing. Within the five dimensions, it has
been consistently indicated that reliability is the most important determinant of
7

Critical incident technique, which is an alternative way of measuring service quality (Gronroos,
2000), is a qualitative research method to assess extremely positive or extremely negative service
encounters from the customers perspective (Van Looy et al., 1998).
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perceptions of service quality among U.S customers (Parasuraman, Zeithaml and
Berry, 1 988). Responsiveness is the willingness to help customers and to provide
prompt service. Customers j udge responsiveness by the length of time they have
to wait for assistance, answers to question, or attention to complaints/problems.
Flexibility and the ability to customise the service to customer needs are also
included in this dimension.
Assurance is characterized as employees' knowledge and courtes y, and the
ability of the firm and its employees to inspire trust and confidence. This
dimension is especially important for services involving high risk and/or services
for which customers are not able to assess outcomes due to their limited
knowledge. Banking, insurance, brokerage, medical and legal services are
examples of this type of service. Empathy is concerned with the caring,
individualised attention the organisation provides to its customers. Customers
want to feel understood by, and imp ortant to , firms which provide services to
them. Tangibles are defined as the appearance of physical facilities, equipment,
personnel and communication materials.
SERVQUAL assesses gaps between customer exp ectations and perceptions
(Zeithaml and Bitner, 2000) and is applicable across a broad range of service
industries (Palmer , 2001). To measure quality, the respondents are asked to
answer one set of SERVQUAL questions for their expectations, and another for
their perceptions. Therefore, service quality can be measured by subtracting
customer perception scores (P ) from customer expectation scores (E). The
greater the gap score (P > E), the better service quality and vice versa.
SERVQUAL is discussed further in Chapter 4.
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Zeithaml, Parasuraman and Berry (1 990) emphasised that the problems
identified through SERVQUAL, and the resolution of the problems identified by
SERVQUAL, largely stem from managerial practices within an organisation.
'It (SERVQUAL) can help a wide range of service and retailing organisations in
assessing consumer expectations about and perceptions of service quality. It can also
help in pinpointing areas requiring managerial attention and action to improve service
quality (Parasuraman, Zeithaml and Berry, 1 988, p36).

1 .7.

Aims and objectives of the research

The literature on service quality discusses a number of features which are
relevant to the development of service quality, and empirical research examines
how these affect service quality8 . Nevertheless, the specific features which are
most important to the management of quality in a wide range of service
businesses have not yet been established. Therefore, the purpose of this research
is to identify the most fundamental features which support quality in a wide
range of service businesses. The study also examines how each feature functions
for the pursuit of service quality in different types of service business. Moreover,
a model will be developed which illustrates the link between all the important
features and service quality, and demonstrates the important role of each factor
to service quality.
In summary, the objectives are:
( 1 ) To identify the fundamental features for the management of quality in a wide
range of service businesses;
(2) To examine the role of each feature in different types of service business;
(3) To understand the importance of each feature in pursuit of service quality,
and to establish the relationship between service quality and all of the
features;
(4) To identify how each of the features support each other;
8

See Chapter 2 for details.
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(5) To develop a model which illustrates the relationships, among the supporting
features, and between service quality and the supporting features ;
(6) T o examine these relationships above i n a wide range of service businesses;
(7) To identify the predominant features in the promotion of service quality in a
wide range of service businesses, and to compare those in different types of
service businesses.
1 .8.

Outline of the thesis

Having sketched the main issues, this chapter concludes with a short outline of
the chapters which follow.
Chapter 2 presents the major issues concerning quality and service quality by
reviewing the literature. To begin with, the literature on Total Quality
Management (TQM) is examined and fifteen principles which have been argued
to be the key requirements for starting TQM or contributory factors for
successful TQM implementation are identified. A range of similarities between
TQM and internal marketing can be identified. The literature review on this topic
identifies 1 2 elements which contribute to successful internal marketing. Internal
marketing is sometimes referred to as the strategies to close Gap 3 , and a
literature review on this found 1 2 factors.
The purpose of the literature review on those areas is to identify the common
themes to all three areas of literature. Seven common themes are found. These
are recruitment and selection, training, teamwork, empowerment, performance
appraisals and reward, communication, and culture. Each of these is regarded as
critical for the management of quality in the service sector. These seven common
themes can be seen to relate practices within Human Resource Management
(HRM). Four types of service businesses (professional services, service factories,
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mass services and technological services) in terms of the management of human
resource are also examined in this chapter.
An extensive review of the literature on each of the seven common themes (these
will be referred to as 'the seven corresponding features ') is also included in this
chapter, and which confirmed the crucial role played by the development of a
service-oriented culture and also identified that there are a number of inter
relationships

among

recruitment

and

selection,

training,

teamwork,

empowerment, performance appraisals and reward, and communication (these
will be referred to as 'the other six features '). The literature also suggests that
'the other six features ' can be affected by the culture of the organisation.

The research issues are presented in Chapter 3 . These are based on the
interrelationships, the interdependence, and the association between service
quality and 'the seven corresponding features '. A model will be developed in
this chapter which illustrates, firstly, the inter-relationships among 'the other six
features ', secondly, the interdependence between culture and 'the other six
features ', and finally, the association between service quality and 'the seven
corresponding features '.

Chap ter 4 describes the methodology - a questionnaire survey and
supplementary in-depth interviews - adopted in this research. Firstly, in order to
gather information on 'the seven corresponding features ' and service quality,
and to test this model empirically, a questionnaire survey was chosen. The items
of the questionnaire were developed primarily from literature sources. It was
designed for completion by the middle manager (or equivalent role) responsible
for service quality. Although there are four types of service businesses, the
distinction between the BRM practices of mass and technological services
appear to be very subtle and are not firmly established while the distinctions of
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professional services and service factories are clear as they lie at the extremes.
Therefore, the decision was made to focus in particular on mass and
technological services.
Factor analysis and reliability testing were used to examine responses from the
pilot sample. In the main mailing, a total of 2,495 questionnaires were sent out
with 371 usable responses returned, a response rate of just under 1 5 per cent.
This chapter also describes a variety of statistical techniques which are used to
test the model including factor analysis, confirmatory factor analysis,
frequencies, independent sample t-tests, One-way ANOVA, Pearson correlation,
and Canonical correlation. Secondly, in-depth interviews are conducted to
further investigate managers' perception of the importance of 'the seven
corresponding features ' with regard to service quality, and examine the
differences of their perception in mass services and in technological services.
Chapter 5 is the heart of this thesis and sets out the main findings from the
questionnaire survey at some length. Analysis of the questionnaire confirmed
that 'the other six features ' are all inter-related. Further, strong interdependence
between culture and 'the other six features ' was identified: culture can affect
how 'the other six features ' operate, and 'the other six features ' can have an
impact on the development of a service-oriented culture. There were no
meaningful differences between mass and technological services with regard
both to the inter-relationships and the interdependence with culture.
Nevertheless, the data indicated that service quality and all 'seven corresponding
features ' were significantly associated in mass services, but this was not the case
in technological services.
Issues raised by the analysis of the questionnaire data are further investigated
through the eighteen in-depth interviews comprising eleven from mass services
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and seven from technological services. Chapter 6 presents the findings from the
interview data.
The conclusion of this research is presented in Chapter 7. The contribution to
knowledge, implications for managers, limitations, and areas for further research
are also discussed in this chapter.
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Chapter 2.
2.1 .

Background literature

Introduction

Issues concerning service quality appear in a variety of literature, in particular
Total Quality Management (TQM), especially the soft aspects of TQM, areas of
service marketing, including internal marketing and what is known as the service
quality literature. The purpose of this chapter is to identify a range of
fundamental features which support quality in the service sector through a
narrative literature review. This chapter begins with general descriptions of
TQM, internal marketing and servic e quality gaps, and identifies critical issues
for the management of quality in the service sector in each area of the literature.
A comparative study of the literature in these three areas is carried out to identify
themes common to all three areas of literature. These common themes can be
seen to match many practices of HRM. Therefore, the four types of service
business are also discussed in this chapter, because they are relevant to the
management of human resources. The main part of this chapter consists of an
extensive review of the literature on these common themes and this is presented
in sections 2.5 onwards.
2.2.

Total Quality Management (TQM)

The evolution of TQM in terms of the history of the management of quality
proceeded through four steps: inspection, quality control, quality assurance and
finally total quality management (Dale and Cooper, 1 992; Bell et al. , 1 994; van
der Wiele et al. , 1 997).
The last and highest stage of managing quality is Total Quality Management.
TQM first appeared in the manufacturing sector around the mid- 1 980s
(Martinez-Lorente et al. , 1998), and it has since developed rapidly as a business

18

philosophy which emphasises continuous improvement o f quality in order to
achieve maximum customer satisfaction via the development of a quality
organisation (Kanji, 1 990). A number of TQM definitions are found in the
literature, and it can be recognised that customer satisfaction or meeting
customer needs (Garvin, 1 98 8 ; Searstone, 1 99 1 ; Wilkinson, 1 992; Lakhe and
Mohanty, 1 994; Price and Gaskill, 1 994; Braver, 1 995; Omachonu and Ross,
1 994; Collinson et al., 1 998), and continuous improvement (Koller and Albert,
1 990; Brown, 1 994; Lakhe and Mohanty, 1 994; Omachonu and Ross, 1 994;
Collinson et al., 1 998; Gunasekaran, 1 999) are widely regarded as the central
features of TQM.
Principles of TQM
TQM consists o f a set of principles for managing a company. However, the
definition of these principles varies among different authors. Kanj i (1 990) and
Kanji and Barker ( 1 990) present the seven basic roles of TQM. Bertram ( 1 9 9 1 )
considers the requirements fo r starting a TQM programme. Bank (1 992) studies
the core concepts of total quality management. Brocka and Brocka ( 1 992)
discuss the pillars of TQM or the primary elements of Quality Management.
Dale and Cooper (1 992) indicate the key elements of TQM. Oakland ( 1 993)
provides the steps for the implementation of TQM. Ross (1 993) investigates the
criteria for a TQM programme with regard to the Malcolm Baldrige National
Quality Award. Beaumont et al., ( 1 994) list the elements ofTQM. Brown ( 1 994)
states the main features of TQM. Anjard (1 995) reports the factors contributing
to the success of TQM. Powell (1 995) proposes 1 2 factors by reviewing the
integration o f the TQM literature. Gatchalian ( 1 997) considers the guiding
principles of TQM. Goetsch and Davis (1 997) hi ghlight the key elements of total
quality. Laszlo ( 1 998) makes clear the three critical factors needed to implement
TQM successfully. Gunasekaran (1999) examines the successful implementation
of TQM in a manufacturing company and illustrates vital factors in the
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implementation of TQM. Some authors use the same terminology to explain
different principles whereas others apply different terms in discussing what are
fundamentally the same principles.

Because there are differing definitions of TQM, and because of the varied and
wide-ranging discussions of the concept, as Wilkinson et al. ( 1 992, p2) point out,
'one of the problems in the discussion of TQM is the apparent lack of a generally
accepted description of what it actually is' . This clearly makes it difficult to
categorise the main principles of TQM by means of a literature review. Authors
tend to phrase their principles of TQM in different ways, and they place
distinctive emphases on different aspects of TQM. Therefore, in setting out the
main components of TQM, as in Table 2 . 1 , separate categories were constructed
when two or more authors examined the same principle, and a principle of TQM
which was mentioned by only one author was not given a category. On this
basis, the principles most commonly discussed are the fifteen listed below, and
these are presented in Table 2. 1 .

1 . Cultural change
2. Management

style,

understanding,

commitment,

involvement

leadership
3 . Designing
4. Planning
5 . Measurement

6. Cost of quality

7.

Tools and techniques

8. Communication
9 . Training and education
1 0 . Employee selection, commitment, involvement and participation
1 1 . Teamwork

and

20

12. Empowerment
1 3 . Performance appraisals/measurement, recognition and reward
14. Internal and external customers
1 5 . Continuous improvement
These fifteen principles are identified as requirements for starting TQM or
contributing to the successful implementation of TQM.

Table 2. 1 .

Principles of TQM

I. Cultural change (Vision/mission and goal) 2. Management style, understanding, commitment, involvement and leadership 3. Designing 4. Planning 5. Measurement

6. Cost of quality 7. Tools and techniques 8. Communication 9. Training and education 10. Employee selection, commitment, involvement and participation 1 1 . Teamwork
1 2. Empowerment 13. Performance appraisals/measurement, recognition and reward 1 4. Internal and external customers 1 5. Continuous improvement
Kanji (1 990); Kanji and Barker (1 990) seven principles o f TQM
Management led
Company wide
Everyone is responsible for quality
Prevention not detection
Right first time
Cost of quality
Contin uous improvement
Bertram (1 991) requirements for starting a TQM programme
Top management commitment
Encourage employee i nvolvement in continuous improvement
Satisfvinq customer needs
Internal customer supplier
Measurement of quality
Maximum involvement of middle, junior management and union officials
Training
Attitude and cultural change
Continuous i mprovement
Bank (1 992) core concepts of total qual ity management
Rioht first time
Cost of oualitv
Competitive benchmarking
Everyone is involved
Synergy in team work
Ownership and elements of self-management
Managers as role models
Recoanition and rewards
The quality delivery process
Brocka and Brocka (1 992) the Pillars of TQM or the primary elements
of Quality Management
Qrqanisational vision
Barrier removal
Communication
Continuous evaluation
Continuous improvement
Customer/vendor relationship
Emoowerino the worker
Training

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

✓
✓
✓

✓

✓

✓

,-

✓

✓

✓

✓

✓

✓
✓

✓

✓

✓

✓

✓

✓
✓

✓

✓

✓

✓

✓
✓

✓

✓

✓

✓

✓
✓

✓

✓

✓

✓
✓
✓

✓

✓

✓

✓

✓
✓

✓

✓

✓

✓

✓

✓

Continued

I . Cultural change (Vision/mission and goal) 2. Management style, understanding, commitment, involvement and leadership 3. Design ing 4. Planning 5. Measurement
6. Cost of quality 7. Tools and techniques 8. Communication 9. Training and education 1 0. Employee selection, commitment, involvement and participation 1 1. Teamwork
1 2. Empowerment 1 3 . Performance appraisals/measurement, recognition and reward 1 4. Internal and external customers 1 5. Continuous improvement

Dale and Cooper (1 992) the key elements of TQM
Commitment and leadership of the CEO
Culture chanqe
Planning and organisation
Education and training
Involvement
Rer..oonition
Measurement
Oakland (1 993) the steps to TQM
Understandina auality
Commitment and leadership
Desion for aualitv
Planning for q uality

1
✓

2

3

4

7

·�

9

✓
✓

✓
✓
✓

10

11

12

✓

✓

✓

13

14

15

✓

✓
✓

✓
✓

✓

✓
✓

Measurement
Costs of oualitv
Tools and techniques for improvement

Organisation for aualitv
Communications for aualitv
Teamwork for culture chanoe
Training for quality
Implementation of TQM
Ross (1 993) the criteria of the Malcolm Baldrige National Quality
Award for a TQM programme
Leadershio
l nfonna!ion and analysis
Strategic qualitv olannino
Human resource develooment and management
Management of process quality
Quality and ooerational results
Customer focus and satisfaction
Beaumont et al. (1 994) the elements of TQM (adapt from Beer et al.,
1 990)
Continuous problem-solving aclivitv
A aualitv oroanisation or structure
Statistical control and measurement of quality
Identification of internal and external customers
Extensive training

6

✓

Systems for aualitv (documentation)

Capability and control (evervone in the firm)

5

✓
✓

✓

✓

✓

✓

✓

✓
✓

✓

✓

✓
✓

✓

✓
✓

✓

✓

✓

✓
✓

✓
✓
✓

✓

,/

,/

,/

✓

✓

✓

✓
✓

✓

✓
✓

✓

✓
✓

✓

Continued

I . Cultural change (Vision/mission and goal) 2. Management style, understanding, commitment, involvement and leadership 3. Desi gning 4. Planning 5. Measurement
6. Cost of quality 7. Tools and techniques 8. Communication 9. Training and education 1 0. Employee selection, commitment, involvement and participation 1 1 . Teamwork
1 2. Empowerment 1 3 . Performance appraisals/measurement, recognition and reward 14. Internal and external customers 1 5 . Continuous improvement

Brown (1 994) the main features o f TQM
Customer satisfaction (internal and external)
Contin uous improvement
Emplovee i nvolvement throuah teamwork
Management by data and facts
Oroanisational culture
Anjard (1 995) the factors contributing to the success of TQM
Employee involvement
Recoonition and reward system
SPC usaae/monitorina
Desianina for aualitv
Rapid, easv communication achieved bY flattenina manaaement structure
Internal supplier
Continuous imorovement
Emphasis on usina standard set of procedures at workplace
Continuous trainina
Supplier partnerships
Powell {1 995) the 1 2 basic features of TQM
Committed leadership
Adoption and communication of TQM
Closer customer relationships
Closer supplier relationships
Benchmarking
Increased trainina
Open organisation
Employee empowerment
Zero-defects mentality
Flexible manufacturing
Process improvement
Measurement
Gatchalian (1 997) TQM auidina principles
Customer satisfaction
Communication and co-ordination of all activities
Commitment and co-ooeration to continuous improvement
Empowerment
Problem-solvina tools
Trainina for aualitv
Quality leadershio which maintains continuous imorovement

1

2

3

4

5

6

7

8

9

10

11

12

13

14

✓
✓

✓

✓

✓

✓
✓

✓

✓

7

✓

✓

7
✓

✓
✓
✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓

✓
✓
✓

✓
✓

✓

✓

✓

✓

7

✓

✓

✓

-✓

✓

✓

✓

✓
✓

Continued

I . Cultural change (Vision/mission and goal) 2. Management style, understanding, commitment, involvement and leadership 3. Designing 4. Planning 5. Measurement
6. Cost of quality 7. Tools and techniques 8. Communication 9. Training and education 10. Employee selection, commitment, involvement and participation 1 1 . Teamwork
12. Empowerment 1 3 . Performance appraisals/measurement, recognition and reward 1 4. Internal and external customers 1 5 . Continuous improvement

Goetsch a n d Davis (1 997) the key elements o f Total Quality
StrateQically based
Customer focus
Obsession with quality
Scientific approach
Long-term commitment
Teamwork
Continual improvement of systems
Education and training
Freedom through control
Unity of purpose
Emoloyee involvement and empowerment
Laszlo (1 998) the three critical factors needed to implement TQM
successfully
Commitment
Culture
Cost of qualitv
Gunasekaran (1 999) the vital factors in the TQM imolementation
Vision/mission and the goal
Internal and external customer satisfaction
Teamwork
Training
Appropriate recognition and reward
Emolovee empowerment
Cultural change
Continuous improvement
Total

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

✓
✓

.,

.,

✓

✓
✓

✓

✓

.,

✓
-

✓

✓

✓

✓

✓

✓

✓

✓

✓
✓

✓

✓

✓

✓

23

✓

14

7

9

10

10

11

10

13

17

✓

✓
✓

14

10

✓

7

16

✓

17
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Although TQM was originally developed in the manufacturing sector (Saunders
and Preston, 1 994; Braver, 1 995), there is some support for the idea that TQM
can also be applied to the service sector (Beaumont et al., 1 994; Anj ard, 1 995;
Cowling and Newman, 1 995; Singh and Deshmuch, 1 999). Since there are a
wide range of distinctive versions and methods that have been practised for
implementing the basic principles and techniques, TQM is not identical in all
places (Beaumont et al., 1 994) and does not need to be confined to particular
sectors (Anj ard, 1 995). However, the nature of service characteristics (discussed
in section 1 .3) means that the transfer of quality management practices
developed in the manufacturing sector is very problematic and challenging for
service operations (Singh And Deshmuch, 1 999). Collinson et al. ( 1 998, pp2324) state that:
'The origins of TQM lie within the production and operations field, and manufacturing
firms will tend to place an emphasis upon the hard and quantifiable production aspects
of TQM. In contrast, organisations in the service sector, who by definition have a
greater degree of staff-customer interaction, will tend to concentrate on the more
qualitative and softer aspects of customers care and cultural change. The key point is
that, in turn, these differing emphases will have different implications for the nature and
extent of employee involvement. . . . The meaning of quality and the mechanisms for
ensuring it are likely to differ between the manufacturing and service sector'.

Some of the principles of TQM presented in Table 2 . 1 may therefore not be
entirely relevant to the service sector.
Hard and soft aspects of TQM

Wilkinson and Allen ( 1 99 1 ), Wilkinson ( 1 992; 1 994) and Rees (1995) maintain
that Total Quality Management (TQM) has two aspects, the 'hard' and the ' soft' .
Thiagaraj an and Zairi (1 997) examine hard and soft quality by reviewing the
work of Oakland (1 993), Price and Chen ( 1 993) and Wilkinson and Witcher
(1 992). Collinson et al. (1 998) agree that TQM comprises two inter-dependent
and distinguishable parts, 'hard' and ' soft' aspects. The hard aspects of TQM,
quantifiable techniques and tools, tend to be most characteristic of
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manufacturing whereas the soft aspects which are intangible and difficult to
measure, such as human contact between employees and customers, customer
care, and internal marketing have attracted much attention in the service sector.
Internal marketing is discussed by authors as part of work on the ' internal and
external customer' in Table 2. 1 . Moreover, it has been acknowledged that there
are certain similarities between TQM and internal marketing (Rafiq and Ahmed,
1 993). They state that the idea of internal marketing means seeing employees as
customers so that it is applied distinctively to the concept of TQM.
In the TQM literature, Oakland (1993) states that the concept of the internal
customer is to treat employees between departments, sections, and even small
units within an organisation as customers. Hence, every one has a customer who
depends on your part of the product. Therefore, each of the internal customers
must operate and meet the next internal customers' requirements in order to meet
the requirement of external customers (Kanji and Barker, 1 990). In the
production process, if internal customers ' requirements are met on every
assembly line, the quality of the final product will be assured (Rafiq and Ahmed,
1 993). Identification of both internal and external customers' requirements is the
key to improving customer satisfaction (Gunasekaran, 1 999). However, the
conceptions of the internal customer in TQM and in internal marketing are
different (Gilmore and Carson, 1995). This is because, in contrast to external
customers who make demands on (or requirement to) the company, employee
requirements are restricted to their fellow employees and hence for meeting their
customers' requirements (Rafiq and Ahmed, 1 993). Unlike internal marketing,
the TQM approach does not concentrate on the relationships between an
organisation and the employees, but on the relationship between employees
themselves (Gilmore and Carson, 1 995).
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It can therefore be seen that TQM may partly adopt the concept of internal
marketing, but the concept of internal marketing seems to be bro ader. In
addition, it i s the concept of internal marketing which has the most significant
implications for the service sector (Pitt et al. , 1 999), so it will be dealt with next.

2.3.

Internal Marketing

The concept of internal marketing was developed in the 1 980s when service
quality began to receive much attention due to the review and management o f
delivering service performance, specifically of employees (Rafiq an d Ahmed,
1 995).

Although

internal marketing

has

been

discussed,

defined

and

conceptualised in a number of ways, it has been agreed that successful internal
marketing is a key to delivering superior service and thus, to successful external
marketing (Barnes, 1 989; Berry and Parasuraman, 1 992; Greene et al. , 1 994).
The fundamental focus of internal marketing is on ' employees' whose function
is to provide, produce or perform services to internal and/or external customers.
Internal marketing enables employees 'to do the best possible work' (Greene et
al. , 1 994) and to provide 'the b est possible customer treatment' (Barnes, 1 98 9)
by developing and enhancing a service culture (Gromoos, 1 990b) and/or an
internal environment (Caruana and Calleya, 1 998). Zerbe et al. ( 1 998) assert that
the ultimate goal of internal marketing is to create a service culture, and that in
turn will help to establish customer consciousness among employees (Gronroos,
1 990b; Rafi q and Ahmed, 1 993 ; Varey, 1 995b; Hogg et al. , 1 998). Employee
attitude and behaviour may need to change (Varey, 1 995b) so that employees are
committed (Barnes, 1 98 9 ; Rafiq and Ahmed, 1 995), and customer oriented, and
hence, service minded performance is possible ( Gromoos, 1 990b ; Rafiq and
Ahmed, 1 995).

28

There are, broadly, two different approaches to internal marketing. On the one
hand, internal marketing means to treat employees as internal customers, and
therefore, the marketing concepts and methods are applicable within a firm
(Collins and Payne, 1 991). Barnes (1 989) also agrees that the traditional
marketing mix of the 4Ps can apply internally since internal marketing is to sell
'customer service' to the staff. The product in internal marketing indicates
selling the concept of total customer service to employees in order to gain their
commitment, while place or distribution is the way of delivering the product: the
concept of customer service (Barnes, 1 989). Meetings, conferences and training
are the characteristics of distribution (Rafiq and Ahmed, 1 993). Price is seen to
be the cost to management of employees such as external training, educational
courses, rewards, incentives, and recognition, while promotion covers all
methods of communication with employees in order to help them to understand
the obj ective of customer service (Barnes, 1 989), and to motivate and influence
their attitudes towards customer service (Rafiq and Ahmed, 1 993).
It has been argued, however, that the application of the traditional 4Ps to internal
marketing is too narrow (Varey, 1 995a/b). Rafiq and Ahmed (1 993) also
emphasise that, due to inter-functional interdependence and the need for an
integrated effort for effective service (or product) delivery, an additional 3Ps of
participants, physical evidence, and process also have to be considered.
Participants are people who are involved in producing and delivering the product
and/or service as well as people who are receiving it and who may have an
impact on the customers' perception. Physical evidence includes the normal
working environment in which the service/product is delivered, and tangible
cues which refers to memos, guidelines, training manuals and documentation of
policies. Process refers to delivering customer consciousness to employees
through training and to conveying changes, new policies or methods to them
through communication.
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Other commentators have maintained that even though marketing mix
contributes a useful framework to internal marketing, it is unlikely to cover all
the internally related issues needed in order to succeed in the external
environment (Gilmore and Carson, 1 995). Specifications of internal marketing
with less adherence to the framework of marketing mix, but more emphasis on
the importance of individual elements of the mix have been discussed.
The elements of internal marketing are described in various ways. Gromoos
( 1990b) distinguishes 'prerequisites' for successful internal marketing and
'internal marketing programmes'. Berry and Parasuraman ( 1 992) label them as
the 'seven essentials'. Joseph (1 996) describes 'internal marketing programmes'
as a challenging set of tasks. Taylor and Cosenza (1 997) highlight them as the
'internal marketing considerations'. Kasper et al. (1 999) identify four groups of
'internal marketing tools' covering personnel management tools; organisational
tools; internal marketing tuning tools; and management tools.
The nan1ed elements of internal marketing vary, and different authors seem to
have a distinctive emphasis on different elements of internal marketing.
Nonetheless, all components of internal marketing discussed by the authors
above can be categorised in terms of 12 elements which are presented in Table
2.2 and can be summarised under the following headings.
1 . Recruitment and selection
2. Top management commitment, involvement and leadership
3 . Employee commitment and involvement
4. Training
5 . Teamwork
6. Empowerment
7 . Performance measurement and reward systems
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8 . Communication
9. Marketing segmentation and targeting
1 0. Marketing research
1 1 . HR issue including motivation and job satisfaction
12. Culture
These 1 2 elements have been identified as contributing to successful internal
marketing which in turn leads to successful external marketing. Moreover, these
elements are also seen to play a role in the development of a service culture
through facilitating and enhancing quality service delivery.

Table 2.2.

Elements of internal marketing

I . Recruitment & selection 2. Top management commitment, involvement & leadership 3. Employee commitment & involvement 4. Training 5. Teamwork 6. Empowerment 7 .
Performance measurement & reward 8 . Feedback & two-way communication 9. Internal marketing segmentation l 0 . Internal marketing research 1 1 . H R issue including Motivation and Job
satisfaction 1 2 Culture
Gronroos (1 990b) Prerequisites and I M programme
Top manaQement involvement and leadership
Entire workforce commitment
Training
Management support
Communication
HRM
Market research
Seamentation
EmpowerinQ and enabling
Service culture
Berrv and Parasuraman (1992) Seven essentials for IM
Compete for talent
Offer a vision
Prepare people to perform
Stress team play
Leverage the freedom factor
Measure and reward
Know the customer
Joseph (1 996) IM programmes
Recruitment
Trainino
Motivation
Communication
Co-operation
Taylor and Cosenza {1 997) IM considerations
Corporate culture
Market segment
Training and reward
Job satisfaction
Recruitment and selection
Empowerment
Attracting, selecting and retaininq
Two-wav communication
Kasper, Van Helsdingen and De Vries (1 999) IM tools
Personnel manaaement tools
Oroanisational tools
Internal market tuning tools
Management tools
Total

1

2

3

4

5

6

7

8

9

10

11

12

✓
✓
✓

✓
✓

·-

✓
✓

✓

✓

✓

✓

✓

✓

✓
✓

✓

✓

✓
✓

✓

✓

✓

✓

✓
✓

✓
✓

✓

✓

✓

✓

✓
✓

✓

✓

✓

✓

✓

✓

✓
✓

✓
✓

✓

✓

✓
✓

✓

✓
✓
6

✓

3

4

6

2

4

✓

✓

3

4

✓

6

10

✓

4

3
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Internal marketing is referred to as the ' strategies to close Gap 3' (Zeithaml and
Bitner, 1 996). It is also argued that the issues of internal marketing have been
seen as vital for closing Gap 3 (Gromoos, 1 990b). Gap 3 is one of service quality
gaps which will be examined next.

2.4.

Service Quality Gaps

The gap model of service quality was first developed by Parasuraman, Zeithaml
and Berry ( 1 985) (see Figure 2. 1). They state that the service quality gaps model
is the conceptualisation of service quality as the gap between customer
expectations and perceptions of performance. There are four maj or discrepancies
contributing to service quality gaps, and each of the four gaps in tum contributes
to the existence of gap 5 . Those five gaps are as follows:
•

Gap 1 occurs when customers' expectations are not correctly understood;

•

Gap 2 arises when services are designed and specified without reflecting
customers' expectations;

•

Gap 3 appears when employees are unwilling or incapable of delivering
services;

•

Gap 4 emerges when services which are delivered that 1s not what
customers are communicated previously; and

•

Gap 5 is developed from all of these causes above.
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Figure 2. 1 .

Gaps Model of Service Quality

Customer
Expected
service
Gap 5
Perceived
service

Service
delivery

Com pany

Gap 4

External
commu n ication
to customers

Gap 3
Customer
driven service
designs and
standard

Gap 1

Gap 2
Company
perceptions
of customer
expectations

(Source Parasuraman, Zeithaml and Berry, 1 985)

Gap 3, one of the service quality gaps above, has a significant impact on
customers' perceived service. There are four categories of cause for the existence
of Gap 3 : employee roles; customer participation; intermediaries; and demand
and supply (Zeithaml and Bitner, 1996). However, the fundamental aim of this
section is to examine the association between internal marketing and strategies
for closing Gap 3 . Only employees' roles are considered since the major concern
of internal marketing is internal customers, i.e. employees. First of all, the
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reasons for Gap 3 occurrence are briefly examined in order to identify the critical
importance of service providers regarding Gap 3 . Subsequently, strategies for
closing Gap 3 are discussed in detail.
The reasons for Gap 3 occurrence

A fundamental reason for the occurrence of Gap 3 stems from HR issues,
because the service is delivered or performed by employees. The importance of
service providers, as stated by Zeithaml and Bitner (1 996, pp304-6), is that, in
order for a service firm to be successful, service providers, both customer contact
employees and the back office staff, are vital because they are the service and the
organisation in the customer's eyes and are also part-time marketers. Moreover,
they can have influence on the five dimensions of service quality: reliability;
responsiveness; assurance; empathy; and tangibles.
Gap 3 occurs when service providers are unable or unwilling to meet the service
quality specifications/standards (Gromoos, 1 990b; Zeithaml, Parasuraman and
Berry, 1 990; Kasper et al., 1 999). The gap is called 'the service-performance
gap' (Zeithaml, P arasuraman and Berry, 1 990; Zeithaml and Bitner, 1 996), 'the
service delivery gap' (Gronroos, 1 990b) or ' service quality specification service delivery gap ' (Kasper et al., 1 999).
Strategies for closing Gap 3

In order for service providers to be able and willing to meet service quality
specifications/standards and to deliver quality service as well as to perfom1 or
deliver quality service continuously, strategies which can close Gap 3 are
crucial. Gronroos ( 1 990b) proposes cures for Gap 3 reduction and elimination.
Zeithaml, Parasuraman and Berry ( 1 990) offer suggestions for closing Gap 3 .
Zeithaml and Bitner ( 1 996) discuss a complex combination of human resource
strategies for closing Gap 3 .
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Different terminologies are used by different authors to discuss some of the same
strategies, and some of the strategies are applied to similar terms. Overall, these
strategies are identified as possessing 1 2 factors. All of these strategies for
closing Gap 3 are presented in Table 2.3 and can be summarised under the
following headings:
1. Recruitment and selection
2. Training
3 . Empowerment
4. Teamwork

5. Internal service quality
6. Technology and equipment

7. S ervice oriented internal process
8. Communication
9. S ervice performance measurement and reward
1 0. Internal marketing
1 1 . Managing external customer
12. S ervice culture
These 1 2 strategies develop service providers' capability and willingness to meet
the service quality specifications/standards in order to minimise and eliminate
Gap 3 which in turn plays a role in the extinction of Gap 5.

Table 2.3 .

Strategies to close Gap 3

I . Recruitment and selection 2. Training 3. Empowerment 4. Teamwork 5. Internal service quality 6. Technology and equipment 7. Service oriented internal process
8. Communication 9. Service performance measurement and reward I 0. Internal marketing 1 1 . Managing external customer 1 2. Service culture
Gronroos (1 990b)

Changes in emplovee treatment
Remove role ambiouitv
Improve recruitment routines
Changes in the technology and systems or
i mprove traininQ and internal marketinQ

1

✓

Zeithaml, Parasu raman and Berry (1 990)

Providinq role clarity
Eliminating rol e conflict
lmprovinQ employee-technology-job fit
Measurina and rewardina service performance
EmpowerinQ service employees
Buildinq teamwork
ManaQinQ external customers

2

3

4

5

6

7

✓

9

10

✓
✓

✓
✓

✓
✓

✓

✓

Hire the riQht people
Compete for the best people;
Hire for service com petencies and inclination;
- Be the preferred employer.
Develop people to deliver service quality
- Train for technical and interactive skills;
Empower employees;
Promote teamwork.
Provide needed suooort systems
Measure internal service aualitv;
Provide supportive technology and
equipment;
Develop service oriented internal process.
Retain the best people
- Include employees in the company's vision;
Treat emolovees as customers;
Measure and reward strong service
performance.
Service culture
Total

12
✓

✓

✓
✓

✓

✓

Zeithaml and Bitner (1 996)

-

11

✓

✓
✓

8

✓
✓
✓
✓

✓

✓
✓

✓

✓
✓
✓
5

5

2

2

1

2

1

2

5

✓

4

1

✓
2
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2.5.

'Corresponding features '

Within the TQM literature, the soft aspects of TQM have been seen as vital to
the service sector, work on internal marketing has highlighted its role as a means
to developing a service culture and to encouraging quality service delivery, and
from the service quality literature, the study of strategies to close ' Gap 3 '
(service quality specification - service delivery gap) has also contributed to the
debate on the improvement of service quality. It can be recognised that there are
several features in common among the principles of TQM, the elements of
internal marketing, and the strategies to close Gap 3 . Table 2.4 brings TQM,
internal marketing and strategies to close Gap 3 together. First of all, the
principles of TQM are displayed at the top of the table, the elements of internal
marketing are presented on the left hand side, and the strategies to close Gap 3
are illustrated on the right hand side. A tick is placed in a category only when
TQM, internal marketing, and the strategies to close Gap 3 correspond to each
other. As can be seen from the table (large font size), the 'corresponding
features 1 ' are:
1 . Recruitment and selection
2. Training
3 . Teamwork
4. Empowerment
5 . Performance appraisals/measurement, recognition and reward
6. Communication
7. Culture

1 They will be referred to 'the seven corresponding features ' for the rest of this thesis.

Table 2.4.
'Corresponding features '
1 . Cultural change 2. Management style, understanding, commitment, involvement and leadership 3. Designing 4. Planning 5. Measurement 6. Cost of quality 7. Tools and Techniques
8. Communication 9. Training and education 1 0. Employee selection, commitment, involvement and participation 1 1 . Teamwork
12. Empowerment 1 3 . Performance appraisals/measurement, recognition and reward 14. Internal and external customers 1 5 . Continuous improvement

In ternal marketing

1

2

3

4

5

6

7

TQM
8 9 10 1 1 12 13

✓

Recru itment &
selection

✓
✓

C u lture

✓

Strategies to close Gap 3

Service oriented orocess
Technoloqy & equioment

✓

✓
✓

I nternal mar1<etina seamentation
Internal marketina research
Motivation & satisfaction

15

Recru itment &
selection

Top management commitment &
involvement
Emolovee commitment & involvement

Tra i n i ng
Teamwork
Empowerment
Feed back & two-way
com m u n i cation
Performance
measu rement &
reward

14

Trai n i ng
Teamwork
Empowerment
Two-way
com m u n ication
Service performance
meas u rement &
reward

Internal marketing
Internal service quatitv
Manaqino external customer

Service cu lture
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These 'seven corresponding features ' can be seen to match many practices
within HRM. This may not be an entirely surprising finding since a number of
authors stress the importance of HRM in order to achieve successful TQM
implementation (Walker, 1 992; Schonberger, 1 994; Brown, 1 994; Snape et al.,
1 995; Smyth and Scullion, 1 996; Chen, 1 997). The soft aspects of TQM
especially have been argued to focus on the use of HRM practices (Wilkinson,
1 992; 1 994; Collinson et al., 1 998). Moreover, it has been argued that internal
marketing and HR practices are indistinguishable (Caruana and Calleya, 1 998),
HRM is particularly important to internal marketing (Collins and Payne, 1 99 1 ),
or at least HRM is one of the essential functions for internal marketing (Gilmore
and Carson, 1 995 ; Varey, 1 995a/b; Joseph, 1 996; Varey and Lewis, 1 999). Only
the strategies to close Gap 3 do not seem to refer to HRM. However, the
importance of internal marketing issues is clearly stated with regard to the
strategies to close Gap 3 (section 2.3). It is also clear that HRM is crucial in the
service sector (Baron and Harris, 1 995) due to the following reasons.
Since there is not any tangible element to services (intangibility), buyers tend to
look for evidence or signs of service quality from employees so that the function
of service providers is crucial in maximising customer satisfaction (Redman and
Mathews, 1 998). In addition, the heterogeneity of services creates one of the
major problems in service management: a service provider may perform
differently to different service consumers (Gronroos, 2000). Hence, it is not easy
to maintain quality standards and very hard to reproduce a service consistently
and exactly (Parasuraman, 1 986; Ghobadian et al, 1 994).
In contrast to quality management in manufacturing, the simultaneity and the
inseparability of service production and consumption make it impossible for a
mistake/faulty services to be found and corrected: quality in services cannot be
ensured prior to delivery to the final customer (Ghobadian et al, 1 994; Baron and
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Harris, 1 995). In addition, due to the perishable nature of services, final
inspection is not applicable to a service, a mistake should not occur, services
have to be right first time and every time (Ghobadian et al, 1 994) . As a person
provides the service, accordingly, a service is judged in terms of those who
deliver it (Street, 1 994), so the provider becomes a part of the service. Since
consumer presence is also required to deliver many services, provider-consumer
interaction is likely to be an integral part of service quality (Lewis, 1 994).
The employee' s role and behaviour are the focus for achieving quality and the
successful implementation of TQM in the manufacturing sector (Gunasekaran,
1 999) . Nevertheless, in the service sector, these factors are even more important
(Dotchin and Oakland, 1 994). Therefore, efforts to promote service quality must
be based on managing service employees ' behaviour/performance prior to
customer-employee interaction (Zerbe et al., 1 998). Yavas and Shemwell ( 1 997)
regard service employees as having a crucial impact on the process of service
quality delivery and therefore, emphasise the importance of effective HRM for
high quality service delivery. Their quality of service performance can be
significantly influenced by a number of factors, especially recruitment and
selection, training and reward systems (Bowen and Lawler, 1 992). In addition, in
high employee-customer contact, intangible services, quality control becomes a
human resource management function (Bowen et al., 2000). In other words,
service quality must be promoted through the appropriate management of human
resources (Schneider and Bowen, 1 98 5 ; Lovelock, 1 995). In fact, there seem to
be different approaches to the management of human resources in different types
of service business. Hence, before a detailed examination of each of 'the seven
corresponding features ', different types of service business are discussed next.
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2.6.

Four types of service business 2

From the perspective of managerial practices, service businesses can be divided
into to be four categories. Schmenner ( 1 986; 1 995) distinguish services by
Degree of Interaction & Customisation and Degree of Labour Intensity. Heskett

et al. ( 1 999) differentiate services by Degree of Se11Jice Customisation and
Degree of Customer Contact. Lashley ( 1 997; 1 998) categorises services by
Degree of Customisation and Degree of Labour Intensity. Rafiq and Ahmed

( 1 998) classify services by Task Complexity and Customer Needs Complexity.
Four types of service are identified from these classifications and are shown in
Figure 2.2 below.
Fi gure 2.2.

Four types of services

H igh

Service Shop/
Tech nological
Service

Professional
Service

Low

Service
Factory

Mass
Service

Deg ree of I nteraction/
(Service) Customisation
Or Task Complexity

Low

H ig h

Degree of Customer
Contact/Labour I ntensity
Or Customer Needs Complexity
(Adopted from Schmenner, 1 986; 1 995; Heskett et al . , 1 990; Lashley, 1 997; 1 998;
Rafiq and Ahmed, 1 998)

2

Lashley (1997; 1 998), and Rafiq and Ahmed ( 1 998) discuss four types of service business in
tenns of empowerment of front line staff (see section 2.7.4 for detail) which is one of HRM
practices. Hence, their classification is also included here.
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Service factory
Fast food operations such as McDonald' s and Burger King restaurants, and
checkout assistants in supermarkets (Schmenner, 1 986; 1 995; Lashley, 1 997;
1 998; Rafiq and Ahmed, 1 998) are examples of this type of business. A service
factory is defined in terms of low degree of both (service) customisation and
labour intensity (Schmenner, 1 986; 1 995; Lashley, 1 997 ; 1 998), and thereby
high standardisation of service for customers and not much personal contact with
customers (Heskett et al., 1 990). Customers are buying into the predictability and
homogeneity of the service encounter (Lashley, 1 997; 1 998). Typically in this
type of service, complexity in the needs o f the customer is low and the
complexity of the task performed is also low (Rafiq and Ahmed, 1 998).
Professional service
Doctors, lawyers, accountants, architects, consultants, and lecturers provide
examples of this type of service (Schme1mer 1 986; 1 995 ; Heskett et al., 1 990;
Lashley, 1 997; 1 998; Rafiq and Ahmed, 1 998). Professional service is
characterised in the opposite way to the service factory, with high degrees of
both (service) customisation and labour intensity/customer contact (Schmenner,
1 986; 1 995; Heskett et al., 1 990; Lashley, 1 997; 1 998). These are necessary to
meet individual customer needs. Customers' requirements or needs are largely
intangible and often different from one customer to another (Lashley, 1 997;
1 998). In this type of service, the needs of the customers are often largely
unpredictable and the solutions required to meet the needs of the customer are
also highly complex (Rafiq and Ahmed, 1 998) .
Service shop/Technological service
Service engineer (Rafiq and Ahmed, 1 998), and CompuServe (Heskett et al.,
1 990) as well as auto repair and other repair services (Schmenner, 1 986; 1 995)
are given as examples of this type of the services. The service shop (Lashley,
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1 997; 1 998) which is also as known as technological service (Heskett et al.,
1 990) offers a high degree of (service) customisation with a low level of labour
intensity for service delivery (Schmenner, 1 986; 1 995). Customers may need to
be advised and counselled about the best package of services for them (Lashley,
1 997; 1 998) so that customised solutions are needed in this type of service
(Rafiq and Ahmed, 1 998). Individual customer needs may be difficult to predict,
but once they are recognised, a prearranged set of actions can be taken by front
line staff (Lashley, 1 997; 1 998). This type of service is often centred around
technology, in which the service is delivered electronically with little contact
between customer and service providers (Heskett et al., 1 990). The service
situation will be low in customer needs complexity but high in task complexity
(Rafiq and Ahmed, 1 998).
Mass service

Wholesaling, retailing, the retail aspects of commercial banking, schools,
(Schmenner, 1 986; 1 995), salespeople (Rafiq and Ahmed, 1 998), the Walt
Disney Company (Heskett et al., 1 990), hotels, restaurants, transport, distribution
(Oakland, 1 993 , Lashley, 1 997; 1 998; Silvestro, 200 1 ) have been offered as
examples of this type of service businesses. Mass service is defined by a
relatively high degree of labour intensity with a limited amount of customisation
(Lashley, 1 997; 1 998). This type of service is fairly standardised so that
customer service needs are predictable; however, a fair amount of interaction
between customers and employees is required (Haskett et al., 1 990; Lashley,
1 997; 1 998). The task is still relatively simple but the needs of the customer are
more complex (Rafiq and Ahmed, 1998).
The four categories of service business have distinctive approaches to the
management of human resources (Heskett et al., 1 999). Nevertheless, the
extremes of the professional service and the service factory are clear, explaining
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the differences in the human resource mix for each, but it is when we turn to
technological services and mass services that management practices becomes
less clear-cut (Heskett et al., 1 990, pp2 1 5-2 1 6). The next section will be looking
at each of 'the seven corresponding features ' in great detail. Each feature in the
four types of service business will also be examined.
2.7.

'The seven corresponding features '

It has been shown that there are seven features which correspond among TQM,
internal marketing and the strategies to close Gap 3 (see Figure 2.3). An
extensive review of the literature on each of 'the seven corresponding features '
will be dealt with next including the literature on TQM, internal marketing, and
the strategies to close Gap 3.
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Figure 2.3 .

Area of focus
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2. 7.1 . Recruitment and selection
Employees have been valued as a central factor in successful TQM
implementation. Patel (1 994) states that TQM is a people-based philosophy, and
Goffin and Szwej czewski (1 996) stress people as the key to TQM success.
However, although much TQM literature focuses on commitment, involvement
and participation of employees (e.g., Kanji, 1 990; Bertram, 1 99 1 ; Bank, 1 992;
Brocka and Brocka, 1 992; Dale and Cooper, 1 992; Menon, 1992; Ross, 1 993;
Brown, 1 994; Anj ard, 1 995; Powell, 1 995 ; Gatchalian, 1 997; Goetsch and Davis,
1 997; Laszlo, 1 998; Gunasekaran, 1 999), recruitment and selection have
received less attention and have been examined by only a limited number of
authors (Bowen and Lawler, 1 992; Wilkinson, 1 992; 1 994; Oakland, 1 993 ;
Omachonu and Ross, 1 994; Thiagarajan and Zairi, 1 997; Collinson et al., 1 998).
In the service sector, recruitment and selection of front line staff are very
important. This is because front line staff in the service sector have (to a greater
or lesser degree) direct interaction with customers ( see section 2.5), and front
line positions are described as highly stressful jobs (Zeithaml and Bitner, 2000).
Service organisations must attract, select and retain service-oriented employees
(Schneider, 1 986; Frei and McDaniel, 1 998). Moreover, most service
organisations (e.g. hotel industry, Campbell et al. , 2000) have high staff turnover
due to poor payment (Schneider, 1 986), but recruitment can have an impact on
the level of staff retention (Harte and Dale, 1 995). Infonnal recruitment
procedures and incorrect selection criteria can cause high staff turnover
(Jameson, 2000) .
The service management literature clearly establishes the linkage between
recruitment and selection, and service quality. Recruitment and selection of the
right people or the best possible personnel are described as the first requirement
for closing Gap 3 (Zeithaml, Parasuraman and Berry, 1 990; Zeithaml and Bitner,
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1 996; 2000), or as the fundamental factor in internal marketing in order to
perform and deliver quality services, since a major cause of poor service quality
is that the wrong people are recruited (Berry and Parasuraman, 1 992). The
possibility of customer dissatisfaction caused by front line staff could be higher
in the service sector due to real-time direct contact between employees and
customers compared to manufacturing where production line workers do not
normally have direct contact with external customers (Baron and Harris, 1 9 95).
The importance of service providers with regard to service quality is also
discussed in section 2.5.
Recruitment and selection have been seen as the starting point for establishing
and developing a quality culture in both the manufacturing and the service
sector, aiming to achieve production and delivery of a quality service through
acquiring the right staff (Snape et al., 1 995; Redman and Mathews, 1 998).
Gronroos (1 990b) highlights the point that recruitment procedures are the first
requirement to achieve a service culture though selecting service-oriented
employees. Since focus on a quality-oriented organisational culture is the desired
outcome of recruitment and selection, an organisation needs to allocate more
finance and resources to the processes of recruitment and selection (Bowen and
Lawler, 1 992). Sufficient investment in recruitment and selection is also
suggested by Schneider (1 986) since employees are the capital assets of service
firms.
Ability tests, personality tests and interviews are some of the selection
procedures (Omachonu and Ross, 1 994; Zeithaml and Bitner, 1 996) which are
used as an indication of a candidate' s performance on the job in terms of
productivity and quality (Bowen and Lawler, 1 992). The personnel selection
system for service jobs is discussed by Schneider and Schechter ( 1 99 1 ), the
techniques to improve recruitment and selection process in service organisations
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is examined by Zeithaml and Bitner ( 1 996), and a comprehensive selection
3

procedure is presented by Oakland ( 1 993) in order to recruit those who are the
most suitable candidates for the company and who are capable of undertaking
the work essential for TQM. The procedure or system of recruitment and
selection is not examined any further here. This is because the purpose of this
section is to examine how recruitment and selection affect quality/service
quality, and what characteristics of people are described as suitable for the
management of quality/service quality.

New recruits for TQM firms should possess ability in problem solving and
interpersonal skills for tean1work (Omachonu and Ross, 1 994) . Since TQM
places great emphasis on group performance, it is essential that a selection
process includes the identification of candidates who can perform well in teams,
and it may be useful if teams interview candidates to identify team players
during the s election process (Oakland, 1 993 ; Ross, 1 993). People who adopt
4

tools and techniques and/or who are cap able of learning and applying these are
desired by an organisation adopting TQM (Bowen and Lawler, 1 992) . Tools and
techniques have greater usage in the manufacturing sector (Oakland, 1 993 ; Ross,
1 993), and hence these may not be applicable for selection criteria in the service
sector.

In the service sector, due to the nature of staff-customer interaction, recruitment
and selection tend to focus on p ersonality rather than educational background
(Beaumont, 1 992) . The key characteristics for service providers to perform
3

Such procedure focuses on developing a person specification; recruitment; screening; selection;
induction and training (Oakland, 1 993).
4
Tools and techniques, e.g., basic methods, FMECA, SPC, seven new quality tools, are critical
for supporting and developing the quality improvement process (Bunney and Dale, 1997) and all
of which methods provide any manufacturing organisation with a way of gathering, presenting
and analysing most of its data (Oakland, 1 993).
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effectively may relate to process and technical skills, interpersonal and
communication skills, flexibility and adaptability, and empathy with the
customer (Lewis, 1 994, p244). Zeithaml and Bitner (1 996) maintain that the
ideal recruitment and selection criteria for the most suitable candidates include
not only service competencies but also service inclination such as service
/customer-orientation which influences attitudes. Service competencies indicate
the necessary skills and knowledge (i.e., degrees, certifications, and credentials)
or basic intelligence, physical requirements which will vary among the types of
service. The criteria of recruitment and selection in the four types of service
business are examined below.
Recruitment and selection seem to be significantly focused in the professional
services since personnel selection is highly selective with great care taken and
considerable expense (Heskett et al, 1 990). Technical areas such as
qualifications, experience and membership of appropriate associations
traditionally receive much emphasis (Harte and Dale, 1 995). Yet, functional
aspects (e.g. , marketing or business skills, service competence in building client
relationships) have also begun to be considered (Harte and Dale, 1 995). In the
service factory, recruitment and selection are simple and not very important,
because emphasis is on systems and 'one best way' of producing products (e.g.,
a han1burger in McDonalds) (Lashley, 1 997; 1 998). Selection criteria include
basic knowledge, health, and attitude, because whatever skills are required can
be taught quickly and so little time is spend on recruitment and selection of front
line staff in the service factory (Heskett et al., 1 990).
In mass services, front line staff are important due to a relatively high degree of
labour intensity, but the range of skills required is limited since services offered
to customers are fairy standardised (Lashley, 1 997 ; 1 998). Therefore, the
recruitment and selection criteria in mass services are primarily based on human
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skills, attitudes and the personality of the service deliverer (Haskett et al., 1 990;
Lashley, 1 997; 1 998). The research of Campbell et al. (2000) reveals that the
hotel industry is looking for specific personal attributes for front line service
staff, because personality traits (e.g., sociability, friendliness, honesty, integrity,
and conscientiousness) are regarded as highly desirable in front line service
staff5. In technological services, the criteria of recruitment and selection seem to
be fairly different from those in mass services since the criteria are primarily
based on stronger technological skills than human skills so that personnel who
like to engage in mechanical or electronic tinkering are preferred (Heskett et al.,
1 990).
Different criteria of recruitment and selection are discussed among the four types
of service businesses. As Zeithaml and Bitner (1 996) state, the necessary skills
and knowledge or basic intelligence, and physical requirements will vary among
the types of service, the different criteria among four types of services, however,
may not reflect in the level of its service quality.
Appropriate recruitment and selection can provide organisations with 'the raw
materials of service quality' , however, after recruitment of new staff, training,
teamwork,

two-way

communication

will

reinforce

service-orientation

(Schneider, 1 986, p64) . Zeithaml and Bitner (1 996) also state that in order to
develop and continue quality service delivery/performance, training, teamwork,
and empowerment are fundamental for developing service providers who have
been identified as the most suitable personnel.

5

Campbell et al. (2000) study recruitment and selection of service providers in the Scottish hotel
industry including small hotels with under 25 employees and larger hotels with 25 or more
employees.
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There seems to be a clear relationship between recruitment and training.
Research by Campbell et al. (2000) found that larger hotels tend to recruit people
with the required skills, because they suggest, training costs can be reduced. This
view is also supported by Jameson (2000). He refers to the findings of Hendry et
al. ( 1 99 1 ) and argues that a high level of recruitment is very likely to result in a
low level of training. Training will be dealt with next.
2.7.2. Training6

The second 'corresponding feature ', training, is recognised to be essential for
successful TQM implementation and practice (Walley and Kowlski, 1 992;
Motwani et al., 1 994; Snape et al., 1 995). Internal and external training are a
basic component of internal marketing (Gromoos, 1 990b). In the service quality
literature (i.e., the strategies to close Gap 3), training and information enable
service providers to perfom1 their job accurately, and training generates
confidence and competence in service providers (Zeitharnl, Parasuraman and
Berry, 1990).
The implementation of TQM brings about changes in the way business operates
such as its operation (Kanj i and Barker, 1 990) or working practices (Dale and
Cooper, 1 992). Therefore, training will help to ease resistance to TQM. A lack of
understanding at any level of the organisation can result in strong resistance from
the workforce to a move towards TQM (Whalen and Rahim, 1 994). Providing
information about TQM and proper training for TQM is essential if resistance is
to be overcome (Oakland, 1993). The change can be facilitated by providing
6

In the TQM literature, some authors tend to use training and education (e.g., Kanj i and Barker,
1990; Dale and Copper, 1992; Walley and Kowlski, 1 992; Brown, 1 994; Motwani et al., 1 994;
Patel, 1994; Wilkinson et al., 1994a; Choppin, 1995; Perry, 1995; Snape et al., 1 995; Gatchalian,
1997; Liu, 1 998). Training deals with skills and techniques, and education deals with attitude and
behaviour (Lewis, 1994). Although training and education have slightly different meaning, the
service marketing literature and service quality literature tend to use the term training only.
Therefore, here, the word training is used but it includes the meaning of education as well.
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training for quality (Dale and Cooper, 1 992; Patel, 1 994; Choppin, 1 995).
Otherwise, a lack of proper training can be a barrier and may cause failure in
TQM (Whalen and Rahim, 1 994; Wilkinson et al, 1 994a; Gatchalian, 1 997; Liu,
1 998). In the TQM literature, the need for training is addressed at every level of
the hierarchy from top management to shop floor worker (Kanji and Barker,
1 990; Menon, 1992; Oakland, 1 993; Brown, 1 994; Gatchalian, 1 997; Laszlo,
1 998) in order to gain organisational commitment to TQM (Gunasekaran, 1 999).
However, internal marketing and the strategies to close Gap 3 focus solely on
training at front line staff level and hence only this is examined in detail in this
section.
Training seems to be a mechanism for cultural change in TQM and for
accomplishing a service-oriented culture. In fact, Gronroos ( 1 990b) addresses
training as a prerequisite for achieving service culture, because it is a formal way
of communicating to employees the desired message and of emphasising what is
really important in order to create a strong service-orientation (Schneider, 1 986).
The TQM literature focuses on changing from the existing organisational culture
to a total quality culture which requires changes in employees' behaviour,
attitudes and working practices (Lainas, 1 999). In other words, cultural change
can take place by changing people's behaviour and attitudes (Dale and Cooper,
1 992) (culture will be examined in detail in section 2. 7. 7).
Quality improvement entails better-trained and more educated employees
(Brown, 1 994) . Moreover, since the traditional operation needs to be changed to
preventive operation (Kanji and Barker, 1 990), training is needed to equip
people with the necessary tools, techniques, knowledge and skills for quality
improvement in order to make TQM happen (Brown, 1 994; Patel, 1 994; Perry,
1 995).
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Training is also described as one of the necessities for quality improvement
(Brown, 1 994; Patel, 1 994; Perry, 1 995) and for quality service (Joseph, 1 996).
Knowledge and skills development is of great importance in both manufacturing
and in the service sector. However, tools and techniques are emphasised in TQM
whereas training for human skills are encouraged in the service sector.
Eighty percent of training for customer care/service is called for at the lowest
level of the organisational hierarchy where most customer contact occurs
(Freemantle, 1 994). However, training is often provided for management teams
(Palumbo et al., 1 994; Cowling and Newman, 1 995) or for middle managers
rather than front line service employees (Redman and Mathews, 1 998). This may
be partly because of hi gh staff turnover (see section 2.7. 1), and is partly because
middle managers are responsible for helping front line staff, and provide
leadership for them (Snape et al., 1995) so that values and behaviour are very
likely to cascade down to front line staff from the top (Zeithaml and Bitner,
1 996). Ideally, cascade training is used in order that good principles and sound
attitudes filter down through the whole organisation and reach all employees
(e.g., Federal Express and IBM, Palumbo et al, 1 994) . However, research in the
banking sector found that the basic problem in cascade training is that middle
and junior managers often tend to lack training skills (Cowling and Newman,
1 995).
McColl-Kennedy and White (1 997) suggest that training for customer services
should comprise those areas which customers regard as important. Their research
in five star hotels in Australia showed that in hotels with only a small
discrepancy between those attributes which employees and customers consider
to be important, there was considerable attention devoted to training and staff
were encouraged to be flexible and adaptable in service delivery processes.
However, in hotels with a greater discrepancy between those attributes which
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employees and customers consider to be important, the training manuals were
not designed to encourage staff discretion. This research illustrates that customer
perceptions of service quality should be measured before the areas of training are
decided and provided for employees, and where staff training gains greater
attention, empowerment is likely to be combined into training programmes.
Training in relation to empowem1ent will be discussed in a little more detail later
in this section.
In order for training programmes to succeed, it is necessary not only to focus on
customers' expectations/perceptions of service quality but also on the
distribution of information, knowledge and reward (Lin and Darling, 1 997) .
Confidence and competence c an b e generated in service providers through
providing proper training; however, in order for service providers to perform
their

job

accurately,

information

on,

for

example,

customers

requirements/complaints, is necessary along with training (the distribution of
knowledge) (Zeithaml, Parasuraman and Berry, 1 990). It is important to notice
that staff are motivated and attempt to perform well where rewards are given;
therefore, the criteria of the reward system must be consistent with training areas
otherwise training will be less effective in improving staff abilities and
willingness to provide a quality service (Galloway and Ho, 1 996).
Excellent customer service has become a competitive advantage and training is a
step in the right direction (Mouawad and Kleiner, 1 996). Training must
emphasise the acquisition of knowledge, skills, abilities, and attitudes about and
toward service excellence (Heskett et al., 1 997 cited by Bowen et al., 2000,
p440). Training for skills and knowledge is commonly provided by many firms
(Zeithaml and Bitner, 1 996), and must be continuous in order for personnel to
deliver quality service competently and confidently (Berry and Parasuraman,
1 992). Nevertheless, training for skills and knowledge alone is not enough to
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deliver courteous, caring, responsive and empathetic service, and these services
can be provided through training for interactive skills comprises listening,
problem-solving, communication, and interpersonal skills (Zeithaml and Bitner,
1 996). Cross-functional training is also recommended by Zeithaml and Bitner
(1 996) in order to enable employees to carry out several tasks so that flexibility
can be developed to help other positions during peak periods or when there is a
shortage of capacity. The necessity of providing proper training for staff may
arise when changes in technology and systems are introduced (Gronroos, 1 990b).
Since poor training is one of the reasons for a lack of quality in human services
(Joseph, 1 996), training will be able to minimise the risk of service failure.
Continuous training increases the level of consistency in quality service
performance, and hence, increases the amount of successful service encounters
as well (Joseph, 1 996). Moreover, it reduces the ambiguity of roles and j ob
stresses and thus, it is likely to generate more satisfactory job experiences for
service personnel (Schneider, 1 980; Joseph, 1 996). Furthermore, training is a
long-term issue of continuous learning (Menon, 1 992); therefore, sufficient
finance and staff time should be seen as an investment for further success
(Zeithaml and Bitner, 1 996). In addition, continuous learning will be a
motivational factor as a source of self-esteem (Berry and Parasuraman, 1 992)
since employees can measure their own improvement through training so that
they will have a greater sense of achievement (Maister, 1 993). Training and
motivation of employees can make a huge difference to customer satisfaction
(Maister, 1 993).
The TQM literature also stresses that there needs to be a commitment to
continuous training in order to achieve success m TQM (Patel, 1 994).
Nonetheless, the relatively high staff turnover levels in service industries may
well explain a greater reluctance of managers to invest in training for quality
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(Keltner and Finegold, 1 996), and hence, the service sector may seem to be far
behind other sectors in its commitment to providing training to support TQM
(Wilkinson et al., 1 993) .
Training in the four different types of service is briefly examined by Heskett et
al. (1 990) and Lashley (1 997; 1 998). In professional services, training often
takes place over a long period of time (Lashley, 1 997; 1 998). Training includes
professional schooling before employment, and on-the-j ob training involves
assignments in which the recruit can become familiar both with customers and
colleagues in the firm (Heskett et al., 1 990). On the other hand, due to the highly
standardised nature of the job in a service factory, on-the-job training is routine
and aims to standardise jobs with minimum training costs (Heskett et al., 1 990) .
There may be script fo r service interaction (Lashley, 1 997; 1 998).
In mass services, the range of skills required for front line staff are limited so
that training is simple and aimed at skills needed for narrowly defined tasks
(Lashley, 1 997; 1 998). Moreover, due to limited job complexity and high staff
turnover, time required for job training is kept to a minimum (Heskett et al.,
1 990) . Such training is often provided through on-the-j ob training, with limited
follow up. In technological services, since customer requirements are complex,
but with a predictable range of variations, training is provided with standard
performance manuals for the necessary skills for the production and the
operation (Lashley, 1 997; 1 998). On-the-job training is intended to supplement
more extensive fom1al training received before employment (Heskett et al.,
1 990).
Unlike professional services, a large amount of training seems not to be required
in the service factory, mass or technological services due to the nature of the jobs
involved. Therefore, although training is one of the necessities for quality and
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service quality enhancement, amount of training may become an unnecessary
issue to support service quality.
Training and empowerment can be seen as intertwined issues and indeed a
number of authors have emphasised the linkage between training and
empowerment. Lin and Darling (1 997, pp l99-200) argue that 'empowerment
will not improve customer service quality unless the workers have the skills and
knowledge to make decisions' . Training is crucial if employees are to acquire the
necessary skills and knowledge. Moreover, empowerment at an early stage in
conj unction with appropriate training will enhance employee motivation and
training outcomes as well (Kappelman and Richards, 1 996). Cook (1 994) defines
training and support as the key to a long lasting empowerment process.
Empowerment is dealt with later in this chapter.
The necessity of training for teamwork has begun to receive recognition, but
there is little evidence to show that such training is being adopted (Hall, 1 999,
p 1 50). It is necessary for team members to understand the way to develop teams
and to work effectively in a team; therefore, education in team skills as well as
technical and business skills have to be continuous among team members
(Shrednick and Siutt, 1 992). The study of Hall (1 999, p 1 57) took place in British
university libraries and revealed that training for teamwork could help to develop
' a team ethos and provide a broad contextual understanding of the nature of
teamwork and of key issues and skills' . Teamwork will be dealt within the next
section.
2.7.3. Teamwork

Teamwork has been the focus of much research in the manufacturing sector as it
is, according to Wilkinson (1 992), central to TQM. Teamwork is considered as a
necessity in implementing TQM, because through collective skills, experiences
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and judgement, teams which are flexible in response to challenges can reach
superior outcomes than those attained by individuals (Bank, 1 992; Munro
Fraune and Munro-Fraune, 1 992; Tan, 1 997). Moreover, teamwork is a way of
achieving employee involvement (Saunders and Preston, 1 994), interest,
participation (Dale and Cooper, 1 992), and motivation (Ross, 1 993 ; Omachonu
and Ross, 1 994) as well as resulting in an increase in efficiency and a
development of pride in good quality work (Gatchalian, 1 997); all of which
contribute to productivity and quality improvement (Dale and Cooper, 1 992;
Ross, 1 993 ; Omachonu and Ross, 1 994) when they are appropriately organised
and administered (Ross, 1 993 ; Omachonu and Ross, 1 994).
In order to extend employee interest, involvement and contribution to quality
improvement, different types of teamwork have to be considered (Dale and
Cooper, 1 992). Ross (1 993) and Omachonu and Ross ( 1 994) examine the
advantages and the disadvantages of Quality Circles, Task teams, Self-managing
work teams, and Cross-functional teams, and illustrate a comparative study of
each type of teamwork. Oakland (1 993) discusses hierarchical types of teams: a
Quality Council;

Process

Quality Teams/steering committees;

Quality

Improvement Teams; Quality Circles; and Kaizen teams.
The different types of teams are not examined here, because, in the service
sector, the literature on teamwork does not seem to emphasise different types of
teams (with the exception of Rees, 1 999 who categorised task-based
teamworking as hard QM and problem-solving teamwork as soft QM).
Moreover, it is thought that the effective development of teamwork in the service
sector is an under researched topic (Redman and Mathews, 1 998). According to
Ingram and D esombre (1 999), due to the comparatively intangible nature of
services, there is little empirical research carried out in the service sector while
the benefits of team.working have been emphasised and a number of examples
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are found in manufacturing. A considerable amount of detail on teamwork is
found in the TQM literature while the discussion on teamwork in the service
marketing literature (i.e., intemal marketing) and the service quality literature
(i.e., Gap 3 closing strategies) tends to focus on general issues. Nevertheless, a
strong emphasis is placed on the use of teamwork, and there is some research on
teamwork, regardless of the types of teams, focusing on the positive results from
effective teamwork, and the negative outcomes from a lack of teamworking in
the service sector. Hence, the discussion which follows does not emphasise the
different types of teamwork: teams will be treated as a whole.
The ultimate goal of teamworking in the service sector is the development and
maintenance of service quality. Teamwork is a means of supporting the
willingness to deliver quality service (Berry and Parasuraman, 1 992). Due to the
nature of service j obs which may be frustrating, demanding and challenging, a
teamwork environment will reduce stress and strains (Zeithaml and Bitner,
1 996). Moreover, team members provide back up support especially in dealing
with difficult or unpleasant customers (Redman and Mathews, 1 998); therefore,
employees feel that they are being supported, and through support from team
members, motivation for providing quality service is likely to continue (Zeithaml
and Bitner, 1 996). Furthermore, teams break down the barriers between
departments and cross-functional teams reduce service failures (Redman and
Mathews, 1 998).
Research suggests that effective teamworking seems to have a positive impact on
the quality of services. Macaulay and Cook ( 1 995) who studied several service
organisations present the benefits of well-functioning teamwork and the
drawbacks of a lack of teamwork both of which affected the quality of customer
service. Co-operative teamwork contributing to quality customer service at a
restaurant in Hong Kong is examined by Tjosvold et al. ( 1 999), who also found
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benefits from teamwork and problems from a lack of co-operative teamwork.
Rees (1 999) investigates two types of teamwork in private service firms and the
gains and problems 7 are discussed. Teamworking in six branded hotels was
investigated by Ingram and Desombre ( 1 999), and provided essentials of
effective teamworking. The benefits of teamwork are examined first followed by
the drawbacks of a lack of teamwork.
Co-operation between people facilitates the accomplishment of service culture
(Gronroos, 1 990b). A well-functioning team provides seamless service to
customers; a lively, friendly and positive climate; high morale; and encourages
and listens to new ideas; shares information and knowledge; generates or
reinforces willingness to take responsibilities by individuals (Macaulay and
Cook, 1 995). Increased employee satisfaction and commitment towards
customer service are also outcomes of effective teamwork (Tjosvold et al. ,
1 999). A sense of belongingness is correlated t o j ob satisfaction, taking extra
responsibility, and low staff turnover (Schneider and Bowen, 1 984). In addition,
teamwork can be a dissemination of good practices which also support and
induct new staff (Redman and Mathews, 1 998). Hence, through effective
team.work, efficiency and problem-solving techniques can be enhanced and thus
the capability for delivering high level of quality service will be developed
(Tjosvold et al., 1 999). Furthermore, task-based teamwork which aims at making
employees flexible so that they can do a variety of tasks is likely to gain new
skills such as communication, people management and leadership (Rees, 1 999) .

7

The problems rose from one of the teams: problem-solving teamwork which, according to Rees
( 1999), is similar to quality circles. Most of quality circles are found to be inadequately efficient
(Ross, 1 993 ; Omachonu and Ross, 1995). The problems of quality circles are also investigated in
detail by Pinnington and Hammersley (1 997) and Hammersley and Pinnington ( 1 999).
Nevertheless, the problems are not caused by due to a lack of teamwork. Hence, problem-solving
teamwork is not investigated here.
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A lack of teamworking, on the other hand, causes a stale climate, demotivated
staff, uninterested in others, unwillingness to take responsibility, interruption in
the operation, lack of information flow and out dated information as a result of
disruption in communication (Macaulay and Cook, 1 995); frustration and
decrease in commitment as well as in a sense of belonging (Tjosvold et al. ,
1 999). The study o f Ingram and Desombre (1 999) found that conflict within
teams and/or departments caused disruption in communication, and a lack of
communication resulted in frustration when important information was not
transferred and which in turn caused customer dissatisfaction.
It is possible that effective teamworking, and employee as well as customer
satisfaction are associated (Ingram and Desombre, 1 999). Redman and Mathews
(1 998) report that weak service performance is strongly associated with a lack of
teamwork. Interpersonal interaction with co-workers, and supervisors extend to
customers, and hence, the quality of the relationship between service providers
and customers can be no stronger than the quality of the other interpersonal links
within the firm (Schneider, 1 986).
In order to create effective teamwork, a wide range of essentials have to be
considered. A culture which is conducive to ultimate customer satisfaction must
foster teamwork and mutual respect among all employees, and also break or
prevent inter-departmental barriers (Parasuraman, 1 986). Shared goals such as
the establishment of team and individual goals (Berry and Parasuraman, 1992;
Macaulay and Cook, 1 995; Zeithaml and Bitner, 1 996), and/or a vision, values or
mission statement which can be done by internal communication tend to promote
teamwork (Parker, 1 992). The importance of communication with regard to
teamwork is stressed by Macaulay and Cook (1 995), Gunasekaran (1 999), and
Ingram and Desombre ( 1 999) : effective communication is seen to be
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fundamental to the effectiveness of teamworking since a lack of communication
or a poor flow of information is the major cause of ruining teamwork.
Staff retention should be maintained: high staff turnover in the hospitality
industry may disrupt the continuous relationships which encourage effective
teambuilding (Ingram and Desombre, 1 999). Recruitment could be more
concerned about the selection of team-oriented people 8 as well as their technical
or professional knowledge (Macaulay and Cook, 1 995). Effective teamwork also
requires motivated and well-trained staff who provide quality customer service
(Ingram and Desombre, 1 999). Teams could be set up with cross-functional
members (Gunasekaran, 1 999) : encouraging those employees to work together
who have an impact on a particular group of customers regardless of their
particular function is likely to remove functional barriers, and hence, at the same
time, cross-functional teamwork will be established (Zeithaml and Bitner, 1 996).
Performance appraisals will support teamwork goals, and recognition and reward
should be given both to teams and to individuals (Parker, 1 992). Recognition and
reward of successful and positive outcomes encourage the development of team
climate (Macaulay and Cook, 1 995). Performance measurement and reward
based on both teams' as well as individuals' accomplishments and performance
have been listed as one of the requirements for successful service teamwork
(Berry and Parasuraman, 1 992; Zeithaml and Bitner, 1 996).
Service blueprints and internal customer concept are provided as one of the
techniques for developing teamwork by Zeithaml and Bitner (1 996) : service
blueprints which can help to illustrate each member's integral roles in delivering
service will enable employees to know the delivery processes and therefore the
8

Recruitment and selection of team-oriented employees are also emphasised in the TQM
literature and were discussed in Section 2. 7 . 1 .
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importance of teamwork. The internal customer concept has to be encouraged in
order to support an attitude of 'everyone in the organisation has a customer' .
Berry and Parasuran1an (1 992) include long-lasting team membership, regular
team contact, and team leadership for building effective teams.
How teamwork varies across the four different types of service is not a well
examined area: only mass and technological services are discussed in brief by
Lashley (1 997; 1 998) who states that in mass services, teamwork and team
briefings are ways of generating in employees a sense of commitment and
ownership, and in technological services, team briefings are aimed at learning
from employees' experience, and will also ensure that organisational obj ectives
are understood by the employees. Teamwork with regard to service qualtiy is not
discussed.
Teams and empowerment are likely to be inter-linked. Teams are often regarded
as an integral part of empowerment (Randolph, 1 995b). Bowen and Lawler
( 1 995) argued that teams are a form of job involvement, and employee j ob
involvement is a piece of employee empowerment (Schneider and Bowen,
1 995). This is because teamwork is a means of enabling empowerment through
encouragement from other team members for employees to take new
responsibilities (Cook, 1 994). On the other hand, empowerment techniques are
seen to play a crucial role in building teamworking (Beckhard, 1 969; Neilsen,
1 986; Conger and Kanungo, 1 988), because teamwork stems from successful
employee empowerment within the organisation (Gatchalian, 1 997) or from
encouragement of suggestion and involvement (Macaulay and Cook, 1 995).
Empowerment of teams has contributed to improve customer satisfaction
through meeting requirements and/or complaints promptly (Shrednick and Stutt,
1 992). Therefore, some authority and responsibilities need to be shared between
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management and teams (Dale and Cooper, 1 992). Unless teams have the
authority to improve quality, they will not take responsibility which is beyond
their control (Wilkinson, 1 992). Empowerment is dealt with next.
2. 7.4. Empowerment9
In the TQM literature, empowerment is referred to as the delegation of authority
and responsibility between management and employees (Dale and Cooper, 1 992;
Anj ard, 1 995; Kennerfalk and Klefsjo, 1 995), and is seen as one of the critical
techniques which determines the success or failure of TQM (Pegels, 1 994;
Gatchalian, 1 997) or which lead to further development of TQM (Anj ard, 1 995).
Through empowem1ent, employees are provided with an opportunity to design
and accomplish their own tasks (D ale and Cooper, 1 992), to make necessary
decisions and to reach appropriate solutions to problem (Ross, 1 993). Therefore,
empowerment encourages employee participation and involvement in process
improvement as well as in product improvement. This in turn generates
commitment and ownership (Dale and Cooper, 1 992; Kennerfalk and Klefsj o,
1 995 ; Gunasekaran, 1 999). Participation and involvement, and commitment
from employees are vital requirements for successful TQM implementation
(Kanj i, 1 990; Bertram, 1 99 1 ; Menon, 1 992).
In the literature on internal marketing and the strategies to close G ap 3,
empowerment is considered as enabling service providers to meet and satisfy
customers' requirements and to deal with their complaints promptly (Zeithaml,
Parasuraman and Berry, 1 990; Berry and Parasuraman, 1 992, de alt with in detail
later in this section). Merely improving recruitment procedures and staff training
9

Some authors examine empowerment including managers as well as employees (e.g., Ripley
and Ripley, 1 992). However, as front line employees are the fundamental focus of both internal
marketing and the strategies to close Gap 3 , in this section, empowerment is examined with
regard only to front line staff.
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are not sufficient to ensure a high level of service quality: staff need more
delegation or empowerment, responsibility and flexibility to deal with
changeable customers' needs and wants (Van Looy et al., 1 998).
Rafiq and Ahmed ( 1 998) state that the application of empowerment in s ervices is
relatively under-developed compared with the discussion on empowerment
(including employee involvement and participation) in the manufacturing sector.
Quality circles, self-managing teams, and participation groups as empowerment
techniques are employed to a markedly greater extent in manufacturing than in
s ervices (Bowen and Lawler, 1 995). On the other hand, Silvestro ( 1 998) argues
that the concept of empowerment is better developed academically in the service
management literature than in the traditional TQM manufacturing literature
which takes a universalist approach.
At a simple level, empowerment is defined as giving power to people (Dean and
Evans, 1 994) so that ' front-line employees are allowed to exercise a degree of
discretion during the service delivery process' (Rafiq and Ahmed, 1 99 8 , p3 80) .
Traditionally, decisions are made b y management but an organisation which
empowers employees pushes the decision making authority down to customer
contact staff (Jones and Davies, 1 9 9 1 ; Bowen and Lawler, 1 995). Therefore,
empowering employees who are closest to customers will enable them to make
rapid and relevant decisions (Ripley and Ripley, 1 992). The characteristics of
services,

especially

simultaneous

production

and

consumption,

and

heterogeneity in service delivery, mean that front line staff need flexibility in
serving customers (Lewis and Gabrielsen, 1 998) or some form of discretion
during service encounters (Rafiq and Ahmed, 1 998). Yet, ' empowerment is not
just giving people the power to make decisions' (Randolph, 1 995b, p20).
Zeithaml and Bitner (1 996) describe empowerment as giving employees the
desire, skills, tools, and authority to serve the customer. Although authority is the
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key to empowem1ent, g1vmg authority alone is unlikely to succeed: if
empowering employees is to be successful, the necessary knowledge, tools and
incentives have also to be provided (Zeithaml and Bitner, 1 996). Empowerment
consists, according to Bowen and Lawler (1 995), in the multiplication of
'power', 'knowledge' , 'information' , and 'rewards' if one of them is lacking,
there will be no empowerment in the organisation: empowerment necessitates all
of them .
It is essential for empowered employees to possess knowledge about
organisational goals and obj ectives, and about the entire service deliver process
as well as their part of the process (Bowen and Lawler, 1 995). The knowledge is
a means of enabling them to make necessary/right decisions (Zeithaml and
Bitner, 1 996; Lin and Darling, 1 997) which contribute to organisational
performance (Rafiq and Ahmed, 1 998). In order for employees to be able to
understand the situation in which they work (Rafiq and Ahmed, 1 998),
information on the company's performance/financial situation, customer
expectation and feedback on departmental performance and on employee
performance as well as any improvements achieved need to be communicated or
shared with empowered employees (Bowen and Lawler, 1 995; Beach, 1 996;
Cacioppe, 1 998). Feedback on performance appraisals is a more useful method
of developing empowerment process than measuring performance; therefore,
such communication about improvement must be frequent, regular and effective
(Beach, 1 996) .
Incentives are a way of encouraging employees to make the right decisions
(Zeithaml and Bitner, 1 996). Hence, performance appraisals may need to be
restructured (Randolph, 1 995b) and the criteria for distributing rewards may
need to be changed (Dean and Evans, 1 994) . That will help to develop the
empowerment process as well as intrinsic motivation (Beach, 1 996). Without
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rewards (monetary or non-monetary), employees may interpret empowem1ent as
an extra duty which increases their workload (Erstad, 1 997). Empowered
employees and teams who provide outstanding service quality and contribute to
positive organisational/financial performance should be rewarded (Bowen and
Lawler, 1 995) and ideally employees should be rewarded according to their level
of responsibility and their ability (Rafiq and Ahmed, 1 998).
Because empowerment involves a growth in employee ability, i.e., adaptability
and flexibility, and also entails widening employee responsibility, proper
training is essential for empowered employees to have the right skills and
knowledge to make the right decisions and to manage a variety of tasks
(Randolph, 1 995b; Rafiq and Ahmed, 1 998). Insufficient training is one of the
reasons behind poor decision-making for either the organisation or customers
(Martin and Adams, 1 999). Empowerment will enhance customer service quality
only when employees have the right skills and knowledge to make the right
decisions (Lin and darling, 1 997). It is not only proper training, but also
appropriate recruitment and selection which will ensure that the people
employed have the required personality traits and capability (Dean and Evans,
1 994; Bowen and Lawler, 1 995) . It is important to select the right people who
have the desire and abilities to manage the extra responsibility arising from
empowerment (Rafiq and Ahmed, 1998) and who are also fully committed to the
organisation and enjoy taking responsibility; otherwise empowerment will create
a feeling of discomfort (Ashness and Lashley, 1 995). Retention of staff becomes
crucial in empowerment, and there should be a reduction in the selection and
training of new recruits (Bowen and Lawler, 1 995).
Empowerment is also described as a learning culture or as the process of
managing cultural change (Ripley and Ripley, 1 992). This is because
organisational culture inevitably has to lead to circumstances in which
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employees are given freedom to make necessary decisions and are empowered to
implement their decisions (Gilmore and Carson, 1 995). Parasuran1an (1986)
argues that it will be a source of competitive advantage when a service firm with
a culture which permits a reasonable degree of flexibility at front line level, and
provides adequate authority to customer contact personnel to use their judgement
in dealing with customers. Therefore, organisational culture has a significant
impact on empowerment (Lashley and McGoldrick, 1 994). Moreover,
bureaucracies are a crucial obstacle to empowerment (Randolph, 1 995a).
Management can create an environment which facilitates and encourage
employees to attain empowerment (Beach, 1 996). A culture of empowerment
needs to be created by top management and then it can cascade down throughout
the firm (Lashley and McGoldrick, 1 994). Top management leadership,
commitment and participation are fundamental to develop a culture of
empowerment (Randolph, 1 995a; Erstad, 1 997).
Empowering employees who are able to make decisions and deal with customers
is seen to be one of the crucial factors for achieving and improving the level of
service quality (Berry and Parasuraman, 1 992; Ghobadian et al. , 1 994; Lin and
Darling, 1 997; Rafiq and Ahmed, 1 998). Simultaneity in the service delivery
indicates that customers' experiences and satisfaction depend greatly on the
degree of authority which service providers are allowed (Van Looy et al., 1 998).
Empowerment will enable service providers to respond to different customers'
requirements/demands as well as to solve their problems/complaints promptly
(Zeithaml, Parasuraman and Berry, 1 990; Berry and Parasuraman, 1 992; Van
Looy et al. , 1 998).
Rafiq and Ahmed ( 1 998) maintain that due to simultaneous production and
consumption, there is more opportunity for customisation in services than in
manufacturing. They state that 'in situations where customer needs are highly
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variable, empowerment is crucial in allowing employees to customise service
delivery (p3 8 1 ). ' Moreover, when service providers are empowered, service
delivery skills and methods can be individualised rather than standardised
(Zeithaml, Parasuraman and Berry, 1 990), and responses and problem solutions
can also be tailored to individual customers (Rafiq and Ahmed, 1 998).
Empowerment of front line staff enables response and service delivery times to
be quickened, customisation (Bowen and Lawler, 1 995; Rafiq and Ahmed,
1 998), and prompt service recovery all of which help to improve customer
satisfaction and lead to customer retention (Van Looy et al., 1 998). Moreover,
empowerment can increase employee loyalty, motivation, participation,
involvement, commitment, self-esteem, adaptability to change, and satisfaction,
and will help to reduce problems of role stress, role ambiguity, employee
turnover, and/or absenteeism (Ripley and Ripley, 1 992; Lashley and
McGoldrick, 1 994; Ashness and Lashley, 1 995 ; Rafiq and Ahmed, 1 998). This
could enhance employee attitudes during interaction with customer (Bowen and
Lawler, 1 995). Furthermore, improvement in business outcomes such as
productivity (Ripley and Ripley, 1 992; Rafiq and Ahmed, 1 998) and profitability
(Lashley and McGoldrick, 1 994; Bowen and Lawler, 1 995) are the probable
results of all the positive outcomes of empowerment listed above.
There are, on the other hand, negative outcomes which can result from the
empowerment of front line staff. Since appropriate recruitment and selection,
and training are necessary for empowering employees successfully, there will be
an increase in the cost of selection and of training, both of which will be greater
the more labour intensive the service is (Bowen and Lawler, 1 995). Moreover,
empowered employees with extra responsibility may have to be rewarded so that
can add to labour costs (Rafiq and Ahmed, 1 998). Furthermore, slower or
inconsistent services can result from empowerment (Bowen and Lawlerl 995).
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Rafiq and Ahmed ( 1 998) maintain that the customised services provided by
empowered employees tend to slow down service delivery so that total service
productivity will decline, and also tend to cause inconsistent service delivery.
Additionally, they continue that slower servic e delivery can potentially lead to
frustration or dissatisfaction for customers who are waiting to be served or who
think they are unfairly treated. Besides, employees with insufficient experience,
training, motivation or supervision, may take decisions which are not desirable
for either the organisation or the customer (Martin and Adams, 1 999). There is
also a possibility of breaking the roles (Bowen and Lawler, 1 995). For example,
when service failures are compensated by gifts, empowered employees may offer
too many free gifts (Rafiq and Ahmed, 1 998) .
Empowerment may not be the best approach in all circumstances. Boshoff and
Leong ( 1 998, pp28-29) state that
' . . . empowerment is not an absolute necessity under all circumstances but, to deal
successfully with unanticipated incidents which require discretionary behaviour such as
initiative and imagination on the part of employees, empowerment is a strategy that can
contribute towards the speedy solving of customer problems ' .

Specifying the maximum degree o f discretion given to employee i s called
' setting limits on empowerment' (Bowen and Lawler, 1 995) or 'zones of
empowerment' (Rafiq and Ahmed, 1 998). Empowered employees should be
instructed when they are allowed and expected to make independent decisions,
when they may need consultations with their manager, and when consultations
are compulsory. They also need to be aware of monetary limits especially in
service recovery situations.
Martin and Adams ( 1 999) argue that due to the heterogeneous nature of service
characteristics, there is a certain challenge in the management of service
encounters. That is whether service encounters should be carefully detailed in a
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manual in order to standardise service consistently or service providers should be
empowered to customise service in order to cater for each customer and for each
encounter. The former is called a control approach and may be suitable for
labour intensive services where the key competitive advantages are cost control
and speed of service delivery (e.g., fast food restaurants and discount stores).
The latter, the empowerment approach may be appropriate when customisation
of service is required (e.g., professional services).
Bowen and Lawler (1 992; 1 995) present a summary of the situations when
empowerment can be the best approach: differentiated, customised or
personalised services with the necessity of a long lasting relationship as well as
non-routine, complex technology with unpredictable environment. Moreover,
employees with high growth needs as well as interpersonal and teamworking
skills are required. Table 2.5 presents what they call "five contingencies of
empowerment".
Table 2.5.
Contingency
Business
strategy

Contingency of empowerment
Where a prod uction-l i n e
approach is appropriate to
managing employees
Low cost h ig h vol u m e

Tie to the
customer

Service delivery involves a
simple transaction .

Technology
Business
environm ent
Types of
people

Sim ple and routi n e
Sim pler and more relatively
predictable
Theory x type managers ,
employees with low g rowth
needs, low social need s , weak
interpersonal a n d teamwork skills

Where an em powerment
approach is appropriate to
managing employees
Differentiation, h i g h degrees of
customisation and
personalisation of services
Service del ivery involves in
managing long term relationsh ips
as wel l as in high val ue of
i n d ividual transaction .
N on-routine or complex
U n predictable and variable
Theory Y type managers ,
employees with high growth
needs, strong social needs, good
interpersonal and teamwork skills
(Source Bowen and Lawler, 1 992)
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They conclude that consideration is needed on whether empowerment is suitable
for the situation, and which forms of empowerment are best suited to the
organisation. Even the same organisation may need different forms of
empowerment for different job categories (Bowen and Lawler, 1 995; Rafiq and
Ahmed, 1 998). Empowerment is not suitable for all situations nor for all kinds of
employees as there are consequences, both advantages and disadvantages (are
also discussed earlier in this section) for employees and the company (Rafiq and
Ahmed, 1 998).
Different types/degrees of empowerment

Empowering front line service providers has different implications, according to
the type of worker involved. For example, front liners in general service 1 0 are
usually low skilled whereas those in professional service are highly skilled
(Silvestro, 1 998). It seems that different types/degrees of empowerment are
required for different services or different service industries (Bowen and Lawler,
1 992; 1 995 ; Lashley, 1997; 1 998; Rafiq and Ahmed, 1 998).
Bowen and Lawler (1 992; 1 995) produce a useful starting point in developing an
understanding of empowerment and the situations in which different forms of
empowerment will be applicable. They classify the degree of empowerment with
control oriented at one extreme and involvement oriented at the other. As can be
seen from Table 2.5, control orientation is characteristic of the production line
approach which does not employ empowerment while there are three forms of
the empowerment approach based on the degree of employee involvement
(Bowen and Lawler, 1 995): suggestion, j ob and high involvement.

10

Silvestro ( 1 998) did not provide examples of general service in his article.
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These theoretical reviews are further developed by Rafiq and Ahmed (1 998) who
state that suitable approaches to emplo yee empowerment depend on a mixture of
the complexity of customer requirements as well as the levels of task complexity
concerned in service delivery. The four-quadrant matrix shown in Figure 2 .4
displays the typ e of discretion exercised in each of the distinctive cases. In this
matrix, routine discretion implies that employees are allowed to choose among
alternatives from a list of possible responses to perform tasks whereas creative
discretion enables employees to develop alternatives in doing their j obs.
Figure 2 .4.

The relationship between customer needs , task complexity and

discretion

Customer needs complexity
Low
A
Task
Low
Little or no routi ne
complexity
d iscretion.
No creative discretion
E.q. Checkout assistant
C
High
Moderate to high routi ne
d iscretion .
Little creative discretion
E.q. Service Enqineer

H iqh
High routine discretion; low
creative discretion
E.g. Salesperson
D
High routine and high
creative discretion
E . g . Doctor, lawyer
(Source Rafiq and Ahmed, 1 998)

Lashley (1 997 ; 1 998) also produces a two-b y-two matrix, and argues that the
degree of customisation and o f labour intensity determine the typ es of service
with the degree of discretion to be allowed to employees. The matrix represents
the four typ es of service business : p rofessional services, service factory, mass
services and service shop

11

11

(it has been shown as Figure 2.2 in section 2.6) .

Service shop is also known as technological services in Heskett et al. ( 1 990).
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There is general agreement among these authors on the amount of
discretion/empowerment in relation to the types of service businesses. Each of
the different degree of discretion/empowerment will be examined in detail
below.
Low degree ofdiscretion/empowerment (the service factory)
According to Bowen and Lawler ( 1 995), the suggestion involvement approach is
the lowest degree of empowerment within the three forms of empowerment. This
approach does not necessitate changes to the production line approach, and can
be suitable for production line work. Although, their normal routines are still the
same, front line staff are encouraged to solve problems, to generate ideas and to
make recommendations through formal suggestion programmes or quality
circles. However, decisions on implementation remain with management. Unlike
Martin and Adams (1 999) who state that fast food restaurants and discount stores
are firms which are suitable for the control approach, Bowen and Lawler (1 995)
argue that fast food restaurants (e.g., McDonalds) are the type of firm in which
the suggestion involvement approach exists.
Fast food restaurants are examples of the service factory type of business
(Schmenner, 1 986; 1 995 ; Lashley, 1 997; 1 998; Rafiq and Ahmed, 1 998; also see
section 2.6). Rafiq and Ahmed ( 1 998) argue that Burger King and checkout
assistants (the service factory businesses) are situations where the needs of the
customer and the degree of task complexity are low (the top left hand corner A
in Figure 2.4). Therefore, in this situation, there is little or no routine or creative
discretion in the way service providers perfom1 the service offered to customers.
Lashley ( 1 997; 1 998) also asserts that the service factory is a typical example of
low discretion, because this type of business is characterised by a low degree of
customisation and hence high standardisation so that employee performance
standards are tightly defined which will constrain the opportunities to exercise
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discretion. However, he continues that, there will be mm1mum responsible
autonomy and limited discretion in order that employees can fulfil their tasks.
For instance, there will be some responsibility in order to deal with customer
complaints.
High degree of discretion/empowerment (professional services)
In Bowen and Lawler ( 1 995)'s classification, high involvement corresponds with
the highest level of empowerment.
'High involvement requires that virtually every aspect of the organisation be designed
differently from how it is with the control approach. There is job enrichment but there is
also information-sharing on business performance. . . . there is profit-sharing and
employee ownership (p284)' .

Through this approach, even the lowest level o f the hierarchy feels responsibility
for the total organisation's performance, and it is necessary to advance employee
knowledge of team working, problem-solving and business operation (Bowen
and Lawler, 1 995). Yet, they underline that this form of empowerment is
relatively underdeveloped and unimplemented.
Lashley ( 1 997; 1 998), and Rafiq and Ahmed ( 1 998) reveal that professional
service 1 2 is characterised by a high degree of discretion/empowerment. This is
because professional services are highly customised: different customers have
different requirements and needs (Lashley, 1 997; 1 998). Rafiq and Ahmed
( 1 998) state that customised solutions are inevitably required where customer
needs complexity and task complexity are both high (in the bottom right cell D
in Figure 2.4). Therefore, a high degree of discretion (both routine and creative
in Rafiq and Ahmed, 1 998) needs to be given to employees over their duties with
responsible autonomy over the organisation of work in order to interpret and
deliver individual customer service needs (Lashley, 1 997; 1 998).
12

See section 2.6 for examples of this type of business.
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Intermediate degree of discretion/empowerment (mass and technological
services)

Within the three forms of empowerment based on the degree of employee
involvement (Bowen and Lawler, 1 995), job involvement lies between
suggestion involvement (low empowerment) and high involvement (high
empowerment). This approach, according to Bowen and Lawler, is often based
on teamworking, and suitable for the provision of multiple services where one
individual cannot deal with the whole process of service production, for
example, hospitals, airlines, and back office staff in banks and insurance
companies. Job involvement provides reorganisation of employees' day-to-day
activities so that it enables employees to utilise a variety of skills, to handle the
whole process of work, to have authority to decide how to do the job, to get more
feedback from their work, and to feel their tasks are important (Bowen and
Lawler, 1 995). At this level, top management is still responsible for strategic
decision-making including organisational structure, authorities and reward
allocation (Bowen and Lawler, 1 995).
Unlike Bowen and Lawler, Lashley (1 997; 1 998), and Rafiq and Ahmed (1 998)
propose two different types of service business : service shop/technological
services 1 3 and mass service both of which lie between professional services and
the service factory. Technological services 1 4 will be examined first followed by
mass services.
Technological services are customised but with a predictable range of variations,
and hence some discretion, with minimum responsible autonomy is allowed to
13

See section 2.6 for examples of this type of business.
Since the service shop (Lashley, 1997; 1 998) and technological services (Heskett et al. , 1990)
represent the same type of business, in the rest of this thesis, technological services will be used
inclusion of the service shop.
14
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employees in order to interpret customer service needs or to shape service
delivery (Lashley, 1 997; 1 998). Rafiq and Ahmed (1 998) give the example of a
service engineer required to repair a photocopier. In this situation, the
employees' task is complex and requires technical expertise. In Figure 2.4, the
bottom left hand comer C is this case where low customer needs complexity co
exists with high task complexity. Although a moderate to high degree of
discretion is allowed for the employee to perform the required tasks, it is usually
restricted to alternative methods of working to provide the required service
(Rafiq and Ahmed, 1 998). Since customer requirements are fairly predictable
(e.g., fixing a photocopier) and hence relatively simple, creative discretion is not
required (Rafiq and Ahmed, 1 998) or according to Lashley (1 997; 1 998), a
limited degree of discretion is exercised over service production processes.
Another type of service business which also lies between professional services
and the service factory is mass services 1 5 in Lashley' s (1 997; 1 998) taxonomy.
He argues that this type of business is defined as fairly standardised but needs a
fair amount of interaction between customers and employees. Low discretion is
given to employees over tasks due to standardisation, but some discretion may
need to be given to employees in order to interpret and deliver customers'
intangible needs and to respond to customer complaints (Lashley, 1 997; 1 998).
The definition of mass services of Lashley (1 997; 1 998) seem to be equivalent to
what Rafiq and Ahmed (1 998, see Figure 2.4 in the top right cell B) define as a
situation which sales people often face: high complexity in customer needs
accompanied by low task complexity. Employees in such situation have high
routine discretion but low creative discretion, because salespeople can select

15

See section 2.6 for examples of this type of business.
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among existing options for the customer, but are not allowed to create new ones
to meet the customer's requirements (Rafiq and Ahmed, 1 998).
The broad application of a medium degree of empowerment
Lashley (1 997; 1 998), and Rafiq and Ahmed (1998) illustrate four types of
service business according to the degree of discretion/empowerment. The
distinctions

of empowerment between professional

services

as high

discretion/empowerment and the service factory as low discretion/empowerment
are very clear as they lie at the extremes. However, the difference between, for
example, mass services and technological service is very subtle. In fact, Bowen
and Lawler (1 995) have only one type of empowerment between high and low
discretion. According to Lashley ( 1 997; 1 998), the amount of discretion given to
employees is the same in mass services and service shops. Rafiq and Ahmed
(1 998) also imply great similarities in the amount of discretion given to
employees in the two situations. 'Medium degree ' of empowerment, therefore, is
broadly applied to 'Mass Service' and to 'Technological services' . Among
workplaces with a medium degree of empowerment, there could be a wide range,
with some lying close to the high empowerment of professional services while
others may not be far removed from the low empowerment regime of the service
factory. Hence, the degree of empowerment in both mass and technological
services may vary considerably even though both types of services can be
categorised as having a medium degree of empowerment.
As has been stated earlier in this section, empowerment of employees has both
advantages and disadvantages, and empowerment may not be the best approach
for all circumstances (Boshoff and Leong, 1 998), different degrees of
empowerment could each have merit. Therefore, although, different degrees of
discretion/empowem1ent are required in different types of service business, it
should be noted that high empowerment does not necessarily represent high

79

service quality or low empowerment does not inevitably correspond to low
service quality.
2.7.5. Performance appraisals/measurement, recognition and reward1 6
Performance measurement is characterised as hard TQM (Thiagaraj an and Zairi,
1 997); and performance appraisals, recognition and reward are classified as soft
TQM (Wilkinson, 1 992; 1 994; Thiagaraj an and Zairi, 1 997; Collinson et al.,
1 998). However, performance measurement is one of the internal marketing
elements (Berry and Parasuraman, 1 992; Joseph, 1 996; Taylor and Cosenza,
1 997; Kasper et al., 1 999) as well as one of the strategies to close Gap 3
(Gromoos, 1 9 90b; Zeithaml, Parasuraman and Berry, 1 990; Zeithaml and Bitner,
1 996 ; 2000). Therefore, performance measurement with regard to employee j ob
performance is also included in this section.
Reviewing the literature on performance appraisals and reward, there appear to
be differences of opinion, with some authors in favour and some against. One of
the TQM pioneers, Deming ( 1 986) is strongly against performance appraisals
and reward. He argues that performance appraisals do not always work for
motivational purposes. When a performance appraisal indicates satisfactory
performance, the employee tends to be motivated to perform even better in the
future, but when it is unsatisfactory, it is very likely that the employee is de
motivated and may prepare to leave the organisation (Elmuti et al. , 1 992).
Deming ( 1 986, p 1 02) also states that one of the negative aspects of performance
appraisals:
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Reward here includes incentive pay (Deming, 1986), non-monetary incentives (Berry and
Parasurarnan, 1 992), financial reward (Wilkinson, 1 992; Redman and Mathews, 1 998), financial
incentives (Oakland, 1 993 ; Redman and Mathews, 1 998), incentives (Wilkinson et al., 1994;
Snape et al., 1 995; Hoffman and Rogelberg, 1 998), performance-related rewards (Harte and
Dale, 1 995), performance related pay (Simmons et al., 1 995; Palmer, 200 1), non-financial
rewards and bonus (Van Looy et al., 1 998), profit-sharing (Palmer, 200 1 ).
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'It leaves people bitter, crushed, bruised, battered, some even depressed, unfit for work
for weeks after a receipt of an (unsatisfactory) rating, unable to comprehend why they
are inferior (cited by Simmons et al., 1 995, p27) ' .

In addition, performance appraisals normally involve individual assessment, and
incentive pay tends to undermine the co-operative behaviour necessary for
continuous improvement, but to encourage competition among people for the
same reward; this is inconsistent with TQM with its focus on group dynamics as
well as continuous improvement (Deming, 1 986).
The drawbacks of financial incentives are also addressed by Oakland ( 1 993,
p295) including reluctance to share better or improved methods through fear that
they will adversely affect earnings: the longer they keep improvements to
themselves, the greater the rewards for them; workers may cut comers on the
specification where incentives are not applied; and the growth of mistrust
between management and workers, and conflict over the allocation of good and
bad j obs. In addition, according to Palmer (200 1), there is debate about whether
profit-sharing is truly a motivational factor to improve performance or simply
becomes part of basic pay expectations. Deming recommends recognition
instead, and encourages award schemes as a means of recognition for
outstanding performance and/or achievement (Snape et al., 1995). In other
words, without recognition, performance is likely to deteriorate (Pannell, 1 998).
There are, on the other hand, suggestions that well designed performance
appraisals and carefully structured reward systems are compatible with TQM
(Simmons et al. , 1 995 ; Snape et al. , 1 995). According to Simmons et al. ( 1 995,
p27), performance appraisals should identify and recognise the quality of inputs
and processes and not just output; focus on the achievements of individual,
teams and the company; aim to improve future performance through
performance planning, coaching and counselling; guide the level of reward for
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personal improvement and not just rate performance; and provide qualitative
feedback to employees. Reward can be group-based to encourage teamwork and
skills-based to encourage individuals to broaden their skills (Snape et al., 1 995),
and reducing the proportion of rewards as well as multi-factor schemes
balancing volume and quality should also be considered (Oakland, 1 993).
Since teamwork is central to TQM (Wilkinson, 1 992) and in order to encourage
teamwork in both the manufacturing and the service sectors, there appear to be
developments away from the traditional focus on individual performance
appraisals and reward. Incentive systems for teams are examined in great detail
by Hoffinan and Rogelberg (1 998). However, the introduction of reward for
team performance seems to be a new phenomenon. They (pp28-29) state that:
'Unless teamwork is recognised by the organisation with rewards, team members will
not perceive their work within teams to be valued by the organisation. Many
organisations which use teams have not accepted this argument, however, believing that
team incentive systems are ineffective or unnecessary. Hence, the introduction of team
incentive systems in the workplace has lagged behind the introduction of teams, with
surveys finding only 20 to 35% of organisations which use teams have some form of
team incentive system' (HR Focus, 1 993; 1 994a&b; Pastrenak, 1 994; Management
Services, 1 996).

One piece of evidence comes from Shrednick and Stutt (1 992) who argue that
rewards have to be provided not only for individual performance in improving
quality but also for team performance as well. They investigate various areas of
an information service division and report that teams are rewarded for the
accomplishments of both individual and team goals, and teams evaluate
themselves as a whole on how well team obj ectives were met. Moreover, they
continue, in more mature teams, members conduct performance evaluations on
individuals.
Other supportive evidence is found indicating that these techniques, not only
recognition, but also performance appraisals and reward are useful in both
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sectors. Wilkinson ( 1 992, p327) states that 'the nature o f financial reward and
TQM is controversial, with most TQM writers believing that this is not part of
the TQM culture' , and he also suggests that there needs to be more research on
this. Subsequently, Wilkinson et al. (1 994b, p58) report an Institute of
Management study that found no evidence that incentives undermined the
success of a quality management programme. Simmons et al. ( 1 995) are in
favour of performance appraisals and performance related pay due to the
evidence of their positive effect on productivity and quality (Shadur et al. , 1 994),
and suggest that when designed carefully these can be applied effectively with
TQM. Redman and Mathews (1 998) also report no negative effect of financial
incentives on quality strategy in the UK service sector, and show that financial
rewards keep employees motivated and can aid quality improvement.
In addition, a number of authors stress the effectiveness of performance
appraisals and reward, and support the use of these techniques along with
recognition in both the manufacturing and the service sectors. According to
Omachonu and Ross (1 994), performance appraisals help to enhance
communication between management and employees, to decide the level of
rewards, and to advance employees' careers. As performance appraisals are the
way of informing employees how their performance compares with management
expectations (Elmuti et al. , 1 992), employees' training and development needs as
well as those employees who have the potential for future promotion can be
identified (Nevling, 1 992). Performance appraisals can be used to set
remuneration and reward on the basis of performance (Edmonstone, 1 996). For
these reasons, when aiming for the goals of an organisation, performance
appraisals whether individual or team-based, will be the most p owerful
technique (Omachonu and Ross, 1 994).
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Feedback on positive performance and achievement has to be communicated to
employees (Dale and Cooper, 1 992) if growth is to be expected during TQM
implementation (Saunders and Preston, 1 994). Feedback enables employees to
recognise the level of their performance compared to the specifications/standards
and management expectations (Zeithaml, Parasuraman and Berry, 1 990).
Therefore, feedback must be timely and delivered to appropriate employees, and
information in real time must be provided to shop floor workers in order for
them to correct or prevent errors/defects (Brocka and Brocka, 1 992). Through
the use of feedback on performance appraisals, communication between
management and employees will be improved (Edmonstone, 1 996).
Both recognition and reward have a motivational impact on people at work, and
gain employee commitment as well as helping to retain quality staff (Snape et
al. , 1 995) and hence are vital to sustain achievement and continuous
improvement (Bank, 1 992). On the other hand, if employees are not recognised
or rewarded for their contribution, a significant demotivator will be created, and
he/she will have no interest in the company' s future (Persico, 1 990 cited by
Elmuti et al. , 1 992). Zeithaml and Bitner ( 1 996) also state that rewarding and
promoting outstanding service performance is essential in order to retain the best
people. When performance-related pay is handled appropriately, it will help to
create employee commitment, morale and involvement, because employees will
have a direct interest in their own performance (Palmer, 200 1 ). Harte and Dale
( 1 995) maintain that performance-related rewards and recognition systems even
in professional firms are not superfluous activities: they will strength employee
commitment and improve their behaviour toward meeting client needs.
Performance appraisals have been used to give direction to the workforce
(Nevling, 1 992) via communicating organisational goals and managerial
expectations to employees (Elmuti et al., 1 992). Besides, it can be seen as a
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powerful means of managerial control through the setting of obj ectives in a
hierarchical fashion and a way of reviewing success or failure in achieving these
objectives (Edmonstone, 1 996) . Reward and recognition also encourage
employee involvement in the culture change towards continuous improvement
and aim to recognise those individuals that provide an example of desirable
behaviour towards the company's quality goals (London and Higgot, 1 997).
Hence, recognition and reward can be an active communication method which
management utilises to continuously encourage employees (Dale and Cooper,
1 992). In order for a reward system to motivate employees towards achieving the
aims of TQM, performance-related pay would have to be linked to the criteria of
performance appraisals (Simmons et al., 1 995).
The importance of performance-related pay within the service sector has been
increasing, because it can also allow greater management control by identifying
employee' s desirable performance, and setting up a bonus system linked to
customer satisfaction can be a very powerful tool to guide employees' behaviour
(Palmer, 200 1 ). Moreover, reward partly detem1ines the corporate culture, and
organisational goals which do not fit with the existing culture tend not to be well
accomplished (Gronroos, 1 990b). Hence, reward systems need to be linked to
organisational vision and goals that are really important (Zeithaml and Bitner,
2000). For example, if customer satisfaction is the ultimate goals, employee
behaviour which contributes to customer satisfaction needs to be recognised and
rewarded. Therefore, reward systems must emphasis the achievement of service
excellence goals (Schneider and Bowen, 1 995). Moreover, research suggests that
when rewards are perceived as consistent with providing quality service to
customers, front line staff experience less role stress and are more satisfied in
their jobs (Chung and Schneider, 1 999 cited by Zeithaml and Bitner, 2000).
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Performance appraisals/measurement, recognition and reward may become more
critical in the service sector where management do not have direct control over
service quality 1 7 . By setting criteria for outstanding service performance, they
will enable employees to realise the values of services (Gronroos, 1 990b). Top
management should recognise and reward outstanding employee behaviour
informally and/or in a formal way, and this will communicate and further
reinforce the organisation' s core cultural values (Parasuraman, 1 986). However,
there is a danger that the techniques can point in the wrong direction (Van Looy
et al. , 1 998). For example, although the importance of quality and customer
satisfaction is communicated, if performance is focused only on costs,
employees in turn focus on improving productivity to reduce costs while
neglecting the possible negative consequences on the quality of the service
delivered (Van Looy et al. , 1 998). Moreover, even those service employees who
are initially motivated to deliver quality service will become discouraged and
start looking elsewhere if their efforts are not recognised and rewarded (Zeithaml
and Bitner, 2000). Therefore, performance measurement and reward have to be
established which focus not only on output but also on employee behaviour
towards customers (Berry and Parasuraman, 1 992).
There is, however, a tendency for productivity, quantity or sales to be most often
evaluated as these are categorised as hard data and thus easily measured
(Zeithaml and Bitner, 1 996). Since services and service quality are very
subjective (Van Looy et al., 1 998; Gronroos, 2000), it is much more difficult to
appraise soft, qualitative aspects of employee job performance, and reward
systems which do not link to hard data may also appear more subjective
(Zeithaml and Bitner, 2000). Therefore, although all relevant aspects of service
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See sections 1 .5 and 2.7.7 for lack of manager' s control over service quality.
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quality should be considered, it is not always possible to build every aspect into
a reward system (Gromoos, 2000).
Assessment of staff attitudes towards customers can be done by management
inspection on staff-customer interaction or mystery shopping 1 8 and are said to be
very effective as a means of revealing employee performance (Silvestro et al. ,
1 990; Redman and Mathews, 1 998). There are, however, some problems
remaining for the measurement of soft aspects of quality. Management
inspections which are utilised in both hard and soft aspects of service quality can
be seen as a kind of surveillance, and mystery shopping is seen to imply a lack of
managerial trust in staff (Redman and Mathews, 1 998). Moreover, mystery
shopping can be very subjective about the appearance of the premises and staff
as well as the performance of staff in terms of politeness, product knowledge and
helpfulness (Wilson, 1 998).
Since quality is different for customers when they have different requirements
(Tan, 1 997), customers may define quality in terms of their preferences, budget,
needs, expectations, requirements, so that different customers interpret quality
differently. A certain service may be seen by one customer to be of the highest
quality while other customers may not think so. Therefore, customer satisfaction
and dissatisfaction surveys used for appraising employees (Redman and
Mathews, 1 998) may become a very subjective method of assessing employee
performance.
Due to the characteristics of services (see section 1 .3), there are great difficulties
in the measurement of quality in the service sector (see section 1 .6) and which
are also applicable to the soft aspect of employee performance appraisals. Thus,
18

Mystery shopping is a technique which is frequently used by service organisations to measure
performance against quality standards (Wilson, 1 998).
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when rewarding employees on the basis of their soft aspect of their performance,
it could also become subj ective and problematic.
Performance appraisals and reward in four service businesses

The distinctive criteria of performance appraisals and reward are examined by
Heskett et al. ( 1 990) and Lashley ( 1997; 1 998). The highly customised nature of
the j ob in professional services and the standardised nature of the job in the
service factory make the criteria of performance appraisals and reward
distinctive in these two services. Since there is no one best way of implementing
tasks in professional services, performance appraisals are likely to be based on
customer satisfaction (Lashley, 1 997; 1 998). Moreover, compensation levels are
high, often with a high proportion of incentive payments in firms emphasising
individual performance, and/or lower proportions in firms stressing teamwork
with temporary staff organised around projects (Heskett et al., 1 990) . On the
other hand, performance appraisals in the service factory are likely to be on the
basis of task performance against tightly defined standards and will be linked to
rewards (Lashley, 1 997; 1 998). Compensation is often related to seniority rather
than to performance (Heskett et al., 1 990).
The focus of performance appraisals and reward in mass and technological
services seem to be fairly distinctive, since mass services are high in customer
contact while in technological services, the type of service is often centred
around technology (section 2.6). In mass services, performance appraisals will
be based on customer satisfaction measured by repeat business and customer
complaints (Lashley, 1 997; 1 998). Performance appraisals in technological
services are based on technological skills, and compensation is often substantial
but rarely involves high bonuses or other incentives for short-term performance,
because incentives are thought to be hard to administer in j obs emphasising
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innovation and the design of software, mechanical devices, or electronic
networks (Heskett et al., 1 990).
Compared to the literature discussing the positive and the negative aspects of
performance appraisals and reward, as well as aspects of quality measurement in
the service sector and its difficulties, performance appraisals and reward in the
four types of service business seem to be a less researched area: only the
different criteria of these techniques in the four different types of services are
identified.
2.7.6. Communication

In the TQM literature, a number of authors emphasise the critical imp ortance of
communication within a company and the maj ority of TQM literature refers to
communication as internal communication (McLaurin and Bell, 1 99 1 , Varian,
1 99 1 , Allen, 1 992; Brocka and Brocka, 1 992; Klassen, 1 993 ; Oakland, 1993;
Goh and Ridgway, 1 994; Higginson and Waxler, 1 994; Zairi, 1 994; Mann and
Kehoe, 1 995; Allen and Brady, 1 997; Gatchalian, 1 997; Liu, 1 998). External
communication can be seen as a mean of gathering information on external
customer requirements; however, it is often discussed under different features
(e.g. , internal and external customers which is one of the principles of TQM, see
Table 2. 1). In terms of communication, the literature on internal marketing and
the strategies to close gap 3 are devoted solely to two-way communication
internally. Therefore, external communication is not examined in the literature
review on communication here: it will focus on internal (two-way)
communication.
Communication is referred as one of key enablers of TQM (Gunasekaran, 1 999)
or is related to the main features for successful TQM (Higginson and Waxler,
1 994) . Therefore, poor communication is one of the causes of failure in TQM
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(McLaurin and Bell, 1 99 1 ; Grinstead and Timoney, 1 994a/b; Gatchalian, 1 997;
Liu, 1 998). Two-way communication is seen as an important ingredient (Taylor
and Cosenza, 1 997) or a fundamental determinant of success of internal
marketing (Hogg et al. , 1 998). The literature on the strategies to close gap 3 does
not seem to describe two-way communication as in the above literature, but
stresses the important role of two-way communication.
TQM may involve considerable changes in the way a company operates and
does business (Oakland, 1 993), and the fundamental aim of internal marketing is
to develop a service culture (Gronroos, 1 990b; Zerbe et al. , 1 998) so that
communication is one of the methods for cultural change required for TQM and
for internal marketing (culture will be examined in detail in the next section).
' Cultural change usually means behavioural change' (McLaurin and Bell, 1 99 1 ,
p25) and people's behaviour can b e influenced b y two-way communication
(Oakland, 1 993 ; Gilmore and C arson, 1 995). It is vital to communicate the
reasons for changes, because then employees are much more likely to accept the
changes (Klassen, 1 993). Communication between management and employees
will ease problems (Mann and Kehoe, 1 995). The company mission and vision
need to be shared, and this allows employees to focus their direction towards a
common goal (Gatchalian, 1 997). Hence, quality concepts need to be clearly
communicated throughout the company (Higginson and Waxler, 1 994).
Empirical research has found that organisational commitment is strongly
associated firstly with employee perception of two-way communication between
top management and employees, secondly with the quality of information from
top management, and finally with superior-subordinate communication (Allen,
1 992). Hence, frequent communication of the vision by top management, ideally
by the CEO, and effective and powerful two-way communication will also
maintain employees' motivation and interest, and which in tum will lead to their
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commitment to TQM (Varian, 1 99 1 ), to the firm and to service quality (Zeithaml
and Bitner, 1 996). Through understanding the vision and goals of the firm,
employees will see their roles as an integral part of the firm and its goals
(Zeithaml and Bitner, 1 996).
A company makes promises to its external customers regarding what they can
expect and how it will be delivered via external communication, and in order to
ensure that employees deliver the promises to the customers, the company must
communicate with its employees accurately, completely and consistently about
what customers have been promised (Zeithaml and Bitner, 2000) . Employees
need information about job routines, goods and service features, and promises
made to customers in order to be able to perform their task (Gilmore and Carson,
1 995; Gronroos, 2000). Therefore, downward communication (management to
employees) enables employees to have the information on what is promised to
customers though external marketing/communication (Zeithaml and Bitner,
2000). It is important that this internal flow of information and communication is
in line with the external communication (Van Looy et al. , 1 998).
It is also necessary that employees communicate with management about their
needs and requirements, their views on how to improve performance, and their
findings concerning what customers want (Gronroos, 2000). Since employees
o ften interact directly with customers, they come to know what the problems are
and when and why they occur; therefore, through upward communication
( employees to management), problems can be prevented or minimised when they
happen (Zeithaml and Bitner, 2000).
The methods of formal and informal communication are identified as regular
meetings, written materials including internal newsletters/memos and magazines,
and electric source such as videos and e-mail (Gronroos, 1 990b, Joseph, 1 996,
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Taylor and Cosenza, 1 997). Whether methods o f communication are written,
spoken or non-spoken, (e.g., body language), continuous training for
communication is regarded as vital in order to develop, refine and maintain
communication skills (Brocka and Brocka, 1 992).
In the TQM literature, external communication is crucial for an organisation in
order to understand customers' needs and wants, and internal communication is
also vital to understand employees' requirements (Saunders and Preston, 1 994),
and to enable employees to understand the requirements of external customers
(Brocka and Brocka, 1 992; Klassen, 1 993). In a service context, due to
employees interacting directly with customers, all sorts of accurate information
about customers can be collected from service employees (Schneider, 1 986).
Timely continuous communication of relevant information within teams and the
firm is essential and when teams are empowered to make business decisions,
timely information relevant to their responsibilities is critical (Shrednick and
Stutt, 1 992). Through effective communication, teams can also inform others
about their actions and decisions (Shrednick and Stutt, 1 992). Communication is
not only necessary within teams but also across different departments. A service
is a performance that involves the co-operation and co-ordination of different
departments (Van Looy et al. , 1 998). Hence, although each department differs in
its function, in order to produce consistent service delivery and better customer
service, co-operation and co-ordination across all departments are crucial
(Zeithaml and Bitner, 2000). An internal environment in which proactive
communication in cross-functional departments exists will help to establish j oint
responsibility and develop integrated and co-ordinated performance (Gilmore
and Carson, 1 995). The creation of cross-functional teams will help to encourage
communication across different departments: horizontal communication
(Zeithaml and Bitner, 2000).
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Several pieces of empirical research have revealed the importance of effective
communication. In their case study of a hospital, Grinstead and Timoney
( l 994a/b) confirmed that a lack of understanding and communication about the
vision, values and direction as well as a lack of feedback on performance were
some of the main causes of poor service. Moreover, the study of retail services
by Rogers et al. ( 1 994) found that lack of effective communication is likely to
increase role ambiguity and frustration and thus to decrease j ob satisfaction. On
the other hand, a study of a major UK retail bank revealed that when it is
effective, communication is one of the methods of gaining front line staff
commitment, and enables employees to accept changes in their working
environment (Newman et al., 1 998). Moreover, focusing on communication,
employee participation and empowerment resulted in an increase in commitment
and a reduction in absenteeism in the Westem Australian Government Railways
examined by Savery et al. (1 998). The research of Lievens et al. ( 1 999) of cross
functional co-operation in Belgian banks, indicated that effective internal
communication resulted in improvement in the corporate culture.
There do not seem to be clear and distinct emphases on communication in the
four different types of services. Communication in the four types of services is
not discussed by Lashley (1 997; 1 998) nor Heskett et al. ( 1 990). Besides, no
particular study has focused on these differences to date.
2. 7. 7. Culture
A number of authors treat culture and climate interchangeably while others
differentiate between the two. Discussion of the distinctions between culture and
climate is found in Hogg et al. ( 1 998) and Bowen et al. (2000). The purpose of
this section is purely to examine culture/climate with regard to quality and
service quality: distinguishing climate from culture is not a concern. Therefore,
the terms existing culture (Adebanjo and Kehoe 1 999), organisational culture
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(Anj ard, 1 995), corporate culture (Oakland, 1 993), and organisational climate
(Schneider and Bowen, 1 98 5) are used interchangeably.
S ervice culture (Zerbe et al., 1 998), service climate (Schneider and Bowen,
1 993 ; Clark, 1 997), customer-oriented culture (Parasuraman, 1986) or service
oriented culture (Gronroos, 1 990b; 2000) is often distinguished from
organisational/corporate culture or climate. Zerbe et al. ( 1 998) describe service
culture as a specialised culture within the broader concept of organisational
culture. Schneider et al. (1 994 cited by Schneider et al., 1 998) state that multiple
climates often exist simultaneously within a single organisation; and hence,
climate must refer to specifically, for example, a climate for service.
Nevertheless, these terminologies, service culture, service climate, service
oriented culture, customer-oriented culture are also used interchangeably or to
refer to similar attributes.
In the TQM literature, great emphasis is placed on changing from the existing
organisational culture to TQM culture, which is a prerequisite for successful
TQM implementation (Hildebrandt, 1 99 1 ). A culture which leads to a quality
organisation includes these fundamental themes: continuous improvement,
empowerment, teamwork, management commitment, are some of the examples
given by Anj ard ( 1 995). It is essential to establish an organisational culture
which is conductive to continuous improvement (D ale and Cooper, 1 992), which
focuses on teamwork in order to break internal baniers and to stop internal
competition (Kanji and Barker, 1 990), which employees can find and solve
problems as one of their responsibilities (Mann and Kehoe, 1 995). Moreover,
continuous top management commitment to quality is vital for the changes and
the prime prerequisite for TQM (Munro-Faure and Muma-Faure, 1 992; Laszlo,
1 998).
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Changing the existing culture is also a focus in internal marketing and the
strategies to close Gap 3 . In fact, Gronroos ( 1 990b) refers to internal marketing
as ' a long process o f changing from an existing culture to a service culture' . A
customer-oriented culture is a prerequisite for service organisations in pursuit for
their success (Parasuraman, 1986). Moreover, it has been stated that climate and
culture are even more important to service businesses (Schneider, 1 986).
The informal way of defining culture is 'the way we do things around here '
(Zeithaml and Bitner, 1 996). Schneider and Bowen (1 995 , p238) give more
expanded definitions as how employees 'make sense' of their work environment,
employee's sense of 'what events mean around here' , 'how we do things around
here' , 'why we do things the way we do around here' or 'what is really important
around here' are rooted in the organisation' s climate or culture. Moreover, they
emphasise that culture includes shared summary perceptions or themes regarding
what is important in an organisation, and shared values, beliefs, and assumptions
about why those things are important. It should be noted that top management
beliefs and values are incorporated in the organisational culture which
employees experience (Schneider and Bowen, 1 995). Therefore, organisational
culture will have a powerful impact not only on employees' behaviour
( Schneider, 1 9 86) but also on how internal activities (e.g., training) will operate
(Gronroos, 1 990b).
Service businesses cannot operate on the basis of direct superv1s1on of
employees as employees are frequently operating on their own, face to face with
customers (Schneider and Bowen, 1 995), and therefore, any service failure
cannot be replaced before reaching the final customers (Zerbe et al., 1 998). In
addition, customer-employee contact is not uniform and cannot be predetermined
(Schneider, 1 9 86). In other words, management do not have any direct control
over service employees' behaviour (Schneider and Bowen, 1 995). Yet,
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employees' behaviour is critical for delivering quality services (Parasuraman,
1 986, and also see section 2.5).
A strong service-oriented culture which directly influences employee behaviour
can provide guidelines for appropriate behaviour toward customers (Siehl, 1 992;
Zerbe et al. , 1 998). Hence, management will be able to have indirect control by
creating a service culture (Schneider et al., 1 992). Service climate can be a
substitute for management control (Schneider, 1 990). Service culture will affect
employees' service-orientation and may improve service quality since, in the
presence of a favourable service culture, they are likely to be more courteous and
flexible as well as to have an interest in the customer (Gronroos, 1 990b). Hence,
the climate or culture of an organisation must guide employees' behaviour
(Schneider and Bowen, 1 995).
It is widely accepted that changing culture is problematical and takes time to
achieve (Angeli et al. , 1 998). Changing the organisational culture definitely
involves changing organisational behaviour and changing organisational
behaviour involves changing employees' behaviour (Anj ard, 1 995). There is no
quick and easy way of creating the desired service-oriented culture (Schneider,
1 9 86). No attempt should be made to change an existing culture too fast, because
it may do more harm than good (Parasuraman, 1 986). Creation of a service
culture can be done through establishing practices which facilitate service
delivery and through expecting and rewarding service excellence (Schneider et
al. , 1 992), and promotes employee satisfaction which in tum leads to their best
possible performance (Gronroos, 1 990b). 'The human resource, internal
marketing practices . . . will support the development of a service culture over
time' (Zeithaml and Bitner, 1 996, p329).
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It has been argued that Human Resource Management is crucial in the service
organisation (Schneider and Bowen, 1 993 ). According to Bowen et al. (2000),
HRM could function as quality control, because it can ensure that, for example,
through recruiting and training and rewards, employees have the ability and
motivation necessary to perform according to the values and norms emphasised
in the culture.
'Human Resource Management (HRM) practices (e.g., selection, trammg, reward
systems, and so on) are a central means by which a firm can manage its service culture
. . . the firm's HRM practices must indeed be "service-focused" (Bowen et al., 2000,
p440) ' .

The practices of HRM could be seen not only as quality control but also as the
creation of service-oriented culture (Zerbe et al., 1 998). Service-oriented HRM
sends messages to employees about what the values of the business truly are and
about the behaviour expected of them (Bowen et al., 2000).
HRM practices are significantly associated with organisational culture (Zerbe et
al. , 1 998; Bowen et al. , 2000). Gromoos (2000) states that HRM including
recruitment and s election, and reward systems are vital parts of a service culture.
This is because employee perceptions of practices and procedures, and their
behaviours which are rewarded, supported, and expected with regard to customer
service quality can be referred to as a climate for service (Schneider et al., 1 998).
In other words, a culture which reinforces service values can be demonstrated
through HRM practices (Siehl, 1 992). However, in order to implement those
service-oriented HRM practices and to create a customer-oriented culture, top
management commitment to service quality is the first requirement (Schneider,
1 986; Parasurarnan, 1 986). Harrington and Akehurst (2000, p 1 49) reveal that:
'Through dialogue and effective feedback, (senior) managers can shape cultural rituals,
communications and reward systems, areas which directly influence the introduction of
quality initiatives. '
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Indeed, Schneider et al. ( 1 980), and Schneider and Bowen ( 1 985) identify top
management commitment to providing good service as one of the characteristics
of a service climate. Schneider ( 1 990, p403) state that:
' . . . management in organisations makes choices, implicitly or explicitly, to adopt certain
practices and procedures and to reward and support certain behaviours such that even
implicit goals become clear to the organisation's employees' .

These practices and procedures as well as the activities and behaviours that are
rewarded and supported form the criteria which employees use to decide what is
really important in their work (Schneider, 1 990).
Employee perceptions of human resource practices and the way employees
experience service-oriented culture are significantly reflected in customer
perceptions of service quality (Schneider and Bowen, 1 9 8 5 ; 1 993 ; 1 995; Moeller
and Schneider, 1 986). Thus, when employees feel well treated by management' s
human resource practices and their firm is strongly service-oriented, employees
are likely to have less dissatisfaction and frustration, and tend to remain with the
firm; therefore, employees can devote more to customers and in turn, customers
are likely to receive superior service from them (Schneider, 1 980).
Any attempt to improve service quality must first focus on managing service
providers' performance/behaviour before customer-employee contact takes place
(Mills, 1 986 cited by Zerbe et al., 1 998). Management's human resource
practices which communicate to employees the desired message (Schneider,
1 986) can create a service-oriented culture, and this has a direct impact on
employees' behaviour/service delivery, and which in turn affects customer
perceptions of the service quality which they receive (Schneider, 1 980;
Schneider and Bowen, 1 985, 1 993 ; 1 995 ; Schneider et al., 1 992; Siehl, 1 992;
Clark, 1 997; Schneider et al., 1 998; Zerbe et. al., 1 998; Bowen et al., 2000) . In
other words, the appropriate management of human resources will improve
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service quality via the creation of a customer-oriented service culture (Zerbe et
al., 1 998).
Finally, it should be noted that culture in the four different types of services does
not seem to be a well researched area and no research paper has addressed this
issue to date with regard to specific services.
2.8.

Chapter summary

The purpose of this chapter was to identify a range of fundamental features of
managerial practices which support quality in the service sector, and three
distinct areas of literature concerning service quality were examined, in
particular TQM, internal marketing, and the strategies to close Gap 3 . From a
comparative study of the literature in these three areas, it was found that there are
seven themes common to all three areas of literature. These are recruitment and
selection, training, teamwork, empowerment, performance appraisals and
reward, communication, and culture, and each of them is regarded as critical for
the management of quality in the service sector. Since 'the seven corresponding
features ' could be seen to relate to many practices within HRM, and different
approaches to the management of human resources would be applicable to
different categories of services, four different types of service business were
examined.
An extensive review of the literature on 'the seven corresponding features '
reinforced the role of each 'corresponding feature ' with regard to service
quality, and identified that there are a number of inter-relationships among
recruitment and selection, training, teamwork, empowerment, . performance
appraisals and reward, and communication (these will be referred to as 'the other
six features '). The literature also suggested that 'the other six features ' could be
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affected by the culture of the organisation, and a service culture could be created
through 'the other six features ' (which concern practices of human resources).
Each of 'the seven corresponding features ' in the four types o f services was also
examined. In terms of teamwork, communication, and culture, the literature does
not provide clear distinctions among the four types of service business. Although
some of 'the seven corresponding features ' differ among the four types o f
services, the differences d o not seem to indicate different levels o f service
quality. Therefore, it could be considered that the differences are due to the
nature of the j ob in each business type, and the differences would ensure service
quality in each type of service business.
This literature review on 'the seven corresponding features ' forms the basis for
the development of research issues and a research model which will be dealt
with in the next chapter.
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Chapter 3.
3.1.

Research issues and a research model

Introduction

An extensive review of the literature on 'the seven corresponding features '
(Chapter 2) confirmed the crucial role played by each of them in the promotion
of service quality. The literature review also identified that there are a number of
inter-relationships among 'the other six features ': recruitment and selection,
training, teamwork, empowerment, performance appraisals and reward, and
communication, and revealed the interdependence between culture and 'the other
six features '.

The purposes of this chapter; therefore, are to clarify, firstly, the individual
relationships among 'the other six features ' and examine how those features
support each other, secondly, the interdependence between culture and 'the other
six features ', examining how culture and 'the other six features ' affect each

other, and thirdly, the impact of each of 'the seven corresponding features ' on
service quality are investigated. Finally, a model is developed which illustrates
the inter-relationships among 'the other six features ', and their interdependence
with culture. It also illustrates the association between service quality and 'the
seven corresponding features '.

The model is likely to be applicable to a wide range of service businesses and
hence does not specify one particular type of service business. This is because
the differences among the four types of service business in terms of recruitment
and selection, training, empowerment, performance appraisals and reward stem
from the nature of jobs in each type of business rather than a focus on service
quality, while the literature did not provide clear distinctions for the other three
features: teamwork, communication, and culture (sections 2.7. 1 to 2.7.7).
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3.2.

The fifteen inter-relationships among 'the other six features '

From the literature review on 'the seven correspondingfeatures ', there appear to
be fifteen inter-relationships among recruitment and selection; training;
teamwork;

empowem1ent;

performance

appraisals

and

rewards;

and

communication. The individual inter-relationships will be clarified next.
(]) Focus on recruitment and selection reduces the level of, and the cost of
training

Jameson (2000) and Campbell et al. (2000) indicate that a high level of
recruitment is likely to be correlated with a low level of training while
recruitment of staff with the required skills can be seen to result in reductions in
the cost of training. Hence, the use of formal recruitment procedures and
appropriate selection criteria for front line staff will result in a decrease in the
level of, and the cost of, training.
(2) Recruitment and selection of team-oriented people enhances teamwork

In the TQM literature, the identification of candidates who can perform well in a
team is an important part of the selection process since TQM places great
emphasis on team performance (Ross, 1 993). In order to create effective
teamwork, recruitment could be more concerned about the selection of team
oriented people (Macaulay and Cook, 1 995). Therefore, recruitment and
selection of team-oricmted people may affect the level of teamwork.
(3) Training for teamwork leads to better co-operation between teams

The importance of training for teamwork has received less recognition as there
seems to be only limited empirical evidence on the effectiveness of training for
teamwork in a service context (Hall, 1 999). Nevertheless, one piece of evidence
from Hall (1 999) reveals that training will help to build and improve
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understanding of teamwork as well as of other key issues and skills. Therefore,
training for teamwork may facilitate co-operation between internal units.
(4) Training for communication skill supports communication efficiency

In order to develop and refine, as well as to maintain, communication skills,
appropriate training is vital (Brocka and Brocka, 1 992). Moreover, training for
communication skills is a necessary part of the training in order that service
employees can deliver courteous, caring, responsive and empathetic services
(Zeithaml and Bitner, 1 996). Therefore, training could influence the
effectiveness of communication.
(5) Adoption of teams increases the overall level of training

One of the advantages of teamwork is dissemination of good practice within a
team (Redman and Mathews, 1 998). Hence, team members will be able to train
each other within a team. Therefore, it is also possible that those companies
which adopt teamworking practices may have a higher level of training than
those companies which do not have teams.
(6) Teamworkfacilitates employee empowerment

Teams are identified as an integral part of empowerment (Shrednick and Stutt,
1 992; Randolph, 1 995b; Gunasekaran, 1 999) or teamworking results in
successful employee empowerment (Gatchalian, 1 997). Therefore, teams are
often a form of job involvement oriented empowerment (Bowen and Lawler,
1 995). Moreover, a sense of belongingness is correlated to taking on extra
responsibility (Schneider and Bowen, 1 984). Hence, teamwork encourages and
enables employees to take on new responsibilities and this aids employee
empowerment (Cook, 1 994).

103

(7) Teamworking practices, and the use of performance measurement and
reward for teams encourage each other
As teamwork has gained attention in the service sector, so performance
measurement and rewards for teams, as well as individuals, have begun to
become move prevalent. The research of Shrednick and Stutt (1 992) found that
teams have an impact on performance measurement both in terms of meeting
individual and team objectives, and both of these were measured by teams and/or
members of a team. On the other hand, performance measurement and reward
systems for teams as well as individuals are a prerequisite for successful service
teamwork (Berry and Parasuraman, 1 992). Unless tean1work is recognised by the
organisation, team members will not perceive their work within teams to be
valued by the organisation (Hoffman and Rogelberg, 1 998). Hence, performance
measurement and reward systems which are designed to support teamwork might
well influence the level of team.working.
(8) The effectiveness of teamwork, and of communication are closely inter
related with each other
The interdependence between teamwork and communication is well known.
Effective teamwork tends to involve sharing information and communicating
well; therefore, effective internal communication is seen to be vital for
successful teamwork (Shrednick and Stutt, 1 992; Macaulay and Cook, 1 995;
Ingram and Desombre, 1 999). On the other hand, a lack o f teamwork can cause
disruption in the communication/information flow (Macaulay and Cook, 1 995 ;
Ingram and Desombre, 1 999). Likewise a lack of communic ation has a major
adverse effect on teamwork (Ingram and Desombre, 1 999). Therefore, the level
of teamwork and communication will influence each other.
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(9) Employee empowerment increases the costs of recruitment and selection
It is important to recruit and select the right people with the required personality
and ability to manage the extra responsibility caused by empowerment (Dean
and Evans, 1 994; Bowen and Lawler, 1 995; Rafiq and Ahmed, 1 998).
Appropriate recruitment and selection will ensure that workers with the right
personality traits and capabilities are obtained (Dean and Evans, 1 994; Bowen
and Lawler, 1 995). Hence, empowerment will increase the cost of recruitment
and selection (Bowen and Lawler, 1 995).
(1 0) Empowerment offront line staff incurs increases in the cost of training
Empowerment necessitates training. It is essential that proper training 1s
provided for employees partly because of the necessity of managing a variety of
tasks and extra responsibility, partly because empowering front line staff will
enhance customer service quality only when employees have the right skills and
knowledge to make the right decisions (Randolph, 1 995b; Kappelman and
Richards, 1 996; Lin and Darling, 1 997; Rafiq and Ahmed, 1 998). Therefore,
empowerment increases the cost of training (Bowen and Lawler, 1 995).
(1 1) Empowerment facilitates the development of teams, and involves
teamworking knowledge
Empowerment techniques are seen to play a crucial role in building team
working (Beckhard, 1 969; Neilsen, 1 986 cited by Conger and Kanungo, 1988).
Encouragement of suggestion and involvement, which are forms of involvement
oriented empowerment, according to Bowen and Lawler ( 1 995), develop a team
climate (Macaualy and Cook, 1 995). Moreover, the highest level of
empowerment necessitates staff knowledge of teamworking (Bowen and Lawler,
1 995).
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(12) The higher the degree of empowerment the greater the provision of
feedback on performance appraisals and of rewards

Beach ( 1 996) recommends that feedback on performance appraisals is a useful
way of developing the empowerment process so that such feedback must be
frequent, regular and effective. Feedback on performance appraisals can be seen
as communication between management and employees, and empowerment has
been argued to have an impact on communication (see No. 1 3 below). Therefore,
it can be argued that when empowerment has taken place, feedback on
performance appraisals will become more frequent, regular and effective.
Empowerment seems to have an impact on reward as well. It is argued that
empowered employees with extra responsibility have to be rewarded (Rafiq and
Ahmed, 1 998). Otherwise, employees may interpret empowerment as an extra
responsibility which merely increases their workload (Erstad, 1 997). Thus,
reward could be used as a means of encouraging employees to take on new
responsibilities.
(1 3) Empowerment and communication support each other

Information sharing is one of the characteristics of the highest level of
empowerment (Bowen and Lawler, 1 995). Empowered employees will be able to
meet and satisfy customer' s requirements as well as dealing with complaints
(Berry and Parasuraman, 1992). However, when information on customers'
requirements and complaints are not communicated to empowered employees,
they will not be able to react promptly. Communication enables empowered
employees to respond to customers' requirements and complaints promptly.
Hence, empowerment necessitates effective communication.
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(14) Use of performance appraisals to identify training needs enhances the
provision of training
Evaluation on performance is regarded as crucial for training progranunes (Lin
and Darling, 1 997). Therefore, performance appraisals should identify individual
training needs (this is one of the purposes of performance appraisals stated by
Edmonstone, 1 996). Such performance appraisals may incur in increase in the
level of training.
(1 5) Feedback on performance appraisals improves two-way (internal)
communication
Performance appraisals inform employees how their performance compared with
management expectations (Elmuti et al. , 1 992). Hence, performance appraisals
(through feedback) improve communication between management and
employees (Omachonu and Ross, 1 995 ; Edmonstone, 1 996).
From the literature review on 'the seven corresponding features ', these fifteen
inter-relationships were identified among 'the other six features '. It is possible
that inter-relationships are not restricted to the fifteen discussed here. Yet, the
fundamental aim of this section is to demonstrate how 'the other six features ' are
inter-linked so that each of them may have a joint function in developing a
service culture and in supporting service quality. Hence, these fifteen inter
relationships are sufficient to provide evidence that 'the other six features ' are all
inter-linked. 'The other six features ' have a distinctive function in the
development of a service culture (see section 3 .3) and in the promotion of
service quality (see section 3 .4).

3.3.

The interdependence between culture and 'the other six features '

Although culture is one of 'the seven corresponding features ' which supports
service quality, it seems that culture has a distinctive function over and above
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'the other six features '. As has been stated 'the seven corresponding features '
can be seen to match many practices within HRM (Chapter 2), and it is argued
that appropriate management of human resource can create a service-oriented
culture (section 2.7 .7). Hence, in order to create a service-oriented culture,
management' s human resource practices are of vital importance (Schneider,
1 986; 1 990; Schneider et al., 1 992; Siehl, 1 992; Zeithaml and Bitner, 1 996;
Zerbe et al. , 1 998; Bowen et al. , 2000; Gronroos, 2000). Yet, the existing culture
must support 'the other six features ' since organisational culture will have a
powerful impact on how internal activities (e.g., training) will operate (Gronroos,
1 990b). The interdependence between culture and each of 'the other six features '
is defined as follows.
Culture and recruitment and selection
Recruitment and selection have been regarded as the starting point for
establishing and developing a quality culture through acquiring the right staff
(Gronroos, 1 990b; Snape et al. , 1 995; Redman and Mathews, 1 998), or that
focus on a quality-oriented culture is the desired outcome of recruitment and
selection (Bowen and Lawler, 1 992).
Culture and training
Training is regarded as a prerequisite for achieving service culture (Gronroos,
1 990b). Dale and Cooper (1 992) and Lainas (1 999) also argue that there is
interdependence between cultural change and training: cultural change
necessitates training. The existing culture must be changed to a quality-oriented
culture, and cultural change requires adjustments in employees' b ehaviour,
attitudes and working practices (Dale and Cooper, 1 992). In other words, cultural
change can take place by changing people's behaviour and attitudes (Dale and
Cooper, 1 992). The change can be facilitated by providing training for quality
(Dale and Cooper, 1 992; Patel, 1 994; Choppin, 1 995). However, training will not
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bring about the expected results if it does not fit with the existing culture of the
firm (Gronroos, 1 990b).
Culture and teamwork

Co-operation between people facilitates the accomplishment of service culture
(Gromoos, 1 990b) . A well-functioning team creates a friendly, positive climate,
and a lack of teamworking, on the other hand, causes a stale climate (Macaulay
and Cook, 1 995). Culture must encourage and focus on teamwork in order to
break down or prevent inter-departmental barriers (Parasuraman, 1 986) and to
stop internal competition (Kanji and Barker, 1 990).
Culture and empowerment

Organisational culture has to establish circumstances in which employees are
given freedom to make necessary decisions and are empowered to implement
their decisions (Gilmore and Carson, 1 995). Therefore, organisational culture has
a significant impact in creating the overall context in which different forms of
empowerment are placed (Lashley and McGoldrick, 1 994). In other words, there
will be an important change in organisational culture due to empowerment
(Cook, 1 994). Management can create an environment which facilitates and
encourages employees to attain empowerment (Beach, 1 996). Top management
leadership, commitment and participation are fundamental to develop culture of
empowerment (Randolph, 1 995a; Erstad, 1 997). A corporate culture, which can
be described as 'power' , 'role' or 'long-established control' (e.g. hospitality
firms), may be a barrier to developing a culture of empowerment (Lashley and
McGoldrick, 1 994).
Culture and performance appraisals and reward

Service culture can also be created and developed through expecting and
rewarding service excellence (Schneider et al., 1 992). Performance appraisals
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have been used to give direction to the workforce (Nevling, 1 992) via
communicating organisational goals and informing employees how their
performance compared with management expectations (Elmuti et al., 1 992).
Reward and recognition provide an example of desirable behaviour towards the
company' s quality goals so that reward and recognition encourage employee
involvement in cultural change (London and Higgot, 1 997). On the other hand,
performance appraisals and reward could be affected by the existing culture.
When the criteria of performance appraisals and reward are based on hard data
(e.g., productivity, quantity, sales) even though the importance of quality and
customer satisfaction is communicated, employees will in turn focus on these
areas for which their efforts are recognised and rewarded (Van Looy et al., 1 998;
Zeithaml and Bitner, 2000).
Culture and communication
Effective internal communication improves corporate culture (Lievens et al.,
1 999) since quality concepts will be communicated throughout the company
(Higginson and Waxler, 1 994) and uncertainty will also be diminished through
two-way communication (Gronroos, 1 990b). In addition, communication will
enable cultural change (Gronroos, 1 990b; Zerbe et al., 1 998): cultural change
usually means behavioural change (McLaurin and B ell, 1 99 1 ; Anj ard, 1 995), and
people's behaviour can be influenced by communication (Oakland, 1 993).
The interdependence between culture and all of 'the other six features ' is clear.
Moreover, it seems that recruitment and selection have more importance within
'the other six features ' in terms of culture since recruitment and selection is
defined as the starting point of a quality culture. However, since the literature
(section 2.7) did not classify which of 'the other six features ' are more important
than others, it can be assumed that the other features ( apart from recruitment and
selection) are equally important to the development of a service culture.

1 10

3.4.

The association between service quality 1 and 'the seven corresponding

features '
'The seven corresponding features ' are regarded as having both a direct and an

indirect impact on service quality through staff turnover/retention, involvement,
participation, commitment, satisfaction, and motivation of employees2 , and these
relationships can be clarified as follows.
Service quality and recruitment and selection

Recruitment and selection of the best possible personnel have been seen as vital
in order to deliver quality service (Zeithaml, Parasuraman and Berry, 1 990;
Zeithaml and Bitner, 1 996; 2000) since a major cause of poor service quality is
that the wrong people are recruited (Berry and Parasuraman, 1 992). It is
commonly acknowledged that staff turnover in many service organisations is
very high ( e.g., Schneider, 1 986; Keltner and Finegold, 1 996; Campbell et al.,
2000). Yet, recruitment can affect the level of retention (Harte and Dale, 1 995)
since informal recruitment procedures and incorrect selection criteria can cause
high staff turnover (Jameson, 2000). Staff retention should be maintained,
because low staff turnover tends to produce superior service quality (Schneider
and Bowen, 1 985).
Service quality and training

Training is clamed to be one of the essential features for improving quality
(Brown, 1 994; Patel, 1 994; Perry, 1 995) and to deliver quality service
competently and confidently (Berry and Parasuraman, 1 992). Since a lack of

1

Since service quality is linked to customer satisfaction (Cronin and Taylor, 1 992; Newman et
al., 1 998 cited by Allred, 2001, see section 1 .4), service quality here is interpreted to include
customer satisfaction.
2
Those can be referred to as 'employee attitudinal and behavioural factors' .
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proper training is one of the reasons for a lack o f quality in human service
(Joseph, 1 996), training will be able to minimise the risk of service failure.
Training reduces role ambiguity and j ob stresses and therefore is likely to
generate employee job satisfaction (Schneider, 1 980; Joseph, 1 996) . If
employees are satisfied, they will be able to provide their best possible
performance (Gronroos, 1 990b ). Training is one of the features which generates
employee commitment (Gunasekaran, 1 999). Employee commitment and
satisfaction will have an impact on service quality (Tj osvold et al. , 1 999).
Moreover training as continuous learning will be a motivational factor as a
source of self-esteem (Berry and Parasuraman, 1 992). This is because employees
can measure their own improvement through training; they will then have a
greater sense of achievement (Maister, 1 993). Therefore, training will enhance
employee motivation (Kappelman and Richards, 1 996). If employees are highly
motivated, productivity and quality are more likely to be superior, and hence,
through training and motivation, employees can make a huge difference to
customer satisfaction (Maister, 1 993).
Service quality and teamwork

Weak service performance is strongly associated with a lack of teamwork
(Redman and Mathews, 1 998). This is because a maj or problem of lack of
teamwork is disruption in communication within teams or among teams
(Macaulay and Cook, 1 995), which in turn results in customer dissatisfaction
(Ingram and Desombre, 1 999). Therefore, service failure can be minimised by
teamworking (Redman and Mathews, 1 998). On the other hand, when effective,
a team tends to develop the capability of delivering a high level of quality
service (Tjosvold et al. , 1 999). Teamwork is a means of supporting the
willingness to deliver quality service (Berry and Parasuraman, 1 992) and
through support from team members, motivation for providing quality service is
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likely to continue (Zeithaml and Bitner, 1 996). Empowered teams and effective
teamworking will have an impact on customer satisfaction (Shrednick and Stutt,
1 992; Ingram and Desombre, 1 999). Employee motivation for providing quality
customer service is one of the necessities for effective teamwork (Ingram and
Desombre, 1 999).
Teamwork has an impact on employee involvement (Saunders and Preston,
1 994), participation (Dale and Cooper, 1 992), and motivation (Ross, 1 993;
Omachonu and Ross, 1 994; Macaulay and Cook, 1 995). Ingram and Desombre
( 1 999) state that it is possible that effective teamwork and employee satisfaction
are associated. Effective teamwork increases employee satisfaction and
commitment towards customer service (Tjosvold et al., 1 999), and reduces staff
turnover (Schneider and Bowen, 1 984). Staff turnover should be kept to a
minimum since high staff turnover in, for example, the hospitality industry may
harm the teambuilding process (Ingram and Desombre, 1 999).
Service quality and empowerment

Empowerment may not always result in high service quality. Empowerment is
not applicable to all types of service business (Bowen and Lawler, 1992; Rafiq
and Ahmed, 1 998) or is not an absolute necessity under all circumstances
(Boshoff and Leong, 1998). Previous research has shown empowerment will
enable front line staff to meet and satisfy ever-changing customer
requirements/demands as well as to responding promptly to their complaints
(Zeithaml, Parasuraman, and Berry, 1 990; Berry and Parasuraman, 1 992; Van
Looy et al., 1 998). Thus, empowering employees who are able to make decisions
and deal with customers is seen to be one of the crucial factors in achieving and
improving the level of service quality (Ghobadian et al., 1 994; Lin and Darling,
1 997; Rafiq and Ahmed, 1 998). On the other hand, customisation of services
which empowered employees undertake may cause slower or inconsistent
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service delivery and this can potentially lead to dissatisfaction for customers who
are waiting to be served or who think they are unfairly treated (Rafiq and
Ahmed, 1 998). Besides, employees with insufficient experience, training,
motivation or supervision, may take decisions which are not desirable for either
the organisation or the customers (Martin and Adams, 1 999). Therefore,
empowerment may not guarantee service quality.
Some authors state that empowerment encourages employee participation and
involvement which in tum will generate employee commitment (Dale and
Cooper, 1 992; Kennerfalk and Klefsjo , 1 99 5 ; Gunas ekaran, 1 999). Involvement
and participation, and commitment from employees are vital requirements for
successful TQM implementation (Kanji, 1 990; Bertram, 1 99 1 ; Menon, 1 992).
Others have argued that empowerment will increase employee motivation,
participation, involvement, commitment, and satisfaction, and will also help to
reduce staff turnover (Ripley and Ripley, 1 992; Lashley and McGoldrick, 1 994;
Ashness and Lashley, 1 99 5 ; Rafiq and Ahmed,

1 998). Nevertheless,

empowerment has to be applied to the right people. Otherwise empowerment
will create a feeling of discomfort (Ashness and Lashley, 1 995). According to
Bowen and Lawler ( 1 995), successful employee empowerment entails an
increase in the cost of recruitment and selection, and of training. Therefore, they
stress that staff retention becomes vital and turnover should be kept to a
mm1mum.
Service quality and performance appraisals and reward
Performance appraisals and reward can help to motivate staff, but a poorly
designed system of appraisals and reward could demotivate staff (D eming, 1 986;
Elmuti et al., 1 992; Palmer, 200 1). However, when designed carefully and
appropriately, the performance appraisal and reward system will have a positive
effect on quality (Shadur et al., 1 994; Redman and Mathews, 1 998). It will also
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improve employee motivation and, will create employee involvement,
commitment and j ob satisfaction (Harte and Dale, 1 995; Snape et al., 1 995;
Redman and Mathews, 1 998; Chung and Schneider, 1 999 cited by Zeithaml and
Bitner, 2000; Palmer, 200 1). Moreover, reward and recognition are essential in
order to retain the best people (Snape et al., 1 995; Zeitharnl and Bitner, 1 996).
Service quality and communication

Two-way, internal communication is regarded as critical in supporting service
quality. Downward communication enables employees to deliver what customers
expect from the company (Gilmore and Carson, 1 995; Gromoos, 2000; Zeithaml
and Bitner, 2000). Upward communication allows employees to provide
management with information about customers (Gronroos, 2000). It also enables
front line staff to articulate what they need in order to meet customers'
requirements (Gromoos, 2000). Therefore, problems can be prevented or their
effects minimised when they do occur (Zeithaml and Bitner, 2000). In other
words, a lack of communication causes customer dissatisfaction (Ingram and
Desombre, 1 999). A lack of communication and understanding about vision,
values and direction as well as a lack of feedback on performance were some of
the main causes of poor service in the studies by Grinstead and Timoney
( 1 994a/b).
Communication and commitment are strongly associated (Allen, 1 992) so that
two-way communication maintains employees' motivation and interest which in
tum will lead to their commitment to TQM (Varian, 1 9 9 1 ), to the firm and to
service quality (Zeithaml and Bitner, 1 996) . Effective communication is one of
the methods of gaining front line staff commitment (Newman, et al., 1998).
Focusing on communication, employee participation and empowerment results
in an increase in commitment (Savery et al., 1 998). On the other hand, a lack of
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effective communication tends to increase role ambiguity and frustration and
therefore decreases j ob satisfaction (Rogers et al. , 1994).
Service quality and culture

It has been argued that organisational culture or a service-oriented culture has a
powerful impact on employees' behaviour/service delivery (Schneider, 1 986;
Siehl, 1 992; Zerbe et al. , 1 998). Employees' behaviour is critical for delivering
quality services (Parasurarnan, 1 986, and also see section 2.5). This is because
employees' behaviour/service delivery affects customer perceptions of the
quality of service which they receive (Schneider, 1 980; Schneider and Bowen,
1 98 5 ; 1 993 ; 1 995 ; Gronroos, 1 990b ; Schneider et al., 1 992; 1 998; Siehl, 1 992;
Clark, 1 997; Zerbe et al. , 1 998; Bowen et al., 2000).
Employees' perception of service-oriented culture, and of management's HR
practices, and their satisfaction and retention, as well as customers' perception of
service quality are all associated (Schneider, 1 980; Schneider and Bowen, 1 98 5 ;
1 993 ; 1 995 ; Moeller an d Schneider, 1 986).
The association between service quality and 'the seven corresponding features '
has been established clearly. Within 'the seven corresponding features ', culture
seems to be more important than 'the other six features ' as culture pervades 'the
other six features '. Nonetheless, since the literature (sections 2.7. 1 to 2.7.7) did

not state which of 'the seven corresponding features ' are more important than
others, it can be assumed that with the exceptions of culture, and recruitment and
selection (see section 3 .3), training, teamwork, empowerment, performance
appraisals and reward, and communication can b e regarded as equally important
in the promotion of service quality.
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3.5.

Model development

A model has been developed which illustrates, firstly, the fifteen inter
relationships among 'the other six features ', secondly, the interdependence
between culture and all of 'the other six features ', and finally, the association
between service quality and 'the seven corresponding features ' ( see Figure 3 . 1 ).
Recruitment and selection are placed at the top of the model as it has been
argued that they are the starting point of service culture/organisation (Zeithaml,
Parasuraman and Berry, 1 990; Berry and Parasuraman, 1 992; Snape et al., 1 995 ;
Zeithaml and Bitner, 1 996; 2000; and Redman and Mathews, 1 998). Training
and teamwork are placed below recruitment and selection, because of their
influence on other features, and because they are influenced by recruitment and
selection. The positions shown here, with training at the left and teamwork at the
right, can be interchangeable.
Empowerment is placed in the middle of the diagram, because empowerment is
related to recruitment and selection, training, teamwork, performance appraisals
and communication. As for performance appraisals and reward, and
communication, these are placed at the bottom of the diagram, because they do
not appear to be directly affected by recruitment and selection.
In the model, there is no arrow linking culture and 'the other six features ',
because culture appears to pervades all o f 'the other six features '. 'The seven
corresponding features ' are identified as influencing service quality directly as
well as indirectly through employee attitudinal and behavioural factors 3 •

3

These include retention, involvement, participation, commitment, satisfaction and motivation of
employees.
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Figure 3 . 1 .

The overall relationships o f 'the seven corresponding features '

from TQM, internal marketing, and the strategies to close Gap 3

Cultu re
Recru itment
and selection

Retention ,
involvement,
participation,
com mitment,
satisfaction and
motivatio n of
employees

�

Service Quality &
Customer Satisfaction
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3.6.

Chapter summary

This chapter presented a number of research issues which were developed into a
model of how 'the seven corresponding features ' support service quality. The
fifteen inter-relationships among 'the other six features ', the interdependence
between culture and 'the other six features ', and the association between service
quality and 'the seven corresponding features ' were clarified. The model was
treated as a representative of a wide range of service business. This was because
the differences among the four types of service business in terms of some of 'the
seven corresponding features ' were due to the nature of the business and hence

did not seem to result in the level of service quality, while the literature did not
provide clear distinctions for the other features (sections 2.7 . 1 . to 2.7.7, and 3 . 1 ).
Those research issues will be tested in Chapter 5 : Questionnaire analysis and
discussion. The methods used to test the model are discussed in Chapter 4:
Methodology which also includes a description of the analytical techniques used
in Chapter 5 .
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Chapter 4.
4.1.

Methodology

Introduction

This research investigates the fundamental features supporting service quality in
a wide range of service businesses focusing in particular on mass and
technological services. From a comparative study of the literature on TQM,
internal marketing and the strategies to close Gap 3, seven themes common to all
three areas of literature were found (Chapter 2). Subsequently, an extensive
review of the literature on 'the seven corresponding features ' (from sections
2.7. 1 to 2.7.7) provided a basis for the development of a model which includes,
firstly, fifteen inter-relationships among 'the other six features ', interdependence
between culture and 'the other six features ', and an association between service
quality and 'the seven corresponding features ' (Chapter 3).
In order to test the model (see Figure 3 . 1 ) empirically, a questionnaire survey
was carried out. A variety of statistical analyses were applied. Differences
between mass and technological services were also identified (see Chapter 5).
Issues raised by the analysis of the questionnaire data were further investigated
through 1 8 in-depth interview comprising eleven from mass services and seven
from technological services (see Chapter 6). In particular, the interviews (as a
supplement to Chapter 5) aimed to investigate managers' perception of the
importance of 'the seven corresponding features ' with regard to the promotion
of service quality in mass and technological services. In this chapter, the
methodology of the questionnaire survey (from sections 4.2 to 4. 1 0) and the
supplementary in-depth interviews (section 4. 1 2 onwards) are discussed. A
detailed exan1ination of all the statistical techniques used to analyse the
questionnaire is also included (section 4. 1 1). This chapter starts with a
discussion of the quantitative research methods adopted.
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4.2.

Population and sampling frame

Since the model in Chapter 3 (see Figure 3 . 1 ) does not represent a specific
service, a wide range of service business could be targeted in this research. Yet,
mass and technological services are of greatest interest. This is partly because, as
Heskett et al. ( 1 990) state, the approaches to the management of human
resources in professional services and in the service factory are clearly
distinctive as they lie at the extremes, but the management practices of mass
service and of technological service are less clearly differentiated (section 2.6).
In addition, the literature on empowerment (section 2.7.4) suggests clear
differences between the degree of empowerment in professional services (high)
and in the service factory (low). Yet, the degree of empowerment in mass
services and in technological services is located between somewhere
professional services and the service factory. Nevertheless, there might be a
variety of levels of empowerment in these two services, with some lying close to
the high empowerment of professional services whereas others may not be far
removed from the low empowerment regime of the service factory. There might
be a considerable variety in the degree o f empowerment in both mass and
technological services although both types of services can be classified as having
a medium degree of empowerment. Hence, the population relevant to this study
consists exclusively of mass and technological services: professional services
and the service factory were not included in this research. Moreover, companies
with less than 200 employees were not targeted since their awareness of service
quality is likely to be very low and hence, they are unlikely to have significant
experience of quality management 1 .
For the above reasons, in order to test the model empirically, companies in mass
and technological services with 200 or more employees were targeted
1 Previous research (Mathews et al., 200 l a/b/c) identified this to be the case.
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exclusively in this research. Moreover, the purposes of the empirical research
extended to the identification of any material differences between mass and
technological services.
In order to obtain a sampling frame of companies in mass services and in
technological services in the UK, the FAME2 database was utilised. Compared to
other data sources such as Kelly's directories, Kompass, the internet, Yellow
Pages, the FAME database has the following advantages for researchers. Firstly,
the FAME database is a computerised database and contains UK Standard
Industrial Classification of economic activities - SIC. Thus, companies in all
industries in the UK with their address, telephone number(s), the name of the
director, the latest profits, the most recent number of employees, and a
description of the nature of their businesses can be obtained. Moreover, sectors
can be selected including as may as or as few as is required according to the
definition of the population. Further, targeting companies with a maximum or
minimum number of employees can also b e managed. Additionally, as it is a
computerised database, a list of companies can easily be printed out in
alphabetical order.
The FAME database identified 7,769 companies with 200 or more employees.
The sampling frame for this research is shown in Table 4. 1 which represents the
whole population as accurately as possible. Since the ideal sampling frame
contains all the sampling units in the population (Frankfort-Nachmias and
Nachmias, 1 992), or highly representative samples - samples very much like the
population (Neuman, 2000), all service companies were targeted. Section 4.4
details how respondents were selected.

2

FAME stands for Financial Analysis Made Easy
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Table 4. 1 . The sampling frame
SIC
code

40
41
45
50
51
52
55
60
61
62
63
64
65
66
67
70
71
72
73
74
93

Sector

Electricitv, aas, steam & hot water supply
Collection , purification & d istribution of water
Construction
Sal e , m aintenance & repair of m otor vehicles &
motorcycles; retail sale of automotive fuel
Wholesale trade & comm ission trade, except of motor
vehicles & motorcycles
Retai l trade , except of m otor veh icles & m otorcycles;
repair of personal & household aoods
Hotels and Restaurants
Land Transport
Water Transport
Air Transport
Post and Telecommunications
Supporting and auxil iary transport activities; activities of
travel aQencies
Fin ancial intermediation, except insurance and pension
fundina
Insurance and pension fu nding, except com p ulsory
social security
Activities auxiliarv to fin ancial interm ediation
Real estate, rentinQ and business activities
Renting o f machinery and equi pment without operator
and of personnel
Com puter and related activities
Research and development
Other business activities
Other service activities
Total DOIJU lation

No. of firms
identified by
FAM E d atabase

71
43
81 1
41 9

1 ,444
925
450
31 3
54
64
1 87
1 00
304
1 68
43
1 35
58
303
64
1 ,352
461

7,769

Although the FAME database has a number of advantages (discussed above),
there are also some drawbacks. The major problem in using the FAME database
lies in the inaccuracy of some of the information3 . For example, on some
occasions, addresses appeared to be incomplete or totally incorrect, and there are
some wrong telephone numbers in the list. Further, the addresses and telephone
numbers are sometimes duplicated by mistake. Additionally, the number of
3 The author of this thesis was previously involved in a project (Mathews et al., 200 l a/b/c) using
the FAME database and experienced the inaccuracy of information.
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employees does not seem to be entirely reliable. These inaccuracies, therefore,
needed to be identified and checked before carrying out the survey. Accurate
information is also needed to increase response rates (see section 4.4 for more
detail). In order to ensure the accuracy of information and to obtain a company' s
correct address, telephone enquiries were carried out from mid-January 200 1 to
the end of February 200 1 .
4.3.

Types of surveys

Three major types of surveys are commonly utilised to collect information from
respondents: mail questionnaires, personal interviews, and telephone surveys (De
Vaus, 1 99 1 ; Frankfort-Nachmias and Nachmias, 1 992; Neuman, 2000).
According to De Vaus ( 1 99 1 ), selecting a survey method will involve: the nature
of the population, sample size and distribution, survey topic, types of questions,
time constraints, availability of skilled personnel, amount of money available,
and the number of callbacks. Moreover, each one has its distinctive benefits and
drawbacks (see Table 4.2), the best type of survey will depend on circumstances
(McBumey, 1 994).
Table 4.2. Comparison of advantages and disadvantages of three survey methods
Criterion

Personal
i nterview

Mail

Telephone

Moderate
Low
Cost
High
Hiqh
Hiqh
Low
Response rate
Low
Control of interview situation
Moderate
High
Moderate
H igh
App l icabil ity to geograph ical ly dispersed
Moderate
popu lations
Hiqh
App licability to heteroqeneous popu l ations
Low
High
High
Moderate
Moderate
Col lection of detailed information
High
Low
Low
Speed
(Sou rce Frankfort-Nach m ias and Nachmias, 1 992)
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Choice of sun;ey method

De Vaus ( 1 99 1 , p l 12) stresses that the cost advantages of any method depend on
how geographically dispersed the sample is: 'the greater the dispersion, the more
expensive the personal interview' . Because a wide range of service businesses in
the United Kingdom were targeted in this research (see Table 4. 1), personal
interviews4 were not appropriate in terms of time and cost of travel, and the
number of interviewers (Frankfort-Nachmias and Nachmias, 1 992). On the other
hand, distance does not affect the expense of mail surveys (De Vaus, 1 99 1 ;
Neuman, 2000), and a mail survey involves the lowest cost and can be conducted
by a single researcher (De Vaus, 1 99 1 ; McBurney, 1 994; Neuman, 2000).
Further, a mail survey is anonymous and avoids interviewer bias (Frankfort
Nachmias and Nachmias, 1 992 ; McBurney, 1 994; Neuman, 2000).
Since the purpose of administering the survey was to test the model (Figure 3 . 1 ),
a number of questions utilising a seven-point Likert scale (see section 4.5 for
more detail) were needed to cover all the research issues discussed in Chapter 3.
Telephone interviews therefore, may also not be the ideal method of
administering a survey involving a large number of such questions. This is
because complicated and/or open-ended questions are not suitable for telephone
interviews (McBurney, 1 994 ). Moreover, respondents may be confused by being
given a substantial number of alternative answers (De Vaus, 1 991). In addition,
companies which do usually take part in written surveys may not take research
calls5 • Unlike telephone interviews which impose limitations on the number of
questions (Neuman, 2000), in a mail survey, even though questions have to be
concise, it has been argued that 'in surveys of specialised populations with
relevant topics, the length of a questionnaire seems to be less important' (De
Personal interviews are identified as the most costly method of administrating survey ( e.g. De
Vaus, 199 1 ; McBurney, 1 994).
5
Initial telephone enquiries confirmed that this was the case.

4
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Vaus, 1 99 1 , p 1 09). When questions require straightforward and concise answers,
a mail questionnaire is the most suitable method to administer the survey (Jobber
and O'Reilly, 1 996).
Although there is a tendency for personal and telephone interviews to achieve
higher response rates than mail questionnaires in general population samples, it
depends on the topic of the survey (De Vaus, 1 99 1 ). A mail survey becomes very
effective, and high response rates can be obtained from a targeted population
(Neuman, 2000), especially when the topic under investigation is of particular
relevance to the group (De Vaus, 1 9 9 1 ) . In surveys of specific, more
homogeneous groups (in this research, service quality in service organisations),
mail surveys seem to be about as good as other techniques (De Vaus, 1 99 1 ).
Additionally, respondents will be able to complete the questionnaire at their most
convenient time (McBumey, 1 994; Neuman, 2000).
Considering these points, a mail questionnaire was considered to be the most
suitable for administering the survey. There are however some disadvantages of
a mailed survey which are as follows.
Problems of a mail survey

The principal problem of a mail survey is low response rates which can generate
bias in the study (De Vaus, 1 99 1 ; Frankfort-Nachmias and Nachmias, 1 992;
Jobber and O'Reilly, 1 996; Neuman, 2000). Mail survey response rates may be
between 1 0% and 50% (McBumey, 1 994; Neuman, 2000), or without follow
ups, a maximum of 40% (Frankfort-Nachmias and Nachmias, 1 992). For
academic research, it is difficult to obtain even a 1 5% questionnaire return
(Smith, 1 99 1 ). Low response rate results in a loss of sample size which may limit
the range of analytical techniques that can be used, and might reduce the power
of statistical testing (Jobber and O'Reilly, 1 996). Researchers, however, do not
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agree about what is an acceptable response rate. Frankfort-Nachmias and
Nachmias (1 992) stress that there is no definite acceptable response rate or no
agreed standard for a minimum response rate.
One of the methods to increase the response rate is to send follow-ups; however,
they add extra cost and time to the data collection stage (Neuman, 2000). The
duration of a mail survey will take 6 to 8 weeks including follow-ups (De Vaus,
1 99 1 ). Moreover, there is great difficulty in inferring the effect of non-response
(Frankfort-Nachmias and Nachmias, 1 992). If answers from non-respondents are
different from those who do respond, the responses are not representative of the
population, and this will lead to bias in the survey (Frankfort-Nachmias and
Nachmias, 1 992; Neuman, 2000). Furthermore, there may be no opportunity to
pursue ambiguous or vague answers (Frankfort-Nachmias and Nachmias, 1 992)
nor any possibility of clarifying respondents' misunderstandings of questions
(McBumey, 1 994). Additionally, researchers do not know whether the
questionnaire is passed on to the appropriate person (De Vaus, 1991) nor who
actually filled in the questionnaire (Frankfort-Nachmias and Nachmias, 1992).
Finally, the questions have to be simple enough to be understood by respondents
from the printed instructions (De Vaus, 1 99 1 ; Frankfort-Nachmias and
Nachmias, 1 992). If questions are complex, they are likely to be misinterpreted
or left blank.
The next section will describe in detail how these problems of a mail survey
were dealt with in this research.
4.4.

Approach adopted: a mailed questionnaire

The strategy of data collection was initially by mailed questionnaire. A variety of
techniques below are suggested to overcome the disadvantages of a mailed
survey (De Vaus, 1 99 1 ; Frankfort-Nachmias and Nachmias, 1 992; Jobber and
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O'Reilly, 1 996; Cavusgil and Elvery-Kirk, 1 998; Black, 1 999; Neuman, 2000)
and many were adopted in this research.
Pre-notification

Contacting recipients in advance via telephone and telling them that they are
going to receive a questionnaire tends to increase response rates (Jobber and
O'Reilly, 1 996; Cavusgil and Elvery-Kirk, 1 998). It will be effective if the first
mailing takes place shortly after the notification. Previous research by the author
suggested that notification becomes ineffective when there is a significant period
of time between the notification and the first mailing. Moreover, reaching an
individual respondent can take a long time and/or result in making multiple calls.
Therefore, in this research, notification to an individual respondent was not
employed. However, a telephone enquiry was utilised prior to mailing in order to
obtain the respondent's name and their company' s correct address (details
below).
Selection of respondents through a telephone enquiry

A quality manager was primarily sought as a respondent; however, many service
companies in this population did not have a quality department. Hence, a middle
manager (or equivalent) who was responsible for the promotion of service
quality was solicited as respondent. Since the selection of the respondents is
highly dependent on the nature of the survey and the characteristics of the
population, in the selection process, there will be very little that can be done in
order to increase the response rate (Frankfort-Nachmias and Nachmias, 1992).
Yet, in pursuit of accuracy (see section 4.2) and personalisation, a telephone
enquiry was carried out (Mid January 2001 to end of February 200 1 ) before the
first mailing. By the end of February 200 1 , a total of 2,5 7 1 service firms 6 with
6

Including 600 companies from a previous research project (Mathews et al., 200 l a/b/c).
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the address and the respondent' s name were obtained (see Table 4.3 for No. of
individual sector).
Table 4.3 . Mailing firms by sectors
SIC
code

40
41
45
50
51
52
55
60
61
62
63
64
65
66
67
70
71
72

73
74
93

Total

Sector

Electricity, qas, steam & hot water supply
Col lection , purification & distribution of
water
Construction
Sale, maintenance & repair of m otor
veh icles & motorcycles; retail sale of
automotive fuel
Wholesale trade & com m ission trade,
except of motor vehicles & motorcycles
Retail trade, except of m otor vehicles &
m otorcycles ; repair of personal & household
qoods
Hotels and Restaurants
Land Transport
Water Transport
Air Transport
Post and Telecommunications
Supporti ng and auxiliary transport activities ;
activities of travel agencies
Financial intermediation , except insurance
and pen sion fu ndino
Insurance and pension funding, except
com pulsory social security
Activities a uxil iary to financial intermediation
Real estate, rentinq and business activities
Renting o f machinery and eq uipment
with out operator and of personnel
Com puter and related activities
Research and development
Other business activities
Other service activities

No. of firms
i d entified by
FAM E
database

71
43

No. of mai ling
fi rms
identified from
the telephone
enquiry

21

15

81 1
419

367
1 62

1 ,444

383

925

1 65

450
313
54
64
1 87
1 00

1 73
1 38
28

304

1 06

1 68

74

43
1 35
58

18
42

303

1 00
28
414
1 62
2,571

64
1 ,352
46 1
7,769

42

52
54

27
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On some occasions, the job title was used instead of the name of a respondent
due to company policy of not releasing personal details. Over 5 ,000 firms listed
on the FAME database were deleted from the mailing list due to:
•

No telephone number listed;

•

List duplication;

•

Companies which had been merged and therefore could not spare time;

•

Companies which did not participate in any types of research;

•

Companies which charged to fill in the questionnaire;

•

Companies which would only co-operate in government research;

•

Companies which did not primarily function as a service business;

•

Management buy out had just taken place so that they did not function
properly yet;

•

Companies which were closing down;

•

Companies which were holding companies or chairman' s office;

•

Companies which did not have a person responsible for the promotion of
service quality;

•

Respondents' personal rejection.

The target sample therefore became 2, 5 7 1 .

Covering letter
A number of essentials which should be included in a covenng letter are
recommended in order to make recipients feel that the questionnaire is different,
special, important or worthwhile (De Vaus, 1 99 1 ; Frankfort-Nachmias and
Nachmias, 1 992; Jobber and O'Reilly, 1 996; Cavusgil and Elvery-K.irk, 1 998;
Black, 1 999; Neuman, 2000). The recommended essentials are as follows:
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•

Official letterhead;

•

Date mailed;

•

Personalisation - tends to increase the respondent' s feeling that their
response is important;

•

A semi-personal letter rather than a formal form letter;

•

Explanation of the purpose of the study and its usefulness;

•

Explanation of how the respondent was selected and the importance of their
response;

•

Appealing to the respondents' goodwill such as asking respondents that you
need their help.

•

Source: according to Cavusgil and Elvey-Kirk (1 998, p 1 1 74), the source is
'directly related to how the survey recipient believes the information from
returned questionnaires will be utilised' .

•

Identification of sponsor of the survey;

•

Guarantees of anonymity and confidentiality;

•

An indication of what will be done with the results and an offer to make the
results available;

•

An offer to answer any questions that might arise;

•

A hand-written signature in blue ink;

•

Cuto ff-date notification;

•

The researcher' s name, phone number and position.

Two types of covering letter were used in the pilot. Adopting all the essentials
above led to a two page letter. A shorter, one page letter excluding the
explanation of how the respondent was selected, was also used. In both types of
covering letter, respondents were invited to make enquiries if they needed any
clarification in order to complete the questionnaire.
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Format of questionnaire and envelop es

An AS sized booklet with beige colour paper was used for the questionnaire with
clear instructions and adequate spacing. These may help to increase response
rates (Frankfort-Nachmias and Nachmias, 1 992; Cavusgil and Elvey-Kirk, 1 998;
Black, 1 999; Neuman, 2000). Additionally, envelopes were personalised since
the first essential step is to get the respondent to open the envelope.
Reply envelopes

Stamped and self-addressed envelopes are found to be relatively effective: they
tend to produce better response rates than business reply envelopes (Frankfort
Nachmias and Nachmias, 1 992; Jobber and O'Reilly, 1 996; Cavusgil and Elvey
Kirk, 1 998; Black, 1 999; Neuman, 2000). Nevertheless, due to financial
constraints, business reply envelopes were utilised in this research.
Incentives

Both monetary and non-monetary incentives such as a pen or a pocket-knife can
increase the response rate, say, from 12% to 27% (Jobber and O 'Reilly, 1 996,
see Table 4.4).
Table 4.4. Effects of response rates
Methods

Prior telephone calls
Monerarv incentives
• 1 0 cents
25 cents
1 dollar
• 20 pence
Non-monetary incentives
Pen
• Pocket knife
Stamp busienss reolv
Anonym ity (in-company)
Anonym ity (external)

•
•

•

Response increase
19 %

17
19
26
15

%
%
%
%

12 %
15 %
7%
20 %
10 %
(Source Jobber a n d O'Reil ly, 1 996)
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In this research, due to financial constraints, neither monetary nor non-monetary
incentives were employed. However, in the covering letter (both of them), it was
clearly indicated that for every returned questionnaire, a small donation to
OXFAM would be made. Moreover, the respondents were invited to request a
copy of the results if they wished.
Date of mailing out

Receiving a questionnaire on Monday or Friday is not ideal, because a manager
in a company will have a pile of mail on a Monday so that there is a high
probability that the questionnaire will be overlooked. Moreover, Friday is the
end of the week so they may not feel like spending extra time and staying at the
company to fill in the questionnaire. Mailing on a Tuesday with the
questionnaire arriving on a Thursday will give respondents an opportunity to fill
in the questionnaire by the end of the week (De Vaus, 1991 ). However, due to
financial constraints, all questionnaires would be sent by the second-class
stamps, and hence, they were sent on a Monday so that it would reach
respondents on a weekday. Further, in order to avoid sending out the
questionnaire in December and during major holiday periods is sensible
(Newman, 2000) , the pilot test was conducted during late February to mid April
200 1 (also see section 4.6), the main mailing took place in mid May 200 1 (also
see section 4.9), and the follow-up took place in the early June 2001 (see below).
Follow-ups

Although sending follow-ups increases the costs and duration of the survey, it
can certainly increase response rates (Newman, 2000). Additionally, the
respondents may realise their response is important by receiving the
questionnaire again. Average cumulative response rate to four mailings is shown
in Table 4.5.
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Table 4.5. Average cumulative response rates to four mailings
Time
Averaoe response rate
Mailing
Week 1
1 . First mailinq
23.8 %
Week 2
2. Postcard follow-up
42.0 %
Week 4
3. First replacement auestionnaire
59 .0 %
Week 7
72.4 %
4. Second replacement sent by certified m ail
(Source Frankfort-Nach m i as and Nachmias, 1 992)

The first follow-ups took place three weeks after the first mailing. Due to
financial constraints, postcard, second or third follow-ups were not carried out.
Therefore, the first follow-up included another copy of the questionnaire and a
business reply envelope with a follow-up covering letter.
4.5.

Q uestionnaire develop ment

The content of the questionnaire was developed primarily from literature
sources. In order to test the model, the questionnaire enquired about 'the seven
corresponding features ' and overall assessment of company performance. It was

desi gned for completion by middle managers or equivalent. This is because
although top management are fully aware of company policy, they normally
have least contact with front line staff. Junior management, on the other hand,
often have contact with front line staff, but are less likely to have great
understanding of company policy. Therefore, middle managers or equivalent
who were responsible for the promotion of service quality were though to be the
best respondents since they are aware of company policy and often involved with
front line staff.
The questionnaire used for pilot testing covered mainly eight areas : ( 1)
recruitment and selection, (2) training, (3) teamwork, (4) empowerment, ( 5)
performance appraisals and reward, ( 6) communication, (7) culture of the
organisation, and ( 8) overall assessment of company performance. Seven-point
Likert scales were used to assess these areas. According to Holmes ( 1 974),
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scales generally take the form of five or seven points. Therefore, it would
provide respondents more choice of answers than five-point scale. Each area of
the pilot questionnaire is described next. However, in order to illustrate the
process of scale development, the area of culture7 is presented and explained in
detail here. The questionnaire items in the other areas are shown in Appendix A.
Culture of the organisation

The first step in developing this area in the pilot questionnaire was to review
questionnaire survey items used in previous research on organisational culture.
The literature and research on culture can be broad. However, culture, in this
research, was examined specifically in relation to quality and service quality.
Hence, existing questionnaire items on culture which did not address quality or
service quality were not included.
The literature review on culture (section 2.7.7) provided the basis for developing
an outline of the questionnaire content. The literature on culture stresses the
importance of changing from the existing organisational culture to TQM culture
(Hildebrandt, 1 99 1 ) or to a service culture (Gronroos, 1 990b). Indeed, a
customer-oriented culture which guides or influence employee behaviour
(Schneider and Bowen, 1 995) is a prerequisite for service companies in order to
achieve success (Parasuraman, 1 986). Yet, in order to create a customer-oriented
culture, top management commitment to service quality is the first requirement
(Schneider, 1 986; Parasuraman, 1 986), and, in fact, it is regarded as one of the
characteristics of a service culture (Schneider et al., 1 980; Schneider and Bowen,
1 985).
7

Culture appeared to have a distinctive function over and above 'the other six features ' (see
s ections 2.7.7 and 3 .3). Hence, within 'the seven corresponding features ', culture seems to be
more important than 'the other six features ' as culture encompasses 'the other six features '. As a
result, culture was chosen for the illustration of the process .
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In the area of culture the questionnaire therefore included an examination of the
internal working environment in order to establish to what extent the present
organisational culture is compatible with existing service quality initiatives. It
also looked at top management commitment to quality in order to assess how far
that supported the creation of a quality culture, and it covered the customer
orientation of front line staff in order to examine to what degree quality culture
was cascaded down through the organisation.
Most of the items on the area of culture were adopted from previous research
(Powell, 1 995; Lewis and Gabrielsen, 1 998; Hogg et al. , 1 998, see Table 4.6). In
particular, Lewis and Gabrielsen (1 998) whose questionnaire survey items
focused on organisational culture and the internal working environment were
adopted. However, the items used in their research concerned a bank. Hence,
these were changed to ' company' . For example, in their research, 'In our bank,
management and employees work together towards a common goal' was
changed to 'In our company, management and employees work together. . . ' in
this research. Hogg et al. ( 1 998) examine the role of internal marketing in
influencing corporate culture. Since one of their survey items was also relevant
to culture, it was used here. Some of the survey items of Powell (1 995) were
applicable to this research although he investigated quality features in
manufacturing. Especially, the areas of executive commitment, adopting the
philosophy, closer to the customer, and open organisation in his survey were also
important to the service sector, hence, these were adopted. It can be seen from
Table 4.6, four items were added to the area of culture where aspects of
customer-oriented culture were raised by Zeithaml and Bitner (1 996) and Bowen
et al. (2000), but these were not adequately covered in this area. Therefore, these
items were not adopted from existing questionnaires, but were derived from
existing statements in the literature (Zeithaml and Bitner, 1 996; Bowen et al.,
2000). Overall, the area of culture consisted of twenty-three items which
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respondents were required to assess on a scale from 1 = Disagree Strongly to 7 =
Agree Strongly.
Table 4.6.

Questionnaire items for the area of Culture

I n our company, management and em ployees work
tooether towards a common ooa l .
O u r com pany focuses on the custo mer.
Our com pany is concerned with service q ual ity.
The internal working environment in the com pany is
positive and optimistic.
In our com pany, we are all closely welded together.
The m anager attempts to create a good social environment
i n o u r com pany.
The internal working environment in the com pany is g ood .
The com pany always seeks to improve customer service.
O u r com pany has an open , trusting organ isational cu ltu re .
There h as been a top executive decision to commit ful ly to
a Qual ity programme.
Top executives actively champion o u r Quality proqramme.
Executives actively communi cate a Quality com m itment to
em ployees .
Qual ity principles are ful ly included in our mission
statement.
There h as been an increase i n the organisation's d i rect
personal contacts with cu stomers .
W e actively seek customer inputs t o determ ine their
req uirements .
W e u s e customer req uirements as the basis for Qual ity.
We involve custom ers in prod u ct or service d es ign .
O u r employees treat their col leagues a s i ntern a l
customers.
I n th is organisation , employees see their roles as an
integral part of the whole operation in terms of contributing
to customer satisfaction .
Employees know how this oraan isatio n operates.
In th is organisation , every employee knows what is
expected from them .
The front-li n e staff know what customers expect.
There is bureaucracy in our oroan isation .

Lewis & Gabrielsen
(1 998)

Hogg et al. ( 1 998)
Powell (1 995)

Developed from
Zeithaml and Bitner
(1 996)

Developed from Bowen
et al . (2000)
Caru ana and Pitt (1 997)
Powell ( 1 995)

Each of the other areas ('the other six features ', and overall assessment of the
company performance) of questionnaire items will be discussed briefly below.
Questionnaire items on each of the other areas are presented in Appendix A.
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Recruitment and selection

The questionnaire began with enquiries about the recruitment and selection of
front line staff. In the service sector, recruitment and selection of service
oriented people have been regarded as more important than in the manufacturing
sector in order to the delivery of quality service (section 2.7. 1 ). It is
acknowledged that sufficient finance is necessary in the processes of recruitment
and selection (Schneider, 1986; Bowen and Lawler, 1 992). Although service
providers have been seen as critical in the delivery of quality service (see
sections 2.5 and 2.7. 1 ), staff turnover in most service organisations is claimed to
be high (Schneider, 1 986; Campbell et al., 2000). Use of a formal recruitment
procedure and appropriate selection criteria might help to reduce staff turnover
since informal procedure and incorrect criteria can be a reason explaining high
staff turnover (Jameson, 2000).
In this area of the questionnaire, therefore, there were six items aimed at
investigating quality consciousness, expenditure on, frequency, and formality
and structure, of recruitment and selection (Table Al in Appendix A). The item
on quality consciousness in the hiring process was adopted from one of the
previous survey items of Abraham et al. (1 997). The measurement items on
expenditure on recruitment and selection were developed from statements found
in the literature (Bowen and Lawler, 1 992) and which were specifically
addressed to the issues raised by Schneider (1 986), and Bowen and Lawler
( 1 992). Moreover, this item was required to analyse inter-relationship (9)
(section 3 .2). The item on frequency of recruitment and selection of front line
staff was selected from a statement in the literature (Lashley, 1 997) in order to
consider the problem underlined by Schneider (1 986) and Campbell et al.
(2000). Existing statements found in the literature (Lashley, 1 997; Campbell et
al. , 2000; Jameson, 2000) were also used in the development of the two items on
formality and structure of recruitment and selection in order to assess the matter
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highlighted by Jameson (2000). In addition, this item was necessary to test inter
relationship ( 1 ) (section 3 .2). A total of six items in the area of recruitment and
selection in the pilot questionnaire were preceded by the phrase, for example,
' The current hiring process in this company emphasises awareness of, and
achievement of, quality' . A seven-point scale ranging from 1 = Disagree
Strongly to 7 = Agree Strongly was used.
Criteria of recruitment and selection were also included in this part. One
criterion had particular importance, because it was used to analyse inter
relationships (2) and (1 1 ) (section 3 .2). Characteristics of people who are
described as suitable for the management of quality/service quality (Heskett et
al. , 1 990; Beaumont, 1 992; Bowen and Lawler, 1 992; Ross, 1 993 ; Oakland,
1 993 ; Lewis, 1 994; Omachonu and Ross, 1 994; Harte and Dale, 1 995; Macaulay
and Cook, 1 995 ; Galloway and Ho, 1 996; Zeithaml and Bitner, 1 996; Lashley,
1 997 ; 1 998; Campbell et al., 2000) were adopted as these criteria (Table A2).
There were fourteen given criteria and some blank space for respondents to add
any extra criteria. The rating scale was from 1 = Least Important to 7 = Most
Important.
Training

From the literature review (see section 2.7.2) it is clear that training is seen as a
prerequisite for achieving customer-oriented culture (Gronroos, 2000), and is
also necessary in order to minimise service failure and to increase the amount of
successful service delivery (Joseph, 1 996). Hence, sufficient finance should be
allocated to front line staff training as an investment for further success
(Zeithaml and Bitner, 1 996). However, due to high staff turnover in the service
sector, organisational commitment to the provision of front line staff may seem
to be far behind other sectors (Wilkinson et al., 1 993). Despite that fact that most
customer contact happens at the front line staff level (Freemantle, 1994), there is
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a tendency for managers to receive training rather than front line staff (Palumbo,
1 994; Cowling and Newman, 1 995 ; Redman and Mathews (1 998). Training can
be provided with standard perfom1ance manuals or extensive scripts for service
interaction in order to standardise service delivery (Lashley, 1 997; 1 99 8). Yet, it
is suggested that training for customer services should comprise those areas
which customers regard as important (McColl-Kennedy and White, 1 997).
In the area of training therefore particular issues for investigation included
customer focus training, the cost of training, middle management training, and
use of standardised training and of cascade training (Table A3). Questionnaire
items relating to training for customer focus were drawn from the previous
research of Caruana and Pitt (1 997) and Caruana and Calleya ( 1 998 adopted
from Money and Foreman, 1 996). These seven items were largely related to staff
training in a service firm. In order to assess the level of organisational
commitment to staff training, one item from the previous research of Hogg et al.
(1 998) seemed appropriate and hence was adopted in this research. The other
seven items were selected from statements reported in studies of training
(Palumbo, 1 994; Bowen and Lawler, 1 995 ; Cowling and Newman, 1 995;
Lashley, 1 997; McCall-Kennedy and White, 1 997; Redman and Mathews, 1 998)
in order to cover aspects of standardised training, training expenditure and
cascade training. The item on training expenditure was needed for analysis of
inter-relationships (1) and (10) (section 3.2). Respondents were asked to rate
these fifteen items from 1 = Disagree Strongly to 7 = Agree Strongly.
In the second part of the section on training, there were seven given areas of
training which front line staff received and some blank space for respondents to
add any extra training (Table A4). These questions aimed to measure the
proportion of front line staff who received training so that the scale used was
ranging from 1 = Hardly any (0-9%): 2 = Some: 3 = About half (50%): 4 =
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Many: 5 = Almost all (90- 1 00%). The areas of staff training discussed by
Shrednick and Stutt ( 1 992), Harte and Dale (1 995), Zeithaml and Bitner ( 1 996),
Heskett et al. ( 1 997 cited by Bowen et al., 2000), Lashley ( 1 997; 1 998), Hall
(1 999), and criteria of recruitment and selection (Table A2) were adopted. Two
of these area of training were necessary to test inter-relationships (3) and (4), and
all areas of training were required in order to examine inter-relationships (5) and
( 1 4) (section 3 .2).
Teamwork

There are a number of benefits from teamwork found in the literature, and of the
positive impact of effective teamwork on the quality of service was found in
research (section 2.7.3). The use of cross-functional teams is also helpful in
order to reduce service failure (Redman and Mathews, 1 998). Techniques for
encouraging teamwork are addressed including the provision of clear goals for
teams as well as individuals (Berry and Parasuraman, 1 992; Macaulay and Cook,
1 995 ; Zeithan1l and Bitner, 1 996); effective communication (Macaulay and
Cook, 1 995 ; Gunasekaran, 1 999; Ingram and Desombre, 1 999); training for
teamwork (Hall, 1 999); and the use of performance appraisals and reward for
teams as well as individual (Parker, 1 992; B erry and Parasuraman, 1 992;
Zeithaml and Bitner, 1 996). The inter-linked nature of teams and empowerment
is also examined. Teams encourage employee empowerment and vice versa
(Cook, 1 994; Bowen and Lawler, 1 995; Macaulay and Cook, 1 995; Randolph,
1 995b; Schneider and Bowen, 1 995).
Prior to the main questions, respondents were asked to indicate whether any
form of teamworking was adopted in their organisation. This was a simple
yes/no question, and was necessary for the examination of inter-relationships (5)
and (8) (section 3 .2). Therefore, a total of ten items were targeted only on those
who adopted teamworking practices. These ten questions enquired about benefits
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from teamwork, support for teams, and provision of goals and objectives for
individuals and teams (Table A5) . In order to assess the level of teamwork, one
o f the previous survey items used by Lewis and Gabrielsen ( 1 998) was adopted.
This item was necessary to examine inter-relationships (2), (3), (7), and (8)
(section 3 .2). The use of cross-departmental teams was measured by one of the
questionnaire items used by Powell ( 1 995). One item was adopted from Larry
and Thomas ( 1 999) to examine the benefits of team building. Existing statements
found in the literature were used to examine the points addressed by Berry and
Parasuraman (1 992), Macaulay and Cook ( 1 995), and Zeithaml and Bitner
( 1 996). In order to analyse inter-relationships (6), (7), and (1 1 ) (section 3 .2), four
items were developed from statements found in the literature (Shrednick and
Stutt, 1 992; Cook, 1 994; Bowen and Lawler, 1 995 ; Macaulay and Cook, 1 995).
The rating scale from 1 = Disagree Strongly to 7 = Agree Strongly was used for
these items.
Empowerment

The literature on empowerment (see section 2.7 .4) was examined only with
regard to front line staff. However, since the decision to empower or not to
empower employees is a control issue for managers (Hartline et al., 2000),
empowerment of front line staff was measured from the manager' s perspective
in this research. All the survey items on empowerment of Hartline et al. (2000
adopted from Cook et al., 1 98 1 ) were adopted. Two additional items were
included in the area of empowerment. One o f the guiding principles of the
organisation, summarising the management' s view of the prevailing culture as a
survey item, 'The company encourages employees to make their own decisions' ,
used b y Hogg e t al. (1 998) seemed suitable to assess the culture of empowerment
and hence was adopted in this research. One item was developed from an
existing statement in the literature (Bowen and Lawler, 1 995). This item aimed
to measure the extent to which the level of empowerment was close to the
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regime of the service factory. A total of ten items were used for the measurement
of employee empowerment (Table A6).
Five statements found in the literature were added in the area of empowerment
(see Table A7) where aspects of support for and outcomes of employee
empowerment raised by Bowen and Lawler (1 995), Ersted ( 1 997), and Rafiq and
Ahmed ( 1 998) (see section 2.7.4) that were not adequately covered in the
instrument. Two of above items were involved the analysis of inter-relationships
( 1 2) and (13) (section 3 .2). All items in this area were measured on a scale from
1 = Disagree Strongly to 7 = Agree Strongly.
Performance appraisals and rewards

Despite opposition ( e.g., Deming, 1 986), performance appraisals and reward can
generate a positive outcome when they are designed carefully and appropriately
(section 2.7.5). Research has confirmed that there are positive results from these
techniques (Shadur et al., 1 994; Wilkinson et al. , 1 994b ; Redman and Mathews,
1 998). Performance appraisals and reward for teams are also highlighted in this
part of the literature. In addition, the importance of feedback on performance
appraisals and of reward as well as recognition is underlined ( e.g., Zeithaml,
Parasuraman and Berry, 1 990; Bank, 1 992; Brocka and Brocka, 1 992; Saunders
and Preston, 1 994; Harte and Dale, 1 995; Snape et al. , 1 995 ; Edmonstone, 1 996;
Zeithaml and Bitner, 1 996; Palmer, 200 1 ) . In spite of the critical importance of
these techniques in the service sector (e.g., Parasuraman, 1 986; Gronroos,
1 990b; Chung and Schneider, 1 999 cited by Zeithaml and Bitner, 2000; Palmer,
200 1 ), there is a tendency for productivity, quantity or sales to be most often
evaluated as these are categorised as hard data and thus easily measured
(Zeithaml and Bitner, 1 996). Difficulties in appraising soft, qualitative aspects of
employee j ob performance and in providing rewards which are not linked to hard
data are also examined.
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In the area of performance appraisals and rewards for front line staff in the
questionnaire, the hard and soft aspects of p erformance measurement, feedback
on performance appraisals, and provision of rewards and recognition were
examined (Table AS). Items on the purpose of performance appraisals and
reward were drawn from the survey items used by Caruana and Calleya ( 1 998
adopted from Money and Foreman, 1 996) and Lewis and Gabrielsen (1 998), and
one item was developed from a report in the literature (Redman and Mathews,
1 998). Existing statements found in the literature (Haynes and DuVal, 1 992)
were used to assess utilisation of hard and soft data measurement. Two items
were developed from statements in the literature (Nevling, 1992) in order to
assess the purpose of performance appraisals. One of the items was also
necessary to examine inter-relationship ( 1 4) (section 3.2). In order to examine
feedback on performance appraisals as well as to analyse inter-relationships ( 1 2)
and (1 5), two items were created from reports in the literature (Beach, 1 996;
Edmonstone, 1 996).
Performance measurement and reward for teams were investigated by two items.
One item was adopted from previous research (Caruana and Calleya, 1 998 who
also adopted from Money and Foreman, 1 996), and another item was built on the
basis of a report from Shrednick and Stutt (1 992). In order to analyse inter
relationship ( 1 2) (section 3 .2), two items were created from statements found in
the literature (Erstad, 1 997; Rafiq and Ahmed, 1 998). Aspects of rewards and
recognition which were not adequately covered in the instrument were selected
from statements reported in the literature (Shrednick and Stutt, 1 992; Abraham et
al. , 1 997; Lashley, 1 997; London and Higgot, 1 997). Two of these were
necessary to investigate inter-relationship (7) (section 3 .2). Overall, the area of
performance appraisals and reward consisted of twenty-one items all of which
respondents were required to assess on a scale form 1 = Disagree Strongly to 7 =
Agree Strongly.
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The frequency of measurement in five given areas of performance of front line
staff were included in this area of questionnaire. Those areas which were
discussed by Silvestro et al. (1 990), Lashley ( 1 997; 1 998), Redman and Mathews
( 1 998), Silvestro ( 1 998), Van Looy et al. ( 1 998) and Zeithaml and Bitner (2000)
were adopted (Table A9). Some blank space for respondents to add extra was
also included. These items were measured 1 = Annually; 2 = Quarterly; 3 =
Monthly; 4 = Biweekly; 5 = Weekly.
Communication

The literature on communication stresses its important effect on employees
commitment to the company and to service quality; therefore, communication of
vision, values and goals of the company must be frequent, regular and effective
(section 2.7.6). It also looks at the important role of upward and of downward
communication (Gilmore and Carson, 1 995 ; Gronroos, 2000; Zeithaml and
Bitner, 2000). In addition, in order to develop integrated and co-ordinated
performance and deliver superior service, communication across different
departments becomes vital (Zeithaml and Bitner, 2000). Research has found
benefits from effective communication (Newman et al. , 1 998; Lievens et al.,
1 999), as well as drawbacks from a lack of communication (Grinstead and
Timoney, 1 994a/b; Rogers et al., 1 994).
Items in the area of communication in the questionnaire therefore concerned the
level, frequency, and efficiency of organisational communication (between
departments, between management and front line staff), and customer focused
communication (Table Al0). Five items were adopted from survey items used by
Caruana and Pitt ( 1 997), Lewis and Gabrielsen ( 1 998), and Cartwright et al.
(1 999). The items from Caruana and Pitt (1 997) and Lewis and Gabrielsen
(1 998) enquire about communication between departments. The items from
Caruana and Pitt (1 997) and Cartwright et al. (1 999) examine upward and
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downward communication. Three items were developed from statements
reported in studies of communication (B erry and Parasuraman, 1 992; Beach,
1 996) in order to analyse inter-relationships (4) and ( 1 3) (section 3 .2).
Respondents were invited to assess a total of eight items on scales from 1 =
Disagree Strongly to 7 = Agree Strongly.

Overall assessment of company performance
The final part of the questionnaire enquired about the respondent' s overall
assessment of company performance in order to investigate to what extent 'the

seven corresponding features ' affected company performance. Criteria for
overall assessment of company performance were adopted from the literature
(sections 2.7. 1 to 2.7.7). It is clear from the literature on culture (section 2.7.7)
that 'the other six features 8 ' can affect the development of a service culture.
Moreover, 'the other six feature/ ' have been argued to influence service quality.

'The seven corresponding features 1 0 ' affect retention, involvement, commitment,

8

Recruitment and selection (Gronroos, 1 990b; Bowen and Lawler, 1 992; Snape et al., 1995;
Redman and Mathews, 1998), training (Gronroos, 1 990b; Dale and Cooper, 1992; Patel, 1 994;
Choppin, 1 995), teamwork (Gronroos, 1 990b; Macaulay and Cook, 1 995), empowerment (Cook,
1 994), performance appraisals and reward (Schneider et al., 1 992), and communication (Lievens
et al., 1999).
9
Recruitment and selection (Zeithaml, Parasuraman and Berry, 1 990; Berry and Parasuraman,
1 992; Zeithmal and Bitner, 1 996; 2000), training (Brown, 1 994; Parry, 1 995; Patel, 1 994; Joseph,
1996), teamwork (Shrednick and Stutt, 1 992 ; Redman and Mathews, 1998; Ingram and
Desombre, 1 999), empowerment (Ghobadian et al., 1 994; Lin and Darling, 1 997; Rafiq and
Ahmed, 1 998; Van Looy et al., 1998), performance appraisals and reward (Shadur et al., 1994;
Redman and Mathews, 1998), and communication (Grinstead and Timoney, 1 994a/b; Ingram and
Desombre, 1 999).
10
Recruitment and selection (Harte and Dale, 1 995a; Jameson, 2000), training (Schneider, 1 980;
Berry and Parasuraman, 1992; Joseph, 1 996; Kappelman and Richards, 1 996; Gunasekaran,
1 999), teamwork, (Schneider and Bowen, 1 984; Dale and Cooper, 1 992; Ross, 1992; Macaulay
and Cook, 1995; Omachonu and Ross, 1 995; Ingram and Desombre, 1 999; Saunders and Preston,
1 999; Tjosvold et al., 1 999), empowerment (Dale and Cooper, 1 992; Ripley and Ripley, 1 992;
Lashley, 1 994; Ashness and Lashley, 1995 ; Kennerfalk and Klefsjo, 1 995; Rafiq and Ahmed,
1 998; Savery et al., 1 998; Gunasekaran, 1 999), performance appraisals and reward (Deming,
1 986; Elmuti et al., 1992; Harte and Dale, 1 995a; Snape et al., 1 995 ; Zeithaµil and Bitner, 1 996;
Redman and Mathews, 1998; Chung and Schneider, 1 999 cited by Zeithami' and Bitner, 2000;
Plamer, 2001), communication (Varian, 1 99 1 ; Allen, 1 992; Rogers et al. , 1 994; Newman, et al.,
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satisfaction and motivation of employees, and all of which in turn can influence
service quality (Schneider, 1 980; Schneider and Bowen, 1 98 5 ; 1 993; 1 99 5 ;
Moeller and Schneider, 1 986; Parasuraman, 1 986; Maister, 1 993 ; Zeithaml and
Bitner, 1 996; Tj osvold et al., 1 999).
'The seven corresponding features ' as well as employee attitudinal and

behavioural factors 1 1 can result in reduction of customer complaints (Zeithaml,
Parasuraman and Berry, 1 990; Berry and Parasuraman, 1 992; Shrednick and
Stutt, 1 992; Van Looy et al., 1 998), and in increasing customer satisfaction
(Shrednick and Stutt, 1 992; Maister, 1993 ; Van Looy et al., 1 998; Ingram and
Desombre, 1 999) which in tum helps to maintain high customer retention (Van
Looy et al., 1 998), service productivity (Ripley and Ripley, 1 992; Rafiq and
Ahmed, 1 998) and profitability (Lashley, 1 994; Bowen and Lawler, 1 995).
A total of 15 items relating to organisational climate, employee attitudinal and
behavioural factors, customer dis/satisfaction, service quality and productivity,
and profitability of the business were selected as criteria (Table Al l). Some
blank space was provided for respondents to add extra information. Respondents
were asked to rate performance from 1 = Worse than competitors to 7 = Better
than competitors, or DK = Don't know.

In order to assess the face validity and content validity of the items, drafts of the
questionnaire comprising all the items discussed above were examined by
academics and quality professionals who were experienced in questionnaire
1 998; Savery et al., 1 998), and culture (Schneider, 1 980; 1 986; Schneider and Bowen, 1 985;
1 993 ; 1995; Siehl, 1 992; Moeller and Schneider, 1 986; Zerbe et a., 1 998)
11
These are retention, involvement, participation, commitment, satisfaction and motivation of
employees.
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design, prior to pilot testing. The items were considered to be appropriate to this
research addressing all the important theoretical aspects, and also regarded as
both comprehensible and possible to complete. All items were therefore included
in the pilot questionnaire.
4.6.

Pilot test

Pilot testing was undertaken from the middle of February 2001 to the middle of
April 2001 in order to identify:
•

The likely response rate;

•

Which covering letters ( either short or long version) would lead to a higher
response rate (see section 4.4. Covering letter);

•

Whether a donation to OXFAM would encourage more responses ( see
section 4.4. Incentives);

•

Whether a stamped self-addressed envelope ( as opposed to a business reply
paid envelope) would increase the response rate ( adopted at the second stage
of pilot testing);

•

Whether the name of the university would make any difference to the
response rate ( adopted at the second stage of pilot testing); and most
importantly in order to assess;

•

The reliability and validity of the questionnaire items (developed in section
4.5) before administering the actual study (see section 4.7 for factor analysis
and reliability testing for returned questionnaires from the pilot).

Selection ofpilot respondents

Due to the nature of the questionnaire which largely involved the practices of the
human resource or personnel department, both quality and BR/personnel
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professionals 12 were included in the pilots. Moreover, according to De Vaus
( 1 99 1 ), respondents for pilot testing should be the particular types of people to
whom the questionnaire will finally be sent. Therefore, pilot respondents were
drawn from the list of companies which would be used for the main mailing.
Table 4.7 shows the total of 2,1 08 service companies with 200 - 499 employees
by sectors 1 3 which were identified by the FAME database. Nine hundred
respondents' name and their company address had been obtained by telephone
enquiries. Recommended size of the samples for pilot testing would be between
2 to 20 times the number of items on the largest scale in order to facilitate
reliability testing (Kline, 1 994). The largest scale in this questionnaire consists of
23 items so that, at minimum 46 responses would be required. Hence, 300 firms
( 1 /3 rd of each of the sectors) were selected for the pilot test (assuming a 1 0 per
cent response rate from the first pilot mailing: 3 0 questionnaires and another 1 0
per cent from the follow-up: 2 7 questionnaires). Hence, an equal proportion of
the individual sectors would remain and these could be used for the main
mailing. The 300 firms were divided into two groups with a 1 -page covering
letter sent to one group and a 2-page letter to the other.

12

In high employee-customer contact, intangible services, quality control becomes a human
resource management function (Bowen et al., 2000) .
13 900 companies with the respondent's name and their company address had been identified and
used for a previous research project (Mathews et al., 200 1 a/b/c)
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Table 4. 7. Companies for the first pilot testing
SIC

code

55

Hotels and Restaurants

60

Land Transport

61

Water Transport

62

Air Transport

63

Post and
Telecommunications
Supporting and
auxiliary transport
activities; activities of
travel agencies
Fi nancial
intermediation, except
insurance and pension
fu nding
I n surance and pension
fu nding , except
compulsory social
secu ritv
Activities auxiliary to
financial intermediation
Real estate, renting
and business activities
Renting of machinery
and equ i pment without
o perator and of
personnel
Computer and rel ated
activities
Research and
d evelopment
Other business
activities
Other service activities

64

65

66

67
70
71

72
73
74
93
Total

14
15

Sectors

No. of
identified
fi rms by No of
empl oyees 1 4
200 - 300: 1 43
30 1 - 499: 96
200 - 300: 75
301 - 499: 57
200 - 300: 1 2
30 1 - 499: 1 2
200 - 300: 1 4
30 1 - 499: 1 7
200 - 300: 45
30 1 - 499: 48
200 - 300: 1 7
301 - 499: 26

No. of
ma i l i n i
firms 1
53
43
36
27
8
8
6
9
3
10
17
24

18

200 - 300: 76
301 - 499: 75

Size of

1
page
letter

2
page
letter

3
6
8

9
7
6
4
2
1
1
2
0
2
3
4

8
7
6
5
1
2
1
1
1
1
3
4

29
43

10
14

5
7

5
7

19
29

200 - 300 : 4 1
301 - 499: 3 1

21
15

7
5

3
3

4
2

14
10

200 - 300: 1 0
301 - 499: 1 0
200 - 30 0 : 40
301 - 49 9 : 37
200 - 30 0 : 1 4
301 - 499: 1 5

6
7
14
16
5
8

2
2
5
5

1
1
2
3
1
1

1
1
3
2
1
2

4
5
9
11
3
5

200 - 300: 1 04
301 - 499: 1 00
200 - 30 0 : 1 3
3 0 1 - 499: 23
200 - 3 0 0 : 350
3 0 1 - 499: 360
200 - 300: 1 1 8
30 1 - 499 : 1 29

42
39
6
15
1 39
141
51
59

7
7
1
2
23
24
9
9
( 1 50)

7
6
1
3
23
23
9
10
(1 50)

28
26
4
10
93
94
34
40

2,1 08

900

pilot
sample

14
12
9

3
3

2

3

1

2

3

14

13
2

5

46
47

17
19

300

These had been identified in the previous research (Mathews et al., 200 l a/b/c).
Used in the previous research (Mathews et al. , 200 l a/b/c)

No.

of

firms
left

35
29
24
18
5
5
4
6
2
7
11
16

600
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In the middle of February 200 1 , 300 questionnaires were sent out for pilot
testing. At the end of February 200 1 , 2 1 usable responses and 2 non-usable ones
had been returned which certainly indicated the need for a follow-up. In early
March 200 1 , 277 questionnaires were sent out for the follow-up. Since there was
no difference in the response rates between the 1 page covering letter and the 2
page one, only a one page follow-up letter was sent along with a fresh copy of
the questionnaire. This time an incentive, in the form of a small donation to
OXFAM, was clearly stated at the end of the covering letter. By late March
200 1 , 1 4 usable and 5 non-usable questionnaires were returned from the first
follow-up . The total number of usable responses was rather disappointing:
approximately 1 2%. This low response rate led to a second stage of pilot testing.
An attempt was made to investigate whether there was a significant difference
between university names - Durham and Luton. Perhaps, respondents would be
more inclined to respond to a questionnaire from a prestigious old university,
like Durham, than from a new university, such as Luton. The second pilot test
was conducted at the end of March 200 1 . Another sample was drawn from the
total mailing list for the second pilot. Table 4.8 displays the sample o f the second
pilot by SIC code. With the cooperation of a member of staff at Durham
University Business School, thirty-eight questionnaires with a Durham letterhead
and thirty-eight with a Luton letterhead were sent out. In order to enhance the
response rate, a stamped self-addressed envelope (as opposed to a business reply
paid envelope) was included. From the first pilot follow-up, the prospect of a
small donation to OXFAM did not seem to encourage responses; therefore, it
was excluded from the second pilot testing stage. In the middle of April 200 1 , 2
responses from Durham and 4 responses from Luton indicated that the status of
the university did not seem to have a significant effect on the response rate. The
usage of the name ofDurham was not considered any further.
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Table 4.8. Companies for the second pilot testing
SIC
code

40

41
45
50
51
52
55
60
61
62
63
64
65
66
67
70
71
72
73

74
93

Total
16

Sector

Electricity, g as, steam & hot
water suooly
Collection , purification &
distribution of water
Construction
Sale, maintenance & repair of
motor vehicles & motorcycles;
retail sale of automotive fuel
Wholesale trade &
commission trade, except of
motor vehicles & moto rcycles
Retail trade, except of motor
vehicles & motorcycles; repair
of personal & househo ld
aoods
Hotels and Restaurants
Land Transport
Water Transport
Air Transport
Post and
Telecommunications
Su pporti ng and auxiliary
transport activities; activities
of travel aaencies
Financial intermediation,
except insurance and pension
fu ndina
I n surance and pension
funding, except compulsory
social secu rity
Activities auxiliary to financial
i ntermediatio n
Real estate , renting and
business activities
Renting of machinery and
equipment without operator
and of personnel
Computer and related
activities
Research and development
Other business activities
Other service activities

No. of
mallin R
firms 1
identified
from the
telephone
enq uiry

S ize of
the
second
pilot
(Durham)

Size of
the
second
pilot
(Luton)

No. of
firms
left18

21

1

1

19

43

15

1

1

13

81 1
41 9

367
1 62

2
2

2
2

363
1 58

1 ,444

383

2

2

379

925

1 65

2

2

161

21 1
1 81
30
33
94

1 73
1 38
28
42
52

2
2
2
2
2

2
2
2
2
2

1 69
1 34
24
38
48

57

54

2

2

50

1 53

1 06

2

2

1 02

96

74

2

2

70

23

18

1

1

16

58

42

2

2

38

29

27

1

1

25

99

1 00

2

2

96

28
642
214

414
1 62

28

2
2
2

2

No. of
identifie
d firms 16
by FAM E
database

71

5,661

2,571

38

2

2

38

24

410
1 58

2,495

The No. of identified firms exclude SIC code 55 - 93 companies with 200-499 employees.
The No. of mailing firms include 600 firms with 200 - 499 employees.
18
The number of companies (left after the second pilot) for the main mailing

17
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The total number of response from the pilot testing was forty-one which
comprised twenty-one responses from the first pilot testing, fourteen from the
follow-up, six from the second pilot testing. The size o f the pilot response was a
little smaller than originally thought. Yet, the main purpose of the pilot testing
was to analyse these returned questionnaires using factor analysis and reliability
testing (dealt with in the next section 4.7). There is no consensus on what the
size of the pilot sample should be although the reliability of the factors emerging
from a factor analysis depends on the size of the sample (Bryman and Cramer,
1 999). Gorsuch (1 983) proposes an absolute minimum of five respondents per
variable and not less than 1 00 individuals per analysis. Factor analysis can be
carried out on samples smaller than this in order to describe the relationships
between the variables (Bryman and Cramer, 1 999). Ideally, the size of the pilot
responses could be improved. However, extracting another sample from the
mailing list (see Table 4.8 for the number of companies left after the second
pilot) for another pilot testing would result in reducing the number of companies
for the main mailing. This in turn would reduce size of the response. In addition,
distributing another set of questionnaires for pilot testing would increase the cost
of the survey further, and delay completion of the research. Hence, factor
analysis and reliability testing were applied to the forty-one pilot responses.
4.7.

Factor analysis 1 9 and reliability testing20

Factor analysis enables an assessment to be made of the factorial validity of the
questions which make up the scales by showing the extent to which they seem to
be measuring the same concepts or variables. In addition, factor analysis can
determine the degree to which variables (items) can be reduced to a smaller set
19

Factor analysis here refers to Exploratory Factor Analysis.
Based on Kim and Mueller (1 987); De Vaus (199 1 ) ; Deng and Dart (1 994); Frankfort
Nachmias and Nachmias (1 996); Bryman and Cramer ( 1 999); Hopkinson and Pujari ( 1 999);
Kinnear and Gray (2000)

20
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with a mmmmm loss of information. Therefore, question items which are
identified as having the same concepts are grouped into a component, and hence,
items which belong to a component will be highly correlated with the
component. The correlation between an item and a component is represented by
a factor loading (which varies between 0 to 1) and which can be interpreted in
the same way as a pearson correlation (see section 4. 1 1 for analytical
techniques). A factor loading value of 0.50 or above is considered to be good and
very significant; around 0.45 as fair, while values of 0.32 or below are regarded
as poor (Comrey, 1 973). Since the grater the value of a factor loading, the better
indicator for a component, the meaning of a component is determined by the
items which load most highly on it. Items which load highly onto more than one
component are deleted. This is because components are interpreted in terms of
items unique to them. Consequently, their meaning should be less ambiguous.
Factor loadings are reflected in the percentage of variance explained.
Components with the highest percentage of variance provide the 'most
parsimonious representation of the items' (Frankfort-Nachmias and Nachmias,
1 996, p472). Percentage of variance for each component indicates the proportion
of variance of the area studied accounted for by the component.
Each area of the questionnaire with seven-point scale items was assessed by
factor analysis (discussed in detail later, using the area of culture as an example).
Principal component analysis was used as the extraction method, because of the
likelihood of unique variance for the items on the questionnaires. V arimax with
Kaiser Normalization was utilised as the rotation method, since this method
minimises the number of variables (items) that have high loadings on a
component, enhancing the interpretability of the components2 1 (Norusis, 1 994).

21

Principal components and varimax rotation are suggested as the most common method
(Kinnear and Gray, 2000).
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Absolute values (factor loading) of less than 0.4 are suppressed in the output
tables for clarity (see Table 4.9 for an example).
The reliability of a measure refers to its internal consistency. The internal
consistency of a set of measurement items refers to the degree to which items in
the set are homogeneous. Therefore, it is especially important to assess internal
reliability when using multiple-item scales. Cronbach' s alpha estimates of
reliability can be calculated for the scale overall or any subset of items.
Therefore, it is possible to purify a scale by examining alternate subsets on the
basis of their reliability coefficients. The scale constructed from that subset of
items with the highest alpha value is likely to be the best with regards to internal
consistency. The alpha values can range from O to 1 .0 and is preferably at, or
over, 0.8. The higher the value of alpha the more internally reliable is the scale.
The minimum acceptable level for alpha is 0.7 (DeVellis, 1 99 1 cited by Swailes
and Mcintyre-Bhatty, 2002; Price, 1 997; Gregory, 2000 cited by Sivanathan and
Fekken, 2002) .
After the concepts (which refers to components) were identified by factor
analysis, reliability testing was applied to each component in order to assess its
internal consistency. Each area with seven-point scale items22 on the
questionnaire was evaluated and if shown to detract from the reliability of the
scale, the offending item was discarded in order to achieve a maximum alpha
value. The remaining items were re-evaluated, and the process was repeated until
the total alpha value achieved a maximum. Each component was then named in
tern1s of the items unique to them. Even though the alpha of some components
22

Except Table 4 . 1 2 Support for and outcomes of empowerment due to there only being 5 items.
Therefore, there was no need to reduce the number of items. Moreover, these items were needed
as individual items for the analysis of the fifteen inter-relationships. Hence, it was not necessary
to determine whether there were the same concepts among the items .

155

was over 0.8, since the number of items in each area of the questionnaire needed
to be reduced, items which were shown to have the highest detraction were
removed in cases where the total alpha value remained high even after their
removal. In the area of training: component 2 appeared to have an alpha of just
under 0.8 (discussed briefly later and also see Appendix B). However, removing
these items would have resulted in a further reduction in the total alpha value,
hence, all items of component 2 were retained. The final value of alpha of all
areas of the questionnaire were over the preferable level of 0.8 or at least over
the minimum acceptable level of 0.7. Therefore, these alpha values suggest that
the factors are very reliable.
As with section 4.5 on Questionnaire development, culture will be used as an
example of the process for factor analysis and reliability testing, and it will be
discussed in detail below.
Culture

There were initially twenty-three questions (Table 4.6). Using factor analysis,
four components were extracted. Table 4.9 shows the rotated component matrix.
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Table 4.9. Factor analysis on Culture

1 -1
1 -2
1 -3
2-1
1 -4
2-2
1 -5
1 -6
2-3
3-1
3-2

3-3
3-4
1 -7
2-4
1 -8
2-5
2-6

2-7
2-8
2-9

4-1

Our com pany has an open , trustin g organisational
culture .
Our employees treat their colleagues as i nternal
customers .
In our company, management and employees work
together towards a common goal .
Our company focuses on the cu stomer.
Our com pany is concerned with service quality.
The intern al working environment i n the company
is positive and optimistic.
We use customer requirements as the basis for
Qual ity.
In our company, we are all closely welded together.
The manager attem pts to create a good social
enviro n m ent in our company.
The com pany always seeks to i m p rove customer
service.
There has been a top executive decision to commit
fully to a Quality programme.
Top executives actively champion o u r Quality
programme.
Executives actively comm u nicate a Quality
com mitment to employees .
Quality p rincip les are fu lly included in o u r m iss ion
statement.
There has been an i ncrease i n th e organisation's
direct personal contacts with customers .
We actively seek customer inputs to determine
their req u irem ents .
The internal working environment i n the company
i s goo d .
We involve customers in produ ct or service desig n .
I n this organ isatio n , employees see thei r roles as
an i ntegral part of the whole operation in terms of
contributing to customer satisfaction .
Employees know how th is organisation operates.
In this organ isation , every employee knows what is
expected from them .
The front-line staff know what customers expect.
There is bureaucracy in our organ isation .
% of Variance

1
.920

Compon ent
2
3

4

.74 5
.790

.538
.782

.400

.71 6
. 545

. 583

.469

.775
.783
.729
. 793
.865
. 846
.452
. 535

.744

.438
.796

.76 1
.722
.749

.407

.695
.667
.668

27

26

-.849
18

6

1 57

As can be seen from Table 4.9, one item 'Our company is concerned with
service quality' loaded on both components 1 and 2. Although the values of
these factor loadings were considered to be good and significant, due to the fact
that it had similar values on each of the components, the items were excluded
from either component. A further five items were also found to cross-load.
However, their factor loadings were high on one component and less than the
significant level of 0.5 on the another. Therefore, these five items were allowed
to remain at this stage on the component for which they loaded highly. The
figure given as percentage of variance for each component (at the bottom of
Table 4.9) indicates that a total of seventy-seven percent of culture was
accounted for by the four components. The percentage of variance in component
4 with a single item appeared very small compared to the other components.
Moreover, the item 'There is bureaucracy in our organisation' seemed to be very
different to the concept of the other three components (the concept of each
component will be dealt with next). Although the factor loading was high, this
item was therefore removed from the questionnaire. Reliability testing was then
applied to components 1 to 3 . Each component of culture will be examined next.
Component 1

There were eight questions belonging to component 1 (Table 4.9) . The value of
alpha was very high (see Table 4. 1 0) which indicated a high level of internal
consistency. However, as the number of questions needed to be reduced, three
questions which appeared to lower the alpha were chosen for removal. Hence,
the eight questions on component 1 were reduced to five, and the alpha improved
just a little (Table 4. 1 1 ).
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Table 4. 10. Reliability Analysis - initial results
Component 1
1
2
3

Our company has an open , trustin g organisational culture.
Our employees treat their colleagues as internal customers.
I n our com pany, management and employees work together
towards a com mon goal.
4
The i nternal working environment i n the com pany is positive and
optim istic.
5 I n our com pany, we are all closely welded togeth er.
6 The manager attempts to create a good social environm ent i n
o u r com pany.
7 There has been an increase in the organ isation's direct personal
contacts with customers.
8 The internal working environment in the company is good .
Rel iabil ity Coefficients
8
N of Items =
N of Cases = 4 1
Alpha =
.9462

Alpha if Item
Deleted
.9362
.9462
.9342
.9354
.9353
.9358
.951 2
.9358

The five remammg items ' alpha values are as shown below in Table 4. 1 1 .
Because those items referred primarily to positive working environment,
component 1 was named 'Esprit de corps '.
Table 4. 1 1 . Reliability Analysis - final results
Component: Esprit de corps
3

I n our company, management and employees work together
towards a common goal .
4 The internal working environment in the com pany is positive and
optim istic.
5
In our company, we are all closely welded together.
6 The manager attempts to create a good social environment in
our com pany.
8 The internal working envi ronment i n the com pany is g ood .
Reliability Coefficients
.9546
N of Cases = 41
N of Items =
Alpha =
5

Alpha if Item
Deleted
.9495
.9406
.9435
.9380
.9472
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Component 2
There were nine questions classified as belonging to component 2 (Table 4.9).
Although the alpha value was very high (see Table 4. 1 2), in order to minimise
the number of items, four items which appeared to lower the alpha were chosen
for removal. Thus, the initial numb er of nine items was reduced to five (Table
4. 1 3).
Table 4. 12. Reliability Analysis - initial results
Component 2
Our com pany focuses on the customer.
2 We use customer requirements as the basis for Qual ity.
3 The com pany always seeks to improve customer service.
4 We actively seek customer inputs to d etermine their
requirements.
5 We involve custom ers in product or service d esign .
I n this organisation , employees see their roles as a n i ntegral
6
part of the whole operatio n in terms of contributing to customer
satisfactio n .
7
Employees know how this organisation operates.
I n this organisation , every employee knows wh at is expected
8
from them .
9 The front-line staff know what customers expect.
Rel iability Coefficients
. 9292
N of Cases = 41
N of Items =
9
Alpha =
1

Alp h a if Item
Deleted
.9290
.9253
.91 93
.91 59
.9239
.9206
.91 6 1
.91 40
.9248

The alpha of the remaining questions (shown in Table 4. 1 3) was slightly inferior
than the previous one ( see Table 4. 1 2), but was still maintained at a very high
level. B ecause the remaining five questions focused on customer-orientation,
component 2 can be characterised as 'Culture of customer focus '.
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Table 4. 1 3 Reliability Analysis - final results
Component: Culture of customer focus
4

We actively seek customer inputs to determ ine their
requirements.
I n this organisation, employees see their rol es as an integral
6
part of the whole operation in terms of contributing to customer
satisfaction .
7
Employees know how this organisation operates.
I n th is organisation, every employee knows what is expected
8
from them .
9 The front-line staff know what customers expect.
Reliabil ity Coefficients
N of Cases = 4 1
N of Items =
Alpha =
5
.9 1 97

Alp h a if Item
Deleted
.9096
.9039

. 8905
.91 1 8
.91 69

Component 3

On component 3, two questions were dropped from the total of four; the initial
alpha value was very high and appeared to be improved further after their
removal (see Tables 4. 1 4 and 4. 1 5) .
Table 4. 1 4. Reliability Analysis - initial results
Component 3

1

There has been a top executive decision to commit fully to a
Quality p rogramme.
2 Top executives actively champion our Quality program me.
Executives actively communicate a Qual ity com m itment to
3
employees .
4 Qual ity pri nciples are fully included in our mission statement.
Rel iabil ity Coefficients
4
.9265
Alpha =
N of Cases = 41
N of Items =

Al pha if Item
Deleted
.91 09
. 8834
.89 1 3
.9289

Because the two remaining items referred primarily to top management
commitment, component 3 can be termed 'Culture of top management
commitment '.
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Table 4. 1 5. Reliability Analysis - final results
Component: C ulture of top management comm itment
Top executives actively champion our Qual ity programme.
Executives actively communicate a Qual ity commitm ent to
employees.
Rel iabil ity Coefficients
Alpha =
.9493
N of Items =
N of C ases = 41
2
2
3

Alpha i f Item
Deleted
.841 9
.8883

Having proceeded through factor analysis and reliability testing in detail in the
area of culture, the same processes of factor analysis and reliability testing on
each of the other areas ('the seven corresponding features ' excluding culture,
and overall assessment of the company performance) of the questionnaire items
will only be discussed briefly below. Full details of rotated component matrices
and reliability analysis on components for each of the other areas are presented
in Appendix B.
Recruitment and Selection

There were six questions on recruitment and selection (see Table Al), and two
components were extracted by factor analysis (Table B 1 ). Reliability testing was
conducted on only component 1 due to the limited number of items (only two)
on component 2 which is labelled as 'Staff recruitment '. The total alpha of
component 1 was above 0.8, and reduction of the items was not made because it
would lower the total alpha of component 1 (Table B2). Therefore, all four
questions were retained and they can be characterised as

'Quality

consciousness '.
Training

There were initially fifteen questions (Table A3) . Using factor analysis, three
components were found (Table B3). Using reliability analysis, the eight
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questions on component 1 were reduced to five (Tables B4 and B5). The number
of questions should be reduced in order to ensure a good response. Although
reducing the number of items would lower the total alpha, the alpha of the
individual items scored above 0.9 (Table B4) and hence reducing the number of
questions would not bring the total alpha below 0.8. The alphas of the remaining
five questions were maintained at above 0.9 (Table B5). Those items on
component 1 can be labelled 'Training for customer focus '. There were four
questions identified as belonging to component 2 (Table B3). Using reliability
analysis, the total alpha was just under 0.8, but, as discussed earlier, reducing the
number of items would lower the total alpha; therefore, all four questions were
retained (Table B6). Component 2 can be called 'Standardised training '. After
reliability analysis, the number of questions of component 3 was reduced from
three to two (Table B7). The total alpha of the remaining two items became over
0.8. Component 3 is termed 'Cascade training '.
Teamwork

There were initially ten questions (Table AS). Only one component was
extracted (Table B8). Using reliability analysis, only one question was dropped
due to the dimension importance of the remaining items. The final alpha was
above 0.9 and the component is called 'Teamworking ' (Table B9).
Empowerment

There were initially ten questions (Table A6). Using factor analysis, two
components were extracted (Table B I O). One question was dropped even before
reliability analysis due to similar factor loadings between component 1 and 2.
Using reliability analysis, the six questions on component 1 were reduced to four
(Tables B l l and B l 2). The alpha of the remaining four questions was close to
0.9 and component 1 can be considered as 'Delegation '. For component 2, three
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questions were reduced to two (Table B 1 3). The final alpha of the remaining two
questions was above 0.8, and component 2 is labelled 'Freedom of action '.
Performance appraisals and Rewards
There were initially twenty-one questions (Table A8). Using factor analysis, four
components were extracted (Table B 1 4). Component 1 consisted of 14 questions
which comprised, broadly, 3 categories. They contained similar information;
however, they were not identical. Therefore, reliability testing was applied for
each category. Items 3 and 9 on component 1 have a distinctive importance23 ,
respectively, and hence they were left without reliability testing. Due to the
limited items on components 2 (two items) and 4 (single item), reliability testing
was not applicable. Component 2 and 4 are called 'Performance appraisals for
facilitation ' and 'Hard measure ' respectively.
The first category of component 1 consisted of three questions. However, there
was no reduction in the number of questions as it would lower the total alpha
below 0 . 8 (Table B l 5). Component 1 -1 can be named 'Measurement and
reward '. There were five questions in the second category of component 1 and
two of them were dropped (Tables B 1 6 and B l 7). The total alpha for the
remaining questions was above 0.9, and component 1 -2 can be characterised as
'Reward and recognition '. The third category of component 1 had four questions
which were reduced to three (Table B 1 8) . The final alpha for this component
was above 0.9. Component 1 -3 can be named as 'Measure and reward for
individuals and teams '. There were four questions belonging to component 3 and
they were reduced to three (Table B 1 9). The final alpha was above 0. 8, and
component 3 can be characterised as 'Measurement and appraisals '.

23

Item 3 and 9 on component 1 aims to measure the inter-relationships ( 1 2), see also section 3 .2
and 5 . 3 .
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A total of four items were removed, leaving seventeen items remammg.
However, the list of seventeen items with a seven-point scale still seemed long in
the questionnaire. Therefore, five items which addressed aspects of rewards and
recognition were refined to simple yes/no questions. A total of twelve items were
evaluated with a seven-point scale. For the five items, respondents were required
to indicate five given area of rewards and/or recognition which were provided
for front line staff. Some blank space was provided for them to fill in extra
information. This new format can be found in the final version of the
questionnaire exhibited in Appendix C.
Communication

There were initially eight questions (Table AIO). Only one component was
extracted (Table B20). Reliability testing showed that the total alpha of eight
items was over 0.9. Although reducing the number of items lowers the total
alpha, the alpha values of all eight items were over 0.9. Thus, removing items
does not bring the total alpha below 0. 8 . Two items were chosen for removal due
to their least distraction values of alpha (Tables B21 and B22). The total alpha of
the remaining six items was above 0.9, and the component was labelled 'Overall
communication '.
Overall assessment of company performance

Reliability testing was not conducted on the items on overall assessment of
company performance. This is because the maj ority of returned questiom1aires
from the pilot testing indicated that the respondents tended to rank their company
performance high within the rating scales of from 1 = Worse than competitors to
7 = Better than competitors (also see section 4.5). Therefore, items on overall
assessment of company performance (see Table Al l ) did not seem to have acted
as an accurate measurement. All items on overall assessment of company
performance were eliminated from the questionnaire. In order to focus on the
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assessment of service quality (which was originally a single item), SERVQUAL
was adopted instead, and was introduced after the pilot survey.
Since section 4.5 : Questionnaire development did not include a discussion on the
SERVQUAL instrument, it will be discussed in detail next. The final version of
the complete questionnaire which was used for the main mailing and the follow
up is exhibited in Appendix C.
4.8.

SERVQUAL

SERVQUAL is the best known instrument for service quality measurement
(Ekinci and Riley, 1 999) and it has been used to measure service quality in a
wide range of service businesses24 (Ingram and Daskalakis, 1999). Despite its
wide application, some questions have been raised about SERVQUAL (e. g.,
Cronin and Taylor, 1 992; Brown et al., 1 993; Buttle, 1 996). Questions most
commonly raised are examined next.
The SERVQUAL instrument has twenty-two items for each of perception and
expectation measurement. The twenty-two items attributes five dimensions:
reliability, responsiveness, assurance empathy and tangibles. However, some
studies have found that the 22 items do not always accurately describe the five
dimensions (Gronroos, 2000). Moreover, nine out of the twenty-two items are
negatively worded so that respondents tended to be confused by the mixed
24

Including accounting firms (Freeman and Dart, 1993); architectural services (Baker and Lamb,
1 993); business-to-business channel partners (Kong and Mayo, 1 993) ; car servicing (Bouman
and van der Wiele, 1992); education sector (Rigotti and Pitt, 1 992; McElwee and Redman, 1993 ;
Galloway, 1 998); financial services (Wong and Perry, 1 99 1 ; Kwan and Hee, 1994; Kangis and
Passa, 1 997); hospitals (Cam-ian, 1 990; Reidenbach and Sandifer-Smallwood, 1 990; Mangold
and Babakus, 1 99 1 ; Babakus and Mangold, 1 992; Soliman, 1 992; Vandamme and Leunis, 1 993;
Walbridge and Delene, 1993; Desombre and Eccles, 1 998); hotels (Saleh and Ryan, 1 99 1 ; Johns,
1 993; Ingram and Daskalakis, 1999); local government (Scott and Shieff, 1 993); police services
(Webb, 1998), private clubs and estate clubs (Lam et al., 1 997); recreational services (Taylor et
al., 1 993); retailing (Carman, 1990; Gagliano and Hathcote, 1 994); travel and tourism (Fick and
Ritchie, 199 1 ; Luk, 1997 ) .
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wording and this could have caused them to make mistakes (Lam et al., 1 997). In
addition, the SERVQUAL dimensions measure, to a large extent, process quality
rather than output quality (Van Looy et al., 1 998). Yet, the outcomes of service
are also part of the quality experience (Gronroos, 2000).
As has been discussed briefly in section 1 .6, SERVQUAL measures customer
expectations and perceptions using the same set of questions. Hence, a key issue
is whether it is necessary to measure expectations (Van Looy et al., 1 998).
According to Iacobucci et al. (1 994 cited by Palmer, 2001 ), customers may not
have sufficiently clear expectations concerning service quality prior to
experiencing the actual service so that their expectations score cannot be used to
benchmark perceptions. Besides, when customers have low expectations, it could
produce a positive gap (P > E), and therefore, does not necessarily indicate high
service quality (Van Looy et al., 1 998).
It has been argued that customers use standards other than expectations to assess
service quality so that the use of SERVQUAL to measure customer expectations
becomes questionable (Buttle, 1 996). Moreover, asking a customer two sets of
the same questions, one for expectations and one for perceptions at the same
time seems to cause confusion (Buttle, 1 996). According to Kahneman and
Miller ( 1 986 cited by Palmer, 2001), expectations are only shaped as a result of
experiencing actual services so that p erceptions feed immediately into
expectations. Hence, expectations must be measured prior to the actual service
otherwise responses will be biased (Clow and Vorhies, 1 993 cited by Buttle,
1 996).
A more straightforward and direct form of measurement of service quality is the
basis of performance only assessment and the instrument is called SERVPERF
(Cronin and Taylor, 1 992). SERVPERF adopted the same twenty-two items on
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the five dimensions of SERVQUAL. However, unlike SERVQUAL, it does not
seek to compare customer experience and perceptions, and measures only post
consumption perception only (Palmer, 200 1 ). Thus, SERVPERF avoided the
problem of SERVQUAL with regard to assessment of customer expectations is
much easier to administrate, and the data are easier to analyse (Cronin and
Taylor, 1992). SERVPERF - the performance-based measure only - has been
argued to be more suitable to assess service quality (Cronin and Taylor, 1 994;
Buttle, 1 996).
In this research, service quality was measured by the performance only
measurement using SERVPERF (Cronin and Taylor, 1 992) from a managerial
perspective rather than a customer perspective. This is because managers '
perceptions most directly affect the design, development and delivery of the
service (Tsang and Qu, 2000). Moreover, according to the study of Nel and Pitt
( 1 993), managers had a reasonably good understanding of customer
expectations. Although management tend to perceive their service quality as
more successful than customers perceive it (Tsang and Qu, 2000), the main
objective of this research is to examine how managerial practices of 'the seven
corresponding features ' support service quality. Therefore,

managers'

perceptions of service quality were used. Moreover, only four out of five
dimensions of SERVPERF were used: items on 'tangibles' were excluded. As
has been stated above, the main purpose of the questionnaire survey was to
assess how 'the seven corresponding features ' supported service quality, and
tangibility did not seem to be affected by 'the seven corresponding features '.
Therefore, the questionnaire included only four dimensions comprising eighteen
items: 'reliability (five items)' , 'responsiveness (four items)' , 'assurance (four
items) ' and ' empathy (five items)' . Respondents were invited to assess their
perceptions of their company's performance on a nine-point scale on four
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dimensions of SERVPERF from 1 = Low to 9 = High. The four dimensions of
SERVPERF will be discussed again in section 4. 1 0.
4.9.

Main mailing

In mid May 200 1 , a total of 2,495 questionnaires were distributed to named
managers who are responsible for the promotion of service quality in a wide
range of service businesses with 200 or more employees 25 (Table 4.8). The
follow-ups were sent 3 weeks after the main mailing. By the end of June 200 1 , a
total of 371 usable responses were returned which made the response rate a little
less than 1 5 per cent. The response rate is not particularly high. Nevertheless,
there is no definite acceptable response rate or no agreed minimum response rate
(Frankfort-Nachmias and Nachmias, 1992), and achieving a 1 5 per cent response
rate can be difficult for academic research (Smith, 1 991). More importantly,
some of the ways of increasing return rate (see section 4.4) were not practical
due to financial constraints, and hence, the response rate of this research would
appear typical for this type of academic research.
In order to study bias, all items on those questionnaires which had been returned
immediately and on those questionnaires which had been returned after the
follow-up were compared using t-tests. This analysis found small differences of
mean values between the two samples, but none were statistically significant.
In order to assess the construct validity and refine items where necessary, the
total sample of 4 1 2 (the total response of 3 7 1 from the main survey and the
41responses from the pilot survey) was evaluated with confirmatory factor
analysis (CFA) . This is because the number of factors (components) in the
observed variables were identified via exploratory factor analysis (EFA) (see
25

See section 4.2 and 4.4 for the respondent selection.
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section 4. 7), and in CFA, the researcher decides in advance that there will be a
specific number of factors and examines the construct validity of the observed
variables (Kinnear and Gray, 2000). Therefore, at this stage, it was thought that
CFA was more appropriate than BFA. Confirmatory factor analysis will be
discussed in detail next.
4. 1 0.

Confirmatory factor analysis (CFA)

CFA involves scale refinement and the assessment of construct validity. The
results of the analysis were used to determine the degree of fit of the model to
the empirical data. Therefore, the total sample of 412 was evaluated on a series
of measures (Absolute fit measures, Incremental fit measures, Parsimonious fit
measures 26) . Hair et al. (1995, p688) state that:
'A consensus should be reached on the acceptability of the model only after
examination of the results from the entire set of goodness-of-fit measures'.

Some measurements 27 , however, are not applicable, because they are used only
in comparison between alternative models. All feasible indicators of goodness
of-fit were examined with the results discussed below.
Absolute fit measu res

Absolute fit measures determine the degree to which the overall model predicts
the observed covariance or correlation matrix, and involve the Chi-square
statistic, the noncentrality parameter (NCP and SNCP), the goodness-of-fit
statistic (GFI), the root mean square error (RMSR), the root mean square error of
26

The assessment of model fit indicators were also most often presented by academic researchers
(Nielson, 1 996; Benkhoff, 1997; Chandon et al., 1 997; Jacobs et al., 1 997; Caruana, 1999;
Espinoza, 1 999; Luque-Martinez et al., 2000; Chong et al., 200 1 ; Leisen and Vance, 200 1 ;
Sureshchandar et al., 200 1 ).
27
NCP (Noncentrality parameter); SNCP (Scaled noncentrality parameter); ECVI (Expected
cross-validation index); RFI (Relative fit index); IFI (Incremental fit index) ; CFI (Comparative
fit index); PGFI (Parsimonious goodness-of-fit index); PNFI (Parsimonious normed fit index);
AIC (Akaike information criterion) .
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approximation (RMSEA), and the expected cross-validation index (ECVI) (Hair
et al. , 1 995, p683). NCP, SNCP, and ECVI, however, are used only for a
comparison between alternative models. Thus, these measures are not presented
here.
Chi-square

Nonsignificant values of the Chi-square statistic (at least p > 0.05 , perhaps 0. 1 0
or 0.20) are considered to b e acceptable. However, this test is claimed to b e too
sensitive with large sample sizes (Mendez et al., 2001). Some researchers
consider that the test is inappropriate for a sample size that exceeds 200 (Luque
Martinez et al. , 2000; Chong et al., 200 1 ) while others argue that figures of 1 00
or even less may be problematic (Hair et al., 1 995). Chi-square with the
significance test becomes less reliable with sample sizes between 1 00 and 200
(Hair et al., 1 995). Therefore, the Chi-square test is not an appropriate indicator
for this research. Chi-square is used for the calculation of Normed Chi-square
(see Parsimonious Fit Measures).
Goodness-ofFit Index (GFI)

The value of GFI ranges from 0 to 1 , and a value of 0 represents a poor fit and 1
represents a perfect fit (Hair et al., 1 995). A value of 0.9 or higher indicates that
the model fits reasonably well (Benkhoff, 1 997; Jacobs et al., 1 997; Chong et al.,
2001 ; Leisen and Vance, 200 1). However, according to Hair et al. (1 995), no
absolute threshold level for acceptability has been established although higher
values are considered to provide a better fit. Therefore, they state that GFI of
0.865 is marginal.
Root Mean Square Residual (RMSR)

The recommended value of RMSR is close to 0 (Diamantopoulos, 1 994 cited by
Leisen and Vance, 2001 ). The value of 0.05 or less for RMSR is considered to

171

imply a good model fit (Bollen, 1 992 cited b y Vandenbosch, 1 996; MX User
Manual, 1 999). According to Hair et al. ( 1 995), there is no threshold level which
can be established, and hence a value of 0.076 is judged as marginal.
Root Mean Square Error ofApproximation (RMSEA)

The lower bound value of 0 is necessary for the optimal fit, and the
recommended acceptable level is 0.08 or less (Benkhoff, 1 997; Luque-Martinez
et al., 2000; Chong et al., 200 1 ; Hair et al., 1 995 cited by Leisen and Vance,
200 1). However, according to MX User Manual ( 1 999), the value of 0.05 to 0. 1 0
is judged to be good fit, and of 0 to 0.05 is considered to b e a very good fit.
I ncremental fit measu res

Incremental fit measures compare the proposed model to some baseline model
(Hair et al., 1 995, p685). Some of the measures which can be used for the
assessment of a model include the adjusted goodness-of-fit index (AGFI), the
Tucker-Lewis index (TLI) or the nor-normed fit index (NNFI), and the normed
fit index (NFI). The relative fit index (RFI), the incremental fit index (IFI), and
the comparative fit index (CFI) all represent comparisons between models;
therefore, they are not used here.
Adjusted Goodness-of-Fit Index (A GFI)

The value of AGFI extents from 0 t o 1 , with a value of 1 illustrating a perfect fit.
The recommended acceptance level is a value of 0.90 or more (Hair et al. , 1 995;
Chandon et al., 1 997; Hair et al., 1 992 stated by Caruana, 1 999; Chong et al. ,
200 1 ; Leisen and Vance, 2001). Yet, AGFI of 0.8 1 0 i s considered to be marginal
(Hair et al., 1 995).
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Tucker-Lewis Index (TLI) also known as Nonnormed Fit Index (NNFI)

The values of TLI or NNFI ranges from O to 1 .0, and a recommended value is
0.9 or greater (Hair et al., 1 995). Yet, a value of 0.876 is claimed to be marginal
(Hair et al., 1 995).
Normed Fit Index (NFIJ

The values ranging from 0 (no fit at all) to 1 .0 (perfect fit), a commonly
recommended value is 0.90 or higher although no absolute value indicates an
acceptable level of fit; therefore, a value for NFI of 0.828 is regarded as marginal
(Hair et al., 1 995).
Parsimonious fit measu res

Parsimonious fit measures diagnose whether model fit has been achieved by over
fitting the data with too many coefficients, and are limited to use in most
instances to comparisons between models (Hair et al., 1 995, pp686-7). Yet, the
normed Chi-square can be used as an assessment of a model. The parsimonious
normed fit index (PNFI), the parsimonious goodness-of-fit index (PGFI), and the
Akaike information criterion (AIC) are; therefore, not used here.
Normed Chi-square (Ratio Chi-square/DF)

The values of less than 1 .0 may suggest the model may be overfitted therefore
capitalising on chance, and values higher than either 2.0 or 3.0 (Carmines and
Mclver, 1 9 8 1 cited by Hair et al., 1 995) or values higher than the more liberal
limit of 5 .0 (Hair et al., 1 995 ; Nielson, 1 996) are considered to be not truly
representative of the observed data, and hence need improvement (Hair et al.,
1 995). Therefore, a value for the Normed chi-square of 2 to 3 has been
advocated as an acceptable level of fit (Nielson, 1 996; Carmines and Mciver,
1 9 8 1 cited by Espinoza, 1 999), or according to Joreskog and Sorbom (198 1 ;
1 989), less than 3 i s regard as a good fit. Because the Chi-square value is the
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maj or component of this measure, this measure is subject to the sample size
effects discussed earlier with regard to the Chi-square statistic (Hair et al., 1 995,
p687). Hence, in some research, even a value greater than 4 is commonly
presented as expressing the overall goodness of fit (e.g., Nielson, 1 996; Chandon
et al., 1 997; Luque-Martinez et al., 2000).
CFA results
All items for each area of the questionnaire on 'the seven corresponding
features ' and on service quality were examined with CFA Although the total
sample of 4 1 2 was evaluated, sometimes respondents had overlooked specific
questions, reducing the size of sample below 412.
In order to assess overall goodness-of-fit for each set of questions, firstly a
model (referred to as a path diagram) needed to be illustrated. The various model
fit indicators discussed above were then applied to examine the goodness-of-fit
of the model (path diagram). These indicators were re-examined after ill-fitting
items (low CFA loadings) were removed from the model (p ath diagram). Item
removal and re-examination were applied until the results of CFA met or
approached guidelines. All final CFA results therefore suggest adequate
repres entation of the data28 . In order to illustrate the process of scale refinement,
culture will be used as an example. The rest of the questions are presented in
Appendix D.

28 These indicators seem to be accepted by a number of academic researchers (Nielson, 1 996;
Chandon et al., 1 997; Jacobs et al, 1997; Espinoza, 1 999; Luque-Martinez et al., 2000; �hong et
al., 200 1 ; Leisen and Vance, 200 1) even though values are lower than the values discussed
above. For example, GFI of 0.799 and AGFI of 0.84 (Nielson; 1 996); RMS � of 0.072 (Chandon
et al., 1 997); RMSEA of 0.08 (Luque-Martinez et al., 2000) are descnbed as clo � e to the
recommended values or approach guidelines for overall model fit, and these results are Judged as
acceptable or indicate a good fit of the model.
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Culture

The area of culture consisted of three components (Table 4.9). They were termed
'Esprit de corps ', 'Culture of top management commitment ', and 'Culture of
customer focus ' (section 4. 7). A path diagram (as a model, see Figure 4. 1 ) was

firstly developed for the assessment of model fit. Table 4. 1 6 illustrates CFA
loadings on all items of the three components above. Form the initial results of
CFA for Culture (see Table 4. 1 7), the value of the Normed Chi-square statistic
was 4.956 which was less than the liberal limit and considered to be acceptable:
the value of GFI was .904 which indicated that the model fits reasonably well:
the value of AGFI was 0.854 which was a little lower than the recommended
level but higher than the marginal value given by Hair et al. (1 995): the values of
NFI and of TLI were 0.93 5 and 0.93 1 respectively both of which were greater
than the recommended value and therefore also considered to suggest a good fit:
the value of RMSR was 0. 1 00 which was more than the marginal value given of
0.076 by Hair et al. ( 1 995) and hence needed to be lowered: the value of
RMSEA was 0.099 which was considered to be a good fit. The Chi-square
statistic was only used for the calculation of the Normed Chi-square statistic and
hence interpretation of the value is not appropriate. From these first results of
CFA for Culture, most values were acceptable, but the value of RMSR needed
some improvement.
An initial examination identified the CFA loadings of each item. In order to
improve the goodness-of-fit of the model, an item with the lowest CFA loading,
'We actively seek customer inputs to determine their requirements' was removed
from the model, and the remaining items were re-examined. From the second
results of CFA for Culture (see Table 4. 1 7), the value of all indicators improved
except for the Normed Chi-square statistic. Yet, it was still less than the liberal
limit. Although the value of RMSR improved, it was still more than the marginal
value. Therefore, in order to further improve the goodness-of-fit of the model, an
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item with the lowest CFA loading on the second scale, 'The front-line staff know
what customers expect' was removed. The remaining items were examined for
the third time. From the third results of CFA, all the indicators improved further
including the value of RMSR which was very close to the marginal value.
Moreover, the CPA loading of the third (and final scale) were respectively high.
Therefore, the third (and final) results of CFA (see Table 4. 1 7) approached
guidelines for overall model fit, and hence were considered to be a good fit of
the model. The assessment of model fit therefore ceased at the third examination.
Figure 4. 1 illustrates the final model. The following shapes are used in the
model.

�

I

0

I

- Constructs
- Variable (item on the questionnaire)

- Error

Standard ised values a re shown on the fol lowi ng path diagram.
Shaded variabl es were eliminated from the final model .
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Figure 4. 1 .

Path diagram for Culture
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Table 4. 1 6.

CFA on Culture

Component: Esprit de corps

In our com pany, management and employees work
tog ether towards a com mon goal .
The internal working environ ment in the company is
positive and optimistic.
In our com pany, we are all closely welded together.
The manager attem pts to create a good social
environment in our com pany.
The internal working environment in th e company is good .

Initial
scale
.658

CFA l oad ings
nd
2
3 rd and
scale final scale
.655
.658

.839

.840

.840

.797
.552

.798
.552

.799
.551

.708

.706

.708

Component: Culture of top management commitment

Top executives actively cham pion our quality programme.
Executives actively comm u n icate a Qual ity commitment to
employees.

I n itial
scale
.834
.898

Component: Culture of customer focus

We actively seek customer inputs to determine their
requirements .
I n this organisation , employees see their roles as an
integral part of the whole operation in terms of contributing
to customer satisfaction .
Employees know how this organisation operates.
I n this organ isation , every employee knows what is
expected from the m .
The front-line staff know what customers expect.

Initial
scale
.327

CFA loadings
2 nd
3 rd and
scale final scale
.834
.833
.900
.898

CFA loadings
3 rd and
2 nd
scale final scale

---

---

.730

.71 4

.765

.693
.695

.703
.71 8

.667
.656

.470

.453 •·

---
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Table 4. 1 7. Results of CFA for Culture
Sample size (403)
Chi-sq uare
OF
p
Normed Chi-sq uare
GFI
AG FI
NFI

TU

RMSR
RMSEA

Initial
252.760
51
.000
4.956
. 904
.854
. 935
.93 1
. 1 00
. 099

Second
204.709
41
. 000
4.993
.91 5
. 863
. 944
. 939
.098
. 1 00

Final
1 5 1 .399
32
.000
4.731
.931
.881
. 956
. 950
. 080
. 096

CFA examination on each of the other areas ('the seven corresponding features '
excluding culture, and service quality) of questionnaire items will be discussed
briefly below. Path diagrams, CFA loadings, and the results of CFA, for each of
the other areas are presented in Appendix D.
Recruitment and selection
There were originally two components of Recruitment and selection (Table B l ).
They were called ' Quality consciousness ' and 'Staff recruitment '. The
component termed Quality consciousness; however, seemed to have two
dimensions. Therefore, component 1 was divided into two components: 'Quality
consciousness ' and 'Formality and Structure '. An ill-fitting item was found on
the component: Staff recruitment (Table Dl). However, there were only two
items in this component so that the whole component had to be deleted (Figure
D l and Table Dl). The CFA results after deleting the component met the
assessment criteria (Table D2).
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Training
Exploratory Factor analysis found three components (Table B3). They were
termed 'Training for customer focus ', 'Standardised training ', and 'Cascade
training ' (Tables B4 to B7). After the initial examination of the model, the first
item of the component: Standardised training was removed due to its low CFA
loadings (Table D3). The model fit indicators improved only a little (Table D4).
Another item in component: Standardised training showed the lowest CFA
loadings (Table D3). However, this component consisted of only two items.
Hence, the item could not be removed. Instead, the item in the component:
Training for customer focus which showed the lowest CFA loading on the
second scale was removed from the model. However, removing the last item of
component: Training for customer focus instead of the first item produced better
CFA results which met the assessment criteria well (Table D4). Therefore, this
alternative scale was used (Figure D2).
Teamwork
All items on teamwork originally belonged to only one component (Table B8) .
Re-evaluation of the model resulted in the removal of five items (Table D5). The
final results indicate an acceptable level (Table D6). However, dividing these
items into 3 components (Table D7, and Figure D3): 'B enefits from teamwork ',
'Support for teams ', and 'Individuals as well as teams ' produced better CFA
results (Table D8). Although CFA loadings on some items were not particularly
high, they were not removed. This is partly because removing any item caused a
worsening in the CFA results. Moreover, the alternative results of CFA for
Teamwork approached the guidelines for the goodness-of-fit of the model. Thus,
the alternative model (see Figure D3) was used.
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Empowerment
Using exploratory _factor analysis, two components were extracted (Table B l O).
They were called 'D elegation ' and 'Freedom of action ' (Tables B l 1 to B 1 3).
Reducing items on component: Delegation did not improve the CFA results.
Component: Freedom of action had only two items. Therefore, all items on both
components were retained (Table D9 and Figure D4). Nevertheless, the initial
results (see Table D 1 0) were very close to the recommended values, and hence,
these results were considered to acceptable.
Performance measurement and reward
Exploratory factor analysis extracted four components (Table B 14) . However,
component 1 which consisted of fourteen items comprised broadly three
categories (see Appendix B: Performance appraisals and reward for the detail).
Therefore, a total of six components were made. However, after refining some
items (in three sub-components) from a 1 to 7 point scale to simple yes/no
questions, component 1 seemed to have only two dimensions. Therefore, a total
of four components were made which were labelled 'Reward as an
encouragement for good performance ', 'Reward for individual and teams to
improve quality ', 'Performance appraisals for facilitation ', and 'Performance
appraisals as feedback ' (Table D1 1 ) . Indicators were re-examined after
removing ill-fitting items. For the final results of CFA, the indications did not
improve much from the second loading results (Table D 1 2). Moreover, the
second results of CFA approached the recommended values which indicate a
good fit of the model (Figure D5). Therefore, items which remained at the
second loading were used.
Communication
Items on communication were originally found on only one component (Table
B20). Yet, dividing the component into two (Figure D6): Overall communication
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and Customer centric communication produced better C FA results. One ill
fitting item was removed from the component: Overall communication (see
Table D l 3), and the final results met the assessment criteria (Table D 1 4).
Service quality
Four dimensions (components) on service quality were examined by CPA. One
item from reliability, two items from responsiveness, and one item from empathy
were removed due to their low CPA loadings (Table D I S). After the fifth
iteration, the results seemed to improve very little (Table D l 6). The model fit
indications of CFA were close to the recommended values which are considered
to show good model fit. Therefore, items which remained at the fifth stage were
used (Figure D7).

All the final results of CFA on 'the seven corresponding features ' and on service
quality approached or met the guidelines for overall model fit, and hence were
considered to suggest a good fit of the model. Although ill-fitting items were
removed from the model (path diagrams), some of the ill-fitting items found in
'the seven corresponding features ' were necessary in order to examine the
fifteen inter-relationships among 'the other six features '. Therefore, those ill
fitting items were only used as a single measurement for the analysis (section
5.3). All ill-fitting items were removed from the components before the analysis
of the interdependence between culture and 'the other six features ' (see section
5 .4), and of the association between service quality and 'the seven corresponding
features ' (section 5 .5).
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4.1 1 .

Analytical techniques

This section illustrates the techniques used for the analysis of the data from the
questionnaire survey. These techniques were employed using SPSS and Amos.
Exploratory factor analysis (EFA) and reliability testing

In order to reduce the questionnaire items (variables) to a smaller, more
manageable number with a minimum loss of information, exploratory factor
analysis and reliability testing were applied after pilot testing. EFA is used to
analyse interrelationships among a large number of variables and to classify
these variables into components in terms of their common underlying factors
(Hair et al., 1 998). Reliability testing is used to assess whether a variable or a set
of variables in a component is consistent in what it is intended to measure.
Following the application of EFA and reliability testing, the number of variables
in each component was determined. For further details see the section on Factor
analysis and reliability testing (section 4.7).
Confirmatory factor analysis (CFA)

Confirmatory factor analysis, which was applied with AMOS (Analysis of
Moment Structures), a software tool distributed by SPSS Inc, was used to refine
the scale and to assess construct validity for the total sample. At that stage, CFA
was more appropriate than BFA. This is because a detailed model relating the
observed variables was specified prior to the application of CFA. A series of
measures was used. Where ill-fitting variables were found measurement
indicators were re-evaluated. For further details, see the section on Confirmatory
factor analysis ( section4. l 0).
The above techniques were used only in Chapter 4. The following techniques are
used in Chapter 5 : Questionnaire analysis and discussion.
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Frequency distributions
This analysis is used for summarising the data. Frequencies simply add the
number of cases or the proportion in each category (Bryman and Cramer, 1 999).
Frequencies are also used to check for data entry errors and to identify the
proportiuon of the distribution in each category.
Pearson correlation
Pearson correlation is used to measure the strength and the direction of the
relationship between a pair of variables (Bryman and Cramer, 1 999), and is
applied to scale items (i.e., 7 point or 1 0 point scale). Cohen and Holliday (1 982
cited by Bryman and Cramer, 1 999) suggest the following criteria (see Table
4. 1 7):
Table 4. 1 8. Criteria of strength of correlation
Strength of correlation
Below 0 . 1 9
0 .20 to 0 . 39
0 .40 to0 . 69
0.70 to 0 .89
0.90 to 1 .0

Interpretation criteria
Very low
Low
Moderate

HiQh

Verv hiqh

In Chapter 5, Pearson correlation is referred to as 'correlation' which
distinguishes it from 'canonical correlation' (which will be discussed below) .
When a relationship is anticipated, a 1 -tailed test is appropriate. Therefore, all
correlations in this research are tested by means of a I -tailed test.
Independent-Sample T-tests
Independent-Sample t-tests test hypotheses via comparing means for two
independent samples of the data, and determine if the means of two groups
differ. It is particularly useful for yes/no items (in two independent samples) to
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see whether those two groups are statistically different to each other on other
variables.
One- Way analysis of variance (ANO VA)

ANOVA, like the t-test, tests hypotheses about means. ANOVA can be used for
three or more population means whereas the t-tests can only be used to evaluate
a hypothesis about two groups (Kinnear and Gray, 2000). The F test identifies
whether there is a significant difference between one or more of the groups
(Bryman and Cramer, 1 999). The number of cases in each group, their mean
values, and standard deviations (SD) are also produced.
One- Way ANO VA Post Hoe Multiple Comparisons

Post Hoe Multiple Comparisons are used to compare groups and indicate
specifically which groups are significantly different to which other groups, at a
significance level of .05.
Canonical correlation29

Canonical correlation analysis 1s seen as a logical extension of multiple
regression analysis 30 (Hair et al. , 1 995). Regression analysis involves a single
dependent variable and one or more independent variable at a time. On the other
hand, canonical correlation does not distinguish between independent and
29

Once canonical correlation was a little used statistical technique, it has been substantially
expanding the application of canonical correlation in behavioural and marketing research (Alpert
et al., 1975 ; Lambert and Durand, 1975).
30
Linear regression is employed for summarising the nature of the relationship between variables
and for making predictions of likely values of the dependent variable (Kinnear and Gray, 2000).
In multiple regression, the values of the dependent variable are estimated from those of two or
more other independent variables (Brynian and Cramer, 1999). Therefore, multiple regression is
a useful analysis when a research question involves one dependent variable supposed to be
associated with one or more predictor (independent) variables (Hair et al., 1995). The objective
of multiple regression analysis is to predict the variation in the dependent variable using several
predictor variables (Hair et al., 1 995). R square estimates the proportion of the variance of the
dependent variable explained by regression.
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dependent variables and can accommodate multiple numbers of each.
Performing separate multiple regression analyses - one for each of a set of
dependent variables, is not recommended (Dillon and Goldstein, 1 984). This is
because separate regression analyses defeat the purpose of having multiple
dependent measures since the information provided by the interrelationship
among the dependent variables is not taking into consideration (Dillon and
Goldstein, 1 984, p3 39). Therefore, in order to capture the entire relationships
between multiple dependent and independent variables simultaneously,
canonical correlation analysis is used (Green et al., 1966; Hair et al., 1 995).
C anonical correlation analysis in this research is referred to as 'canonical
correlation analysis' or 'canonical correlation' which distinguishes it from
Pearson correlation. The criteria of the strength of pearson correlation (Tab le
4. 1 7) are also applicable to the criteria of the strength of canonical correlation.
Canonical cross loadings, which are si gnificant at or below .05, are presented as
they are the most preferred approach compared to canonical loadings or
canonical weights (Hair et al., 1 995).
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4.12.

Purpose of qualitative research

This research proj ect aimed to combine quantitative and qualitative
methodologies. Using a combination of qualitative and quantitative research
methods has a number of benefits. Quantitative research can guide qualitative
study through findings from a representative sample (Sieber, 1 973 cited by Miles
and Huberman, 1 994). Each type of method 'can build upon each other to o ffer
insights that neither one alone could provide (Reichardt and Cook, 1 979, p2 1).
As Carr-Hill (2002, pl) has observed, 'many of the results from a statistical
analysis are simply incomprehensible without follow-up interviews with key
informants' . Combining both quantitative and qualitative methods, 'helps to
correct for inevitable biases' since each method has different biases (Reichardt
and Cook, 1 979, p23). Qualitative methods investigate via in-depth approaches
and comparison across cases thereby overcoming the abstraction inherent in
quantitative research (Firestone, 1 987 cited by Miles and Huberman, 1 994).
Comparative analysis of the questionnaire data from the two sub-samples (mass
and technological services) raised a range of issues 3 1 , and this necessitated
further investigation of managers' perception of the importance of 'the seven
corresponding features ' with regard to the promotion of service quality in mass
and technological services. At this stage of the research, qualitative research was
thought to be appropriate since predetermining respondents' points of view
through prior selection of questionnaire categories did not seem to lead to
adequate results. Moreover, qualitative study allows open-ended questions for
important meanings to be discovered and the outcome of any qualitative research
offers 'a deeper understanding of experience from the perspectives of the
participants selected for study' (Maykut and Morehouse, 1 994, p43).

31

See section 5.6 for the list of unsolved issues.
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4.13.

Sampling frame

The sampling frame for qualitative research was drawn from the list of the
questionnaire respondents particularly from those in mass and technological
services who requested a summary of the results (see Table 4. 1 9). In this way,
b ackground information concerning 'the seven corresponding features ' and
service quality was known prior to the research, and this helped to avoid elite
bias (Sieber, 1 973 cited by Miles and Huberman, 1 994), e.g., in this research,
selecting companies which scored high on 'the seven corresponding features ' as
well as on service quality. On the contrary, it is feasible to select a range of
companies with diverse levels of service quality which may result from various
levels of 'the seven corresponding features '. In addition, it was assumed that
those who requested a summary of the results were interested in the research and
were more likely to be willing to co-operate with research than those who just
returned the questionnaire. Furthermore, middle managers or equivalent who
were responsible for the promotion of service quality were chosen as
questionnaire respondents, hence, their expertise, skills, and familiarity with
terminology even in a qualitative research setting could be ensured. According to
Morse (1 986; 1 99 1 b cited by Morse 1 998, p73):
'A good informant is one who has the knowledge and experience the researcher
requires, has the ability to reflect, is articulate, has the time to be interviewed, and is
willing to participate in the study' .
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Table 4. 19. The sampling frame for qualitative research

Mass services�..
Distribution
- Financial services
- Hospitality
- Retail
Transport
- Wholesale
Total: M ass services
Techno/oqical services""
- Computer and related activitv
- Construction
Maintenance and repair
Total : technological services

-

-

No of Questionnaire respondents
( No. of those who requested a
summary of the results)
3 1 (7)
1 7 (8)
29 (4)
50 (1 3)
43 (6 )
1 9 (5)
1 89 (43)
1 8 (8)
64 (1 7)
37 (1 7)
1 1 9 (42)

Sampling strategies

There are a wide range of sampling strategies with different purposes. Table 4.20
summarises the purpose of each sampling strategy. The bulk of approaches tend
to have a rationale of purpose to the sample rather than the statistical basis of
many samples drawn for quantitative research. Purposeful sample selects
information rich cases for in-depth study, and hence, increases the likelihood that
variability common in any social phenomenon will be represented in the data,
but may not accurately represent population (Patton, 1980). Size and specific
cases depend on study purpose.

32

M ass services include distribution, financial services, hospitality, transport, retail, and
wholesale (Scbmenner, 1986; 1995; Oakland, 1 993 ; Lashley, 1 997; 1 998; Silvestro, 200 1).
33
Technological services comprise construction, maintenance and repair companies including
computer and network repair firms (Schmenner, 1 986; 1 995 ; Hesket et al., 1 990; Rafiq and
Ahmed, 1 998; Silvestro, 200 1).
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Table 4.20. Sampling strategies in qualitative research
Type of strategies

1.

Extreme or deviant case

2.

Intensity

3.

Maximum variation

4.

Homogeneous

5. Typical case

6.

Stratified purposeful

7. Critical case

8.

Snowball or chain

9.

Quota

1 0 . Criterion-based

1 1 . Theory-based or operational
construct

1 2 . Confirming and d isconfirming
cases
1 3 . Opportunistic
1 4 . Random purposeful

1 5 . Politically important cases

Purpose

Learn ing from highly unusual manifestations of the
phenomenon of interest (extremes); thus,
clarifvinQ factors of importance.
I nformation rich cases that manifest the
phenomenon intensely, but less emphasis on
extremes.
Select a heterogeneous sample for documenting
uniqueness or d iverse variations, and identification
of im portant com mon patterns that cut across
variations
Focuses on a small homogeneous sample so that
reduces variatio n , simplifies analysis, and
facil itates qrouo interviewinq
Illustrates or h ighl ights what is typ ical , normal,
average
Each of the strata includes a relatively
homogeneous sample, and sample s izes are likely
to be too small for generalisation or statistical
representativeness
Selection of exam ples that are significant for the
identifi cation of critical incidents that may be
general ised to other situations. Permits logical
general isation and maximum application of
information to other cases.
Identifies a few people who have characteristics
relevant to the study, and ask them to name
others who have the relevant characteristics.
Generates information rich cases and findings are
illustrative.
Identify the major subgroups and then obtai n ing
an arbitrary n u m ber of u n its from each subqrou o .
Picking all cases that m eet a specified set of
criteria
Finding manifestations of theoretical construct of
interest so as to elaborate and examine the
construct
Elaborating and deepen ing i n itial analysis seeking
exceptions, testinq variations
Following n ew leads during fieldwork taking
advantaqe of the unexpected flexibil ity
Adds cred ibility to sample when potential
purposefu l sample is larger than one can handle.
Reduces judgement within a purposefu l category,
but n ot for gen eral isations or representativeness
Attracts attention to the study or avoids attracting
u n desired attention by purposefu l ly e l i m inating
from the sample politically sensitive cases
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1 6 . Conven ience

Un its are conven iently available so that it saves
time, money, and effort, but poorest rational ,
l owest credibil itv. Yields inform ation poor cases
1 7 . Combination or m ixed
Triangulatio n , flexibility, meets multiple interests
purposeful
and needs
(Source: Adapted from Manheim, 1 977; Patton, 1 980, p 1 05; 1 990, p 1 82-3; Chadwick et
al . , 1 984; Goetz and Lecom pte, 1 984; Berg, 1 989; Bailey, 1 994; Maykut and
Morehouse, 1 994; Miles and Huberman, 1 994, p28; Morse, 1 998)

The purpose of this qualitative research was to identify manager' s perceptions in
mass and technological services, and a comparison of these two service
businesses was necessary to investigate the issues raised by the analysis of the
questionnaire survey. Stratified purposeful sampling was used to detennine
participants for the qualitative research. The aim of a stratified purposeful
sample is to capture maj or variations rather than to identify a common core, but
to a lesser degree than in a maximum variation sample (Pattion, 1 990).
Moreover, this sampling illustrates characteristics of particular subgroups of
interest and therefore facilitates comparisons (Patton, 1 990; Miles and
Huberman, 1 994) between mass and technological services.
Before selection, feasibility in terms of time, finance, and access to participants 34
had to be considered. Potential participants were chosen from each mass and
technological service sub-sample. Initially, 1 0 potential participants were
selected from each of the service samples. However, as there are no absolute
rules that decide adequate sample size (Chadwick et al., 1 984; Bailey, 1 994), the
researcher was prepared to continue until data saturation occurred.
4.14. Data collection method
There are different methods of qualitative data collection (Patton, 1 980; Lincoln
and Guba, 1 98 5 ; Maykut and Morehouse, 1 994; Yin, 1994; Marshall and
Rossman, 1 995). These are:
34

One of the checklist items for sampling (Maykut and Morehouse, 1994)
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• Participant observation;
• Direct observation;
• Documentation35 and other sources of qualitative data36 ;
•

Open-ended questionnaires;

•

Group/focus group interviews;

•

In-depth interviews37 .

Each method has both strengths and weaknesses. Participant/direct observations
are useful methods to learn about behaviour and the meanings attached to those
behaviours (Marshall and Rossman, 1 995). However, the research usually
engages over weeks or months even for the most experienced researchers
(Maykut and Morehouse, 1 994), and therefore, the cost of the research can be
considerable (Yin, 1 994). Documentation and other sources of qualitative data
are written for some specific purpose and some specific audience (Yin, 1 994);
therefore, these are very unlikely to cover all the necessary topics of this
research.
Open-ended responses on questionnaires as 'the most elementary form of
qualitative data' would be the cheapest method (within the qualitative data
collection listed above) to obtain the infom1ation being sought, but have serious
limitations38 since the data are collected in written format (Patton, 1 9 80).
35

Letters, memoranda, and other communiques, agendas, announcements and minutes of
meetings, and other written reports of events, administrative documents - proposals, progress
reports, and other internal documents, formal studies or evaluations of the same site under study,
newspaper clippings and other articles appearing in the mass media (Yin, 1994).
36
Personal documents ( diaries, letters and autobiographies), public documents ( organisational
memos and policy manuals, written media, literature, and other materials to be found in
libraries), and the film media (photographs, film and video tape) (Maykut and Morehouse, 1 994).
3 7 Qualitative research interviews are often referred to as in-depth interviews (Lincoln and Guba,
1985; Taylor and Bogdan, 1 984 cited by Maykut and Morehouse, 1 994)
38
The limitations are the writing skills of respondents, the impossibility of probing or extending
responses, and the effort required of the person completing the questionnaire (Patton, 1980).
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Group/focus group interviews are conjoint interviews consisting of more than
two people (Maykut and Morehouse, 1 994). It would require participants to
travel to a place for interview so there may be difficulties in arranging one
particular interview time and date for managers in mass or technological services
from companies all over the U.K.
Interviews become a particularly useful method of collecting information when
an investigation is aimed at understanding the perceptions of participants (Berg,
1 9 89), and therefore, in-depth interviews are used quite extensively by
qualitative researchers (Marshall and Rossman, 1 995). ' One of the major
advantages of interviews is flexibility' (Bailey, 1 994, p l 74). All questions do not
have to be decided prior to the interview; therefore, during the interview, the
interviewer can decide appropriate questions, add more specific questions or can
repeat a question when it is not well understood by the participants. Moreover,
the interviewer has control over the sequence of questions, and can ensure that
the participants answer all of the questions and in the correct order. Other
advantages of personal interviews are listed in section 4.2, Table 4.3.
In order to investigate managers ' perception of 'the seven corresponding
features ' regarding to the promotion of service quality, in-depth interviews

seemed to be the most appropriate method of qualitative research. Although
telephone interviews have advantages (see section 4.3, Table 4.2), personal
interviews were preferred. This is because 'one-to-one personal interviews have
advantages over telephone interviews in terms of fewer limitations on the types
and length of questioning and in the ability to use visual aides' (Frey and Oishi,
1 995, p4). Therefore, in-depth personal interviews were chosen as the method of
qualitative data collection.

193

Although in-depth interviews offer great advantages, they also have drawbacks
(Johnson, 200 1). The following discussion describes how the disadvantages of
in-depth interviews were overcome in this research.
Inten;iew bias

One of the disadvantages of interviews is that they often have the potential for
bias, error, misunderstanding, or misdirection. Interview bias tends to occur due
to poorly constructed questions (Yin, 1 994). Hence, all the questions were tested
at the pilot interview stage. The interviewer can cause error via
misunderstanding the respondents ' answer (Bailey, 1 994) so that extra questions
and probing questions were utilised during interviews (see section 4. 1 6). A
participant might give what the interviewer wants to hear (Yin, 1 994). According
to Holstein and Gubrium ( 1 995), if the interviewer simply asks questions
appropriately, the respondent will reveal the necessary information. Moreover, at
the beginning of an interview, every participant was assured that there were no
right or wrong answers to the interview questions, and it was stressed that it was
their opinions and perspectives that were of interest. Hence, misdirection did not
seem to happen in any of the interviews.
Cooperation with, and ability of, participants

Participants may be unwilling to cooperate or feel uncomfortable about sharing
information, and the findings of interviews may not be satisfactory due to
participants' lack of expertise, skills, or familiarity with relevant terminology
(Marshall and Rossman, 1 995). In order to minimise those risks, accurate
selection of the right participants was considered ( see section 4. 1 3). Inaccuracies
may arise due to poor recall (Yin, 1 994). Therefore, a summary of the survey
results was sent to each participant prior to the interview as a means of informing
them about the focus of the interview (see section 4. 1 3). Moreover, the interview
questions focused on the relatively recent past and on present circumstances.
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Furthermore, by giving them with a full transcription of the interview afterwards,
they were provided with an opportunity to insert correct infom1ation or extra
information when it was lacking due to poor recall (see section 4.1 8).

Anonymity
Interviews offer less assurance of anonymity than mailed questionnaires (Bailey,
1 994). When contacting potential participants, guarantees of anonymity and
confidentiality were included in the letter. Moreover, in order to make
participants feel safe in sharing information, just before starting the interview,
each of them was reassured about anonymity and confidentiality. Furthermore,
although at the beginning of an interview, permission to record the interview was
obtained, they were also notified that they were entitled to stop the tape
recording at any time during the interview if they felt uncomfortable with it.

Cost, time and lack of accessibility to participants
The cost and time of travel for interviewing each individual participant can be
extensive (Bailey, 1 994) when they are geographically dispersed. However, due
to the advantages of in-depth interviews (discussed above), the necessary cost
and time were allowed for in this research although financial constraints and
accessibility to participants were taken into consideration when selecting
potential respondents (see section 4. 1 3).

4.15.

Types of interview

There are, basically, three types of data collection for qualitative research
through in-depth interviews39 (Berg, 1 989; Patton, 1 990; Maykut and
39

Informal conversational interviews, interview guide approach, and standardised open-ended
interviews (Patton, 1 990). Standardised (formal) interviews, un-standardised (informal)
interviews, and semi-standardised (guided-semi-structured) interviews (Berg, 1 989).
Unstructured interviews, interview guide and interview schedule (Maykut and Morehouse, 1 994).
Open-ended interviews, focused interviews, and more structured interviews (Yin, 1 994).
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Morehouse, 1 994; Yin, 1 994). However, the questions in all types of interviews
are open-ended and designed to explore what is significant about the
phenomenon under study (Maykut and Morehouse, 1 994). Each type has
advantages and disadvantages and each fulfils a different purpose (Patton, 1 990,
summarised below) so that the best type will be depend on the purpose of the
interview.
Standardised (open-ended) interviews

Here the sequence and standardised questions are written in advance (Patton,
1 990) so that identically worded questions are used for every participant (Berg,
1 989). Use of standardised questions, on the one hand, increases comparability
of responses and facilitates data analysis, but on the other hand, does not allow
exploration of issues which are not anticipated and which surface during an
interview.
Informal conversational/un-standardised/unstructured interviews

Interviewers may not know what all the necessary questions are prior to the
interview (Berg, 1 989). Hence, there is no predetermination of question topics or
wording (Patton, 1 990). This type of interview permits maximum flexibility to
pursue information: questions can be individualised. It tends to take considerable
amounts of time before a similar set of questions is posed to each participant in
the research. The data collected from un-structured interviews are difficult to
organise and analyse.
Interview guide approach

Topics and issues to be covered are specified in advance; however, the sequence
and wording of questions are decided during the actual interview (Patton, 1 990).
Interview guide approaches help the data collection to be more systematic and
comprehensive by restricting the issues to be investigated in advance.
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Nevertheless, 'flexibility in sequencmg and wording questions can result in
substantially different responses from different perspectives, thus reducing the
comparability of responses' (Patton, 1 990, p288).
Combination of interview guide approach an d standardised open-ended
interviews4°

'It is possible to combine an interview guide approach with a standardised open
ended approach' (Patton, 1 990, p287). Therefore, a number of essential
questions are predetermined in advance and the interview is conducted according
to an interview guide (Kvale, 1 996), but when it is appropriate to explore certain
issues in greater depth, suitable questions are developed during the actual
interview (Patton, 1 990). Through semi-structured interviews, the perceptions of
interview participants more likely to be expressed in a relatively openly designed
interview situation than in a standardised interview (Flick, 1 998).
In this research, the issues which need to be investigated through in-depth
personal interviews were clear, and hence unstructured interviews were not
appropriate. Although not all necessary questions could be determined prior to
the interview, it was possible to do so for many of the questions. Moreover, as
the combined interview approach seemed to reduce the disadvantages of each
interview approach and to retain the advantages of each type of interview, in this
research a semi-standardised interview was adopted.

40

This combination of interview approaches is seen to be equivalent to what Berg ( 1989) called
'semi-standardised interview', and what Kvale ( 1 996) and Flick ( 1998) termed 'semi-structured
interview' . Hence, the combination interview approaches, semi-structured interview or semi
standardised interview are used interchangeably in this research.
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4.1 6.

Interview design

Style of questions and question wording

Four styles of question are necessary to include in the survey in order to draw
out the most complete story from a participant (Berg, 1 989). These include
essential questions, extra questions, throw-away questions, and probing
questions.
Essential questions only concern the fundamental focus of the research and seek
specific, desired information ( e.g., 'why have performance appraisals and reward
contributed least to support service quality? '). Extra questions are more or less
equivalent to essential questions, but worded slightly differently in order to
ensure the reliability of responses (e.g. , ' is this order the ranking of the
contribution they have made to support service quality? '). Throw-away questions
are unnecessary for gathering the important information, but sometimes can be
invaluable for drawing out a complete story from a participant. Although,
questions of this type were not prepared in the interview protocol, during an
actual interview when a participant engaged in topics outside of essential
questions, throw-away questions were used in order to redirect the interviewee
back to the central focus of the interview (e.g., I think I have forgotten to ask
you . . . ). Probing questions ask a participant to expand what their response to a
given question. Like throw-away questions, this type of question was not
prepared in the protocol, but often used during the actual interviews (e.g., 'would
you give me some other examples?').
Careful attention must be paid in order to acquire necessary information,
questions must be worded according to the level of language of the participants
(Berg, 1 989). In order to ensure whether question wording was comprehensible
to respondents, pilot interviews were conducted (section 4 1 7).
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Use of seven cards

Although prior to an interview, each interview respondent was provided with a
summary of the questionnaire survey results, in order to maximise interview
time, each of 'the seven corresponding features ' was stated on a card (see
Appendix E). At the beginning of the interview, each interview respondent was
shown these cards and asked to put them in order according to the contribution
they made to supporting service quality in their organisation (see interview
structure below).
Interview protocol development

An interview protocol which illustrated the procedures and a set of questions
(see interview structure) was developed (see Appendix F). The major purpose of
using a protocol is to increase the reliability of the interviews so that consistency
of the results could be ensured (Yin, 1994). Reliability will be dealt with in
section 4.20.
Interview structure

The interview was semi-structured and therefore some questions were
predetermined in advance. The interview consisted of three parts.
Part 1 : Questions to begin with
There were six questions in this part to collect factual information about the
organisations, and all of them were asked of each participant.
Part 2: Looking at 7 cards
In this part, the first question was aimed at asking a participant to rank 'the seven
corresponding features ' in terms of the contribution they made to support

service quality in their organisation. Seven cards (see Appendix E) were used for
the ranking. The next question was to confirm the ranking.
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The following set of questions was asked according to the ranking of the seven
cards a participant made. For example, when a respondent ranked culture in
first/last place, ask 'could you tell me why culture contributes most/least to
service quality? ' . On the other hand, when culture was not in first/last place, ask
'why is culture in a middle/a lower position within the seven practices? Would
you not say that culture is more important than other practices? ' . After these
questions according to the ranking of the practices, a set of questions for the each
of 'the seven corresponding features ' was addressed. At this stage, the questions
aimed to examine each particular practice in more detail. For example, 'can you
describe the culture of this organisation? E.g., top management commitment to
service quality? ' . At the end of the set of questions for each of 'the seven
corresponding features ', respondents were asked whether they felt that any

practices needed to be improved in order to further support service quality in
their organisation. For example, they were asked, 'have you ever thought that the
culture of the organisation needs to be improved?' .
The questions in part 2 were prepared in writing prior to interview, but only as a
guideline. Therefore, not all the questions were actually used in all interviews.
Instead, some questions were generated spontaneously during the interview as
and when necessary.
Part 3 : Closing questions
In this section, the aim was to identify whether the rankings on contribution to
service quality and the rankings of importance to service quality differed, and if
so, reasons were pursued.
These questions were tested by means of the pilot interviews discussed next.
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4.17. Pilot interview41

A pilot study is very useful to identify particular areas that may have been
unclear previously, to

test certain questions, to

establish effective

communication patterns (J anesick, 1 998), to assess how effectively the interview
will work, and whether the type of information being sought will actually be
obtained (Berg, 1 989). In this research three pilot interviews were conducted, at
the end of February (two companies), and in early March 2002 (one company).
S election of the pilot interviews was based on the main criteria as suggested by
Yin ( I 994): convenience, accessibility and geographic proximity.
The pilot study confirmed that the use of the seven cards led respondents to
focus on these particular issues. Those cards were therefore used in the other
fifteen interviews. However, in the pilot interviews, it was discovered that
participants tended to talk about each practice when they were ranking them.
Thus, it was not necessary to raise some of those questions prepared in part 2.
For the rest of the interviews, the questions listed in part 2 were used just as a
reminder to the interviewer.
The average duration of the pilot interview was 45 minutes, up to a maximum of
1 hour, and was considered to be reasonable for in-depth interviews. Tape
recording interviews increases the accuracy of data collection (Patton, 1 990) so
that all interviews were recorded in full except for one of the pilot interviews
where the participant did not wish to be recorded.

is to r�fine data
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mterviews
pilot
,
research
this
In
l.
rehearsa
dress
formal
a
is
collection plans, and pre-testing
included pre-testing.
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4.18.

In-depth interviews

The actual interviews began in early March 2002. By mid-June, a total of 1 8
interviews including three pilots (1 1 from mass services and 7 from
technological services) were conducted. At this point, there was sufficient
information to clarify the issues, and hence, the interview study ceased. All
interviews took place during weekdays at interviewees' offices. The durations of
the interviews were as with the pilot interview.
Transcribing interview data
Since the raw data of interviews are quotations, full transcription of interviews is
the most desirable way of obtaining data, and can be extremely valuable in data
analysis (Patton, 1 990). Hence, all interviews were fully transcribed except for
the one unrecorded pilot interview. A full transcription was sent to each
interviewee shortly after the interview in order to check the accuracy of
interpretation, and one summary of the interview was sent to the participant who
required not to be recorded. Any corrections made by interviewees were added to
the original transcriptions. The final version of the interview transcript consisted
of a total of 67,089 words, 1 7 1 pages (including a summary of the interview
where tape-recording was not allowed). A part of a transcript42 is included in
Appendix G as an example.
4.19.

Analysis of interview data

Qualitative research tends to be longer, more detailed, and variable in content
than quantitative research; analysis of the data is difficult, because responses are
neither systematic nor standardised (Patton, 1 980). Computerised qualitative
analytical tools can help to reduce the volume of work necessary in a qualitative

42

Due to confidentiality, a full transcript could not be presented in this thesis.
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study. NUD*IST43 (Non-numerical Unstructured Data Indexing Searching and
Theorising) is one of a number of computerised tools designed to support
qualitative research, and one of the most promising tools (Rouse and Dick,
1 994). Moreover, according to Maclaran and Catterall (2002), the use of
NUD*IST definitely saves time where there is a large amount of data to cope
with (e.g. , more than 4 interviews or group transcripts).
This computer package offers a variety of benefits to researchers including
managing documents - the data can be stored in the project computer file so that
everything can be kept together during the analysis process (Rouse and Dick,
1 994). It is also .useful in creating ideas and managing categories - once the data
have been indexed, parts of the data can be selected and categorised as well as
printed out. This is equivalent to the manual cut and paste procedure (Maclaran
and Catterall, 2002). Hence, comparison of individual pieces of text for
similarities and differences, and identification of sub-themes are much easier
than when the data are handled manually. Asking questions and building and
testing theories about the data can be done by using text search - programmes
find all instances of words, phrases in the data and retrieve them (Catterall and
Maclaran, 1 996).
Considering the length of the interview transcript (see section 4. 1 8) and the
benefits of computerisation, NUD*IST 4 was utilised for the analysis of
qualitative data in this research. Accordingly, a total of 1 8 interviews (including
3 from the pilot study) were analysed. Findings from the interview data are
presented in Chapter 6. Since qualitative research was used as a supplement to
43

NUD*IST is a computer package designed to support researchers in handling non-numerical
and unstructured data in qualitative analysis by assisting processes of coding data in an index
system, searching text or searching patterns of coding and theorising about the data (QSR
NUD*IST User Guide, 1 997).
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the questionnaire survey, the circumstances of each individual organisation are
only considered as representative of one of the two services (mass or
technological). Therefore, all interview respondents are referred as either 'Mass'
(see Table 4.2 1 ) or 'Tech' (see Table 4.22) in the chapter.
Table 4.2 1 . Interviewees in Mass services
No.
1.
2.
3.
4.
5.
6.
7.
8.

*

9.
1 0.
11.

Service categories*
Airport
D istribution
F inancial service
Financial service
Financial service
Hospitality
Hospital ity
Retail
Transport
Transport
Wholesale
Alphabetical order

Referred as:
Mass 1
Mass 2
Mass 3
Mass 4
Mass 5
Mass 6
M ass 7
Mass a
M ass 9
Mass 1 0
Mass 1 1

Table 4.22 . Interviewees in Technological services

*

No.
1.
2.
3.
4.
5.
6.
7.

Service categories*
Computer and related activity
Computer and related activity
Construction
Construction
Maintenance & repair
Maintenance & repair
Maintenance & repair
Alphabetical order

Referred as:
Tech 1
Tech 2
Tech 3
Tech 4
Tech 5
Tech 6
Tech 7

4.20. Validity and reliability of the interview findings (data quality)
Validity means the accuracy with which an interview study measures what is
supposed to be investigated, and reliability refers to the consistency of
measurements (Kirk and Miller, 1 986; Frey and Oishi, 1 995 ; Kvale, 1 996). Pilot
interviews confirmed that interview-based research could investigate the issues
raised from the analysis of the questionnaire data. As has been stated (see section
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4. 1 8), full transcriptions were sent to the interviewees. Having interviewees
reviewing their transcription could also assure validity of the interview study
(Yin, 1 994). In order to ensure reliability of measurements, the interview
protocol was developed (see section 4. 16). Use of a protocol is recommended by
Yin (1 994, p37) b ecause 'the general way of approaching the reliability problem
is to make as many steps as operational as possible . . . so that an auditor could
repeat the procedures and arrive at the same results' .
4.2 1 .

Chapter summary

This chapter illustrated the methodology - quantitative and qualitative - adopted
for this research. Firstly, in order to test the model developed in Chapter 3, a
questionnaire survey was used. This was because, in terms of the size and the
geographical dispersion of the sample, a mail survey is a cost effective method
and is feasible for a single researcher to conduct. Problems of a mail
questionnaire were dealt with by selecting appropriate respondents, obtaining
correct addresses of the respondents, providing reply envelopes and a covering
letter, by offering a summary of the results, and by sending a follow-up.
The content of the questionnaire was developed primarily from the literature in
order to obtain information about 'the seven corresponding features '. Prior to
pilot testing, drafts of the questionnaire were examined to ensure that the
questions could be understood and were straightforward to complete. Pilot
testing was undertaken to reduce the number of items and to increase the
reliability of scales. Factor analysis and reliability testing were used to examine
the responses to the pilot. Those items which did not meet the criteria were
removed from the questionnaire. Confirmatory factor analysis was used on the
total sample of 4 1 2 (the total responses of 371 from the main survey and 4 1 from
the pilot survey) in order to refine and assess construct validity. A number of
indicators were used for the assessment of model fit. Some of the ill-fitting items
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found in 'the seven corresponding features ' were only used as a single
measurement, but were removed from the components before the analysis of the
interdependence between culture and 'the other six features ', and of the
association between service quality and 'the seven corresponding features '. All
the analytical techniques adopted were also discussed in this chapter.
The second stage of the research involved qualitative research, and in-depth
interviews were utilised. The main purpose of the in-depth interviews was to
investigate manager' s perceptions of 'the seven corresponding features ' with
regard to the promotion of service quality in mass and technological services.
Therefore, the sampling frame was drawn from the list of questionnaire
respondents, particularly from those in mass and technological services who
requested a summary of the results. Stratified purposeful sampling was used as a
sampling method. A total of eighteen (including three pilot) interviews were
conducted (with eleven from mass services and seven from technological
services). All interviews (except one pilot) were tape-recorded and fully
transcribed. NUD*IST 4 was utilised for the analysis of the interview data.
In the next chapter, the findings from the questionnaire survey will be presented,
firstly, respondent profiles, secondly, the fifteen inter-relationships among 'the
other six features ', thirdly, the interdependence between culture and 'the other
six features ', and finally, the association between service quality and 'the seven
corresponding features '. The following chapter presents the findings from the
in-depth interviews concerning the issues raised by the analysis of the
questionnaire survey.
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Chapter 5.
5.1.

Questionnaire analysis and discussion

Introduction

This chapter presents findings from the questionnaire survey which gathered
information on 'the seven corresponding features ': Recruitment and Selection;
Training; Teamwork; Empowerment; Peiformance appraisals and Rewards;
Communication, and Culture. All have been identified as critical to supporting
service quality in a wide range of service businesses (Chapter 2). The research
issues developed in Chapter 3 are tested in this ch ap ter. Firstly, the fifteen inter
relationships among 'the other six features ' namely recruitment and selection,
training, teamwork, empowerment, performance appraisals and reward, and
communication are examined. Secondly, the interdependence between culture
and 'the other six features ' is analysed. Finally, the association between service
quality and 'the seven correspondingfeatures ' is investigated. An attempt is also
made to identify differences between mass and technological services with
regard to these research issues. All the analytical techniques used in this chapter
have been discussed in section 4. 1 1 . The findings from the qualitative phase are
presented in the next chapter. This chapter begins with profiles of the survey
respondents.
5.2.

Respondent profiles

The results presented here are based on the total response of 3 7 1 from the main
survey and also includes the responses from the pilot survey. This takes the total
samp le to 412 for most of the analysis. Around two-thirds of organisations were
UK owned (see Table 5 . 1). The j ob titles of the maj ority of respondents were
related to Quality or Human Resource/Personnel Department 1 (see Table 5 .2). In
1

Around one third ofrespondents had job titles related to HR or similar. This could be because,
since in high contact, employee customer, intangible services, quality control becomes a human
resource management function (Bowen et al., 2000).

20 7

terms of the size of firms, almost all respondents (95 per cent) came from
organisations with 1 00 or more employees (see Table 5.3). The mean proportion
of front line staff twnover was 1 8 .52 per cent, ranging from zero to 200 per cent
(SD 22.75). The majority of organisations (85 per cent of valid responses) had a
UK turnover in excess of £1 l m (see Table 5.4). Note that on this question, the
respondents were asked to indicate the approximate UK turnover in figures, and
this may have discouraged some respondents as there were many missing values
on this particular item.
Table 5 . 1 .

Ownership of the organisation

Table 5 .2.

Respondents ' job title
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Table 5 . 3 .

The number o f employees

Total

Table 5 .4.

Total

41 2

1 00.0

The level of turnover

41 2

1 00 . 0

A documented quality system was possessed b y 77 per cent of organisations.
The mean length of time that the documented quality system had been in
existence was 8. 1 years (SD 4.34 years). The proportion of organisations which
were accredited to ISO 9000 series was 63 per cent, and the typical year of its
acquisition was 1 993 . Table 5 .5 classifies the number of respondents in different
sectors. As can be seen from the table, the respondents came from a wide range
of businesses.
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Table 5.5.

Type of business

In order to establish whether the following results could be generalised or
whether they were specific to each type of service, all items on the questionnaire
were tested by One-Way ANOVA (with Post Hoe Test). This showed that there
were no differences in the results by type of business, size of organisation,
whether or not an organisation had ISO accreditation, the existence of a
documented quality system, the level of staff tumover3 , the level of turnover, or
the respondents' job titles.

2

Others represent ISC code 73 and 93 (Table 4.3), and includes advertising agencies, cleaning
companies, chamber of commerce, design companies, film and media companies, funeral service
providers, government departments, healthcare companies, recruitment agencies, security
companies, waste management companies .
3
The proportion o f staff turnover i s re-calculated into categories of 0 - 9 % , 1 0 - 1 9%, 20 - 3 9%,
and 40% or more in order to analyse whether differences in staff turnover were statistically
significant.

210

5.3.

The fifteen inter-relationships among 'the other six features '

A number of research issues were developed into a model (Figure 3 . 1 ) in
Chapter 3 . Firstly, this section presents the results based on the fifteen inter
relationships among 'the other six features ' developed in section 3 .2. Figure 5 . 1
reproduces the model from Chapter 3 , but illustrates only the fifteen inter
relationships among 'the other six features '. In this figure, each arrow has a
number which represents each of the inter-relationships.
Figure 5 . 1 .

The fifteen inter-relationships

Recruitment
and selection

The results of the individual inter-relationships will be discussed next.
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(1) Focus on recruitment and selection reduces the level of, and the cost of
training
Respondents were asked to rate, on a seven-point scale, the utilisation of formal
recruitment procedures and appropriate selection criteria in their organisation, to
state whether spending on training was increasing on a seven-point scale, and
also to indicate the areas of training which had increased over the last few years.
The last question consisted of simple yes/no responses to the areas of training
offered4 •
The level of training
The results from t-tests indicate that organisations which had increased the level
of training tended to agree more on the utilisation of a formal recruitment
procedure and appropriate selection criteria (see Table 5.6). As can be seen from
the table, although the results from t-tests on service performance tasks are non
significant, the direction of the mean differences is the same as all other areas of
training: there is a consistency in scores on all areas of training which are higher
in those companies which utilised a formal recruitment procedure and
appropriate criteria than those companies which did not.

4

This question was introduced after the pilot test, and hence, the total number of cases here is
3 7 1 . Areas of training which were given in the questionnaire were the same areas of staff training
(Appendix A, Table A4) .
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Table 5 .6.

The level of training

I ncrease in the level
of training on:
Teamwork
Problem solving
techniques
Skills & knowledge
development
Busin ess skills
Interpersonal skills
Commun ication s kills
Service performance
tasks

Use of a formal recru itment
procedure and appropriate
criteria
Mean
No
Yes
Difference
(N)
(N)
.90
5.73
4 .92
(1 61 )
(207)
.73
5.82
5.09
(274)
(94)
.4 1
5 .03
5 .43
( 1 44)
(224)
.45
5 .58
5.1 3
( 1 1 9)
(249)
.66
5. 1 3
5.69
( 1 37)
(23 1 )
.95
5.74
4.79
( 1 80)
( 1 88)
.24
5. 1 6
5.40
(1 96)
( 1 72)

Variances: Equal
t-val ue

df

5.078

363 .954

2-Tail
Siq.
.000

4 .398

205.960

.000

2 .31 7

269 . 03 1

.02 1

2.696

270 . 1 7 1

. 007

4.078

330. 937

.000

5. 9 1 6

308. 985

.000

1 .4 1 6

364

. 1 58

The cost of training

There is a moderate correlation between utilisation of a formal recruitment
procedure and appropriate selection criteria, and cost of training (r = .406; n =
403 ; p = .000). The correlation suggests that companies which utilise a formal
recruitment procedure and appropriate selection criteria tend to increase training
expenditure.
The cost of training is associated with the cost of recruitment and selection (r =
.6 1 7 ; n = 405 ; p = .000) . The cost of recruitment and selection is associated with
the utilisation of formal recruitment and appropriate selection criteria (r = .487; n
= 403 ; p = .000). Items 1 and 2 of Recruitment and Selection (in the
questionnaire) were combined into a component which was termed 'Quality
consciousness ' (see section 4. 1 0, and Appendix D, Table D l for the naming of

components). This component is associated with the utilisation of a formal
recruitment procedure and appropriate selection criteria (r = .520; n = 406; p =
.000). These associations are illustrated in Figure 5.2.
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Figure 5 .2.

Quality focus

Qual ity
conscious
.520

Use of a formal recruitment procedu re
and appropriate selection criteria
.487
Cost of recru itment
and selection

.406
Cost of training
.61 7

Overall, the results from the questionnaire data contradicted Campbell et al.
(2000) and Jameson (2000). The results for the effects of recruitment and
selection on training suggest that companies which utilise a formal recruitment
procedure and appropriate selection criteria as a result of quality consciousness
tended to invest sufficiently in both recruitment and selection, and training, of
front line staff. Moreover, as focusing on a formal recruitment procedure and
appropriate selection criteria do not guarantee a lower level of staff tumover5 ,
there may be a significant level of staff turnover even though a company utilised
a formal recruitment procedure. Therefore, training of new recruits may also
cause an increase in the cost of, and the level of, training.

5

The correlation between utilisation of formal recruitment procedures and appropriate selection
criteria, and the level of staff turnover is non-significant (r = -.005; n = 301 ; p = .466).
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(2) Recruitment and selection of team-oriented people enhances teamwork
Respondents were required to rate how important the criterion of being a team
player was in the recruitment of front line staff, and how good was co-operation
between internal units. Seven-point scales were used for each of these ratings.
The latter question was answered only by those companies which had some form
of teamwork so that the total number of responses was 296.

The data show that there is a significant but quite small correlation between the
importance of being a team player as one of recruitment and selection criteria
and the level of co-operation between internal units (r = . 1 5 9 ; n = 294; p

= .003).

Although Ross ( 1 993), and Macaulay and Cook ( 1 995) state the importance of
recruiting team players, recruitment and selection of team-oriented people seem
to have a limited impact on the overall level of teamworking. This may be
because the question on the level of co-operation was an overall assessment, and
can be affected by other factors (e.g., communication, see number 8) apart from
recruiting team-oriented people. Nevertheless, the correlation was not negative
or non-significant.

(3) Training for teamwork leads to better co-operation between teams
Respondents were asked to estimate the proportion of front line staff who had
received training for teamworking since questions on the provision of training
for teamwork would not necessarily indicate that staff had actually received it.
The correlation between the proportion of staff who received training for
6

teamwork and co-operation between internal units was relatively weak (r

=

.32 1 ; n = 293 ; p = . 000). This is partly because training for teamwork may not
have been prevalent (Hall, 1 999) as the proportion of front line staff who
6

The style of question has been described in (2).
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received training for teamwork was, o n average, 53 per cent (SD 28) 7 • This may
indicates that, in some companies, the level of co-operation between internal
units would not depend on training for teamwork. Nonetheless, training for
teamwork will lead to better co-operation between internal units to a certain
degree. Thus, the direction of these results tends to agree with Hall (1 999).
(4) Training for communication skill supports communication efficiency
Respondents were asked to estimate the amount of front line staff who had
received training for communication skills (as for number 3), and to indicate the
level of communication in the organisation on a seven-point scale.
The results identify that training for communication skills was moderately
associated with frequent, regular and effective communication (r = .463; n = 406;
p = .000). Therefore, the data indicate that more training on communication
skills could lead to a better level of communication in the organisation, as
suggested by Brocka and Brocka ( 1 992).
(5) Adoption of teams increases the overall level of training
A seven-point scale was used. The question here was answered only by those
companies which used some form of teamwork. Since not all respondents
utilised a form of teamwork, and some companies appeared to overlook this
specific question, the total number of cases here was 263 .
The results tended to agree with Redman and Mathews (1 998) indicating that the
majority of companies which utilise any form of teamwork agreed that team
members helped to train each other. The detailed picture, shown below in Figure

7

Calculated from companies which utilise any form of teamworking (N = 293)
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5 . 3 , i s that 29 per cent o f respondents slightly agree, 30 per cent moderately
agree and 1 3 per cent strongly agree (Mean 5 . 1 1 , SD 1 .29, N = 263).
Figure 5 . 3 .

The proportion o f companies stating team members helped to

train each other

Neither
1 6%

Slightly agree
29%
Moderately
agree

Slightly
disagree
8%
Moderately
disagree
3%

31 %

Strongly agree
1 3%
Strongly
disagree
0%

Since around three quarters of companies which adopted team working practices
state that team members helped to train each other, these companies may have a
higher proportion of staff who had received training. Table 5.7 shows the
average proportion of staff who received training in companies with teams and in
companies with no teams.
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Table 5 .7.

Proportion of staff who receive training

Areas of trai ning:
Teamwork
Problem solving tech n iques
Skill and knowledge
development
Business skills
Interpersonal skills
Comm u n ication skills
Service performance tasks
* N = 292
** N = 1 1 1

Proportion of staff who
receive traininQ (%)
With team* No team**
(SO)
(SO )
53 (38)
21 (20)
24 (2 1 )
48 (27)
56 (28)
67 (24)
49 (25)
54 (27)
58 (27)
65 (27)

30
33
37
56

(21 )
(27)
(29)
(28)

Variances: Equal
t-value

df

1 2 .402
9 .089
3.724

269 . 1 24
243 .934
1 70.547

2-Tail
Sig .
.000
. 000
.000

6 . 866
7 . 058
6.968
2 .979

402
403
403
400

.000
.000
.000
.003

From the table above, it is apparent that companies with teams have a higher
proportion of staff who received training in all areas. Overall the results suggest
that, in companies which adopted tean1working practices, team members trained
each other, and hence, the proportion of staff who received training might be
higher.

(6) Teamworkfacilitates employee empowerment
Teams as a form of empowerment
Respondents whose company utilised a form of teamwork were invited to assess
on a seven-point scale whether teams were often a form of j ob involvement
oriented empowerment.

The results show some support for Bowen and Lawler's ( 1 995) contention in that
the maj ority of companies which utilise any form of teamworking agreed that
teams were often a form of j ob involvement-oriented empowerment. Around one
third of companies did not agree with this, which could indicate that although
teamworking practices were utilised, empowerment of front line staff may not
have been adopted in these organisations. Since not all service industries require
an empowerment approach (Martin and Adams, 1 999), the findings may not be
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surprising. The detailed findings, as shown in Figure 5.4, are that 28 per cent of
them slightly agree, 25 per cent moderately agree, and 9 per cent strongly agree.
(Mean 4.75, SD 1 .46, N = 294).
Figure 5.4.

The proportion of companies stating that teams were a form of

empowerment
Neither
Slightly agree
28%
Moderately
agree
25%

Slightly
disagree
1 1%
Moderately
disagree
6%

Strongly agree
9%
Strongly
disagree
2%

Teams enable empowerment

Respondents were asked to rate empowerment of front line staff in their
organisation on a seven-point scale. Items on empowerment were calculated into
two components: 'Delegation ' and 'Freedom of action ' (see section 4. 10, and
Appendix D, Table D9 for the naming of components). The question on
teamwork was answered on a seven-point scale only by companies which
employed any form of teamwork.
Canonical correlation8 was used to identify whether teamwork which encourages
members to take on new responsibilities were associated with empowerment (see
8

Since there are two dependent variables, regression is not appropriate for this analysis.
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Table 5 . 8). Since teamwork is considered to have an impact on empowerment,
the dependent variables are delegation and freedom of action, and the
independent variable is teamwork. The results indicate that there was a moderate
association between teamwork and empowerment providing some confirmation
to Cook ( 1 994). The canonical R2 indicates that 1 8 per cent of the variance in
empowerment can be accounted for by teams which encouraged team members
to take on new responsibilities.
Table 5 . 8 .

Canonical

correlation:

Teams

as

an

encouragement

and

empowerment
Set 1
Teams as an encouragement for
taking on n ew responsibilities
Canonical correlations
Canonical R2
Wilk's
Ch i-square
OF
Sion ificance

Cross
load inqs
.426
.426
.1 81
.8 1 9
58.325
2.000
.000

Set 2
Empowerment
Delegation
Freedom of action

Cross
loadinqs
.4 1 5
.21 3

In companies which employed any form of teamwork, there was a moderate
tendency for teamwork to facilitate employee empowem1e11t. As teams are an
essential part of empowerment (Shrednick and Stutt, 1 992; Randolph, 1 995b;
Gunasekaran, 1 999), the data confirm that the more encouragement for team
members to take on new responsibilities, the higher the level of empowerment
that existed in the organisation.
Overall, since not all organisations adopted teamworking practices9 , and around
one-third of companies did not indicate that teams were a form of empowerment
(see Figure 5 .4), teams may not be an absolute necessity for employee
9

72 per cent of companies had some form of teamwork (N = 296).
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empowerment. Nevertheless, the results suggest that teams can support
empowerment (Table 5 . 8).

(7) Teamworking practices, and the use of performance measurement and
reward for teams encourage each other
Respondents whose companies utilised any form of teamworking were asked to
rate whether individual and team obj ectives were measured by teams and/or
members of a team.
The results indicate that 26 per cent of companies which utilised any form of
teamworking slightly agree, 22 per cent moderately agree and 7 per cent strongly
agree that individual and team objectives are measured by teams and/or members
of a team (Mean 4.5 8 , SD I .44, N = 29 1). Figure 5 . 5 displays the detailed figures.
The results above tend to suggest some agreement with the findings of Shrednick
and Stutt (1 992) who reported in their case study of a single service company
that individual and team obj ectives were measured by teams and/or members of
a team.

22 1

Figure 5 .5 .

Proportion of companie s stating that individual and team
objectives were measured by teams and/or members of a team
Neither
Slightly agree
25%
Moderately
agree
22%

Slightly
disagree
11%
Moderately
disagree
7%

Strongly
disagree
3%

Strongly agree
7%

Although a sizeable minority of companies indicated that the use of teamwork on
performance measurement was not considerable, the narrow majority in
agreement may not be unexpected since measurement on employee performance,
especially soft, qualitative aspects, has been regard as very difficult and
complicated (Zeithaml and Bitner, 2000).
Respondents whose companies utilised any form of teamwork were required to
indicate on a seven-point scale whether performance measurement and reward
systems were designed to encourage employees to work together.
The results indicate that in a little less than half of companies which utilised any
forms of teamwork, their performance measurement and reward systems
encouraged employees to work together (Mean 4.24, SD 1 .55, N

= 289). The

precise figures are 26 per cent slightly agree, 1 6 per cent moderately agree, and 6
per cent strongly agree (Figure 5 . 6).
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Figure 5 . 6.

Proportion of compames stating performance appraisals and

reward encouraged teamwork

Slightly agree
26%

25%

Moderately
agree
1 6%

Slightly
disagree
1 2%
Moderately
disagree
9%

Strongly
disagree
6%

Strongly agree
6%

From the figure above, it can be recognised that half of the companies adopted
some form of teamworking, but their performance appraisals and reward were
not designed to promote teamwork.

There appeared to be a weak correlation between performance appraisals and
reward systems both of which emphasise teamwork, and co-op eration between
internal units

10

(r = . 344; n = 288; p = .000). The results could indicate that the

level of teamwork might be good without team-oriented performance appraisals
and rewards. Nevertheless, when performance appraisals and reward systems
were designed to support teamwork, the level of teamwork seemed to be
influenced to a certain degree.

10

The question format has been described in (2).
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Respondents were invited to indicate the areas of rewards and/or recognition
which were provided. This was a simple yes/no response to the areas of rewards
and/or recognition offered.
The results indicate that 48 per cent of the companies which employed any form
of teamwork (N = 296) provided rewards and/or recognition for individuals in
improving quality and 3 7 per cent provided for team performance in improving
quality. In spite of the fact that performance appraisals and reward systems for
teams are listed as a requirement for effective teamwork (Berry and
Parasuraman, 1 992), the results are not very impressive. Moreover, the
proportion of companies which provided rewards/recognition for teams was less
than that which provided them for individuals. This may be because team
incentive systems are not yet as well established as teamworking, and many
organisations which use teams believe that team incentive systems are
ineffective or unnecessary (HR Focus, 1 99 3 , 1 994a/b; Pastrena.k, 1 994;
Management Services, 1 996; cited by Hoffman and Rogelberg, 1 998). Hence,
teamworking practice may have just started to have an influence on conventional
performance appraisals and rewards. Overall, although the results were not very
strong, there was evidence of inter-relationships between teamwork and
performance appraisals and rewards.
(8) The effectiveness of teamwork, and of communication are closely interrelated with each other

Respondents were requested to evaluate the level of co-operation and of
communication between internal units on seven-point scales. The former
question was only answered by companies which employed any form of
teamwork .
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The mean value for the level of communication in companies which adopted
teamwork was higher than for companies which did not have a team 1 1 .
Moreover, It appeared that companies which utilised any form of teamworking
(N

= 296) indicated that co-operation between, and communication between,

internal units were moderately associated (r = .590; n = 296; p = .000).
Therefore, the results indicate that the better teamwork,

the better

communication (and vice versa). The data also suggest agreement with the
theory based view of Macaulay and Cook (1995), and also the empirical findings
of Shrednick and Stutt (1 992), and Ingram and Desombre ( 1 999). The latter two
papers reported case study findings and hence cannot be directly compared with
the results described here, but are nonetheless broadly compatible in suggesting
that teamwork and communication can affect each other.
(9) Employee empowerment increases the costs of recruitment and selection
Respondents were required to indicate whether the cost of recruitment and
selection was increasing on a seven-point scale. The style of questions on
empowerment has been addressed in (6).
Canonical correlation 1 2 identified the strength of association between
empowerment and the cost of recruitment as shown in the table below. As
empowerment increases the cost of recruitment and selection (Bowen and
Lawler, 1 995; Rafiq and Ahmed, 1 998), empowerment is an independent
variable while the cost of recruitment and selection is a dependent variable.

11

The mean value of the level of communication in companies with teams was 4.63 (SD 1 .36),
and in companies without teams was 3 .85 (SD 1 .50), and the difference was identified as
statistically significant by t-test.
12
While regression could be used for this analysis, canonical correlation was applied so that the
results were presented in a compatible form in each area of analysis in sections 5 .4 and 5. 5.
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Table 5.9.
and Selection

Canonical correlation: Empowerment and the cost of recruitment

Set 1
Empowerment
Delegation
Freedom of action
Canonical correlations
Canonical R2
Wilk's
Ch i-square
OF
Significance

Cross
loadinQs
.254
. 1 50
.257
.066
.934
27 .535
2.000
.000

Set 2

Cost of recruitment and
selection

Cross
loadinqs
.257

There was a weak correlation between empowerment and the cost of recruitment
and selection. The canonical R2 shows that 7 per cent of the variance in the cost
of recruitment and selection can be accounted for by empowerment.
Overall, the results for the effects of empowerment on the cost of recruitment
and selection suggest that it is possible that empowerment increased the cost of
recruitment and selection to a limited degree. Yet, since the association was
weak, it seems that regardless of the level of empowerment, an increase in the
cost of recruitment and selection could have been incurred. The analysis of inter
relationship 1 indicated that an increase in the cost of recruitment and selection
could be seen as a result of quality consciousness. Hence, empowerment may not
be the predominant factor explaining the increase.
(1 0)

Empowerment offront line staff incurs increases in the cost of training

The style of questions on empowerment has been described in (6) while those on
training have been addressed in (1 ) .
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In order to measure the strength of the association between empowerment and
the cost of training, canonical correlation analysis 13 was used and is shown in
Table 5 . 1 0. As empowerment increases the cost of training, empowerment is an
independent variable while the cost of training is a dependent variable.
Table 5 . 1 0.

Canonical correlation : Emp owem1ent and the cost of training
Set 1
Em oowerment
Delegation
Freedom of action
Canonical correlations
Canonical R2
Wilk's
Chi-square
DF
Sion ificance

Cross
loadinas
.286
. 1 00
.31 8
. 1 01
.899
42 .9 1 5
2 .000
. 000

Set 2
Cost of train ing

Cross
loadinas
.31 8

A weak association was found between empowerment and the cost of training.
The canonical R2 figure shows that 1 0 per cent of the variance in the cost of
training can be explained by empowerment. Therefore, it seems that, although it
is limited, empowerment of front line staff will have some small impact on
increases in the cost of training. However, as has been stated in (9), the cost of
training could have risen regardless of the amount of empowerment given to
front line staff, and the increase could have been due to quality consciousness.
(1 1)

Empowerment facilitates the development of teams, and involves

teamworking knowledge

Respondents were asked to indicate whether empowerment helped to develop
teams, and to rate the importance in recruitment of candidates being team
players, on a seven-point scale. The style of questions on empowerment have
been described in (6).
13

Canonical correlation was used again due to the same reason as for inter-relationship (9).
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Empowermen t develops teams

The results indicate that the great majority of fim1s which utilised any form of
teamworking agreed that encouragement of employee suggestion and
involvement, which are forms of involvement-oriented empowerment (according
to Bowen and Lawler, 1 995), helped to develop team spirit (Macaulay and Cook,
1 995). The detailed figures, as shown in Fi gure 5.7 are that 26 per cent of them
agreed slightly, 3 7 per cent agreed moderately, and 1 9 per cent agreed strongly,
(Mean 5 .48 , SD 1 .2 1 , N = 293) 1 4 .
Figure 5 . 7.

Proportion of companies stating that encouraging suggestion and

involvement helped to develop a team spirit
Slightly agree
26%
Slightly
disagree
5%
Moderately
disagree
1%

Moderately
agree
37%
Strongly agree
1 9%

Empowerment needs teamworking knowledge

The data include a wide range of service businesses apart from professional
services which have the highest degree of empowerment, and service factories
and
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which have the lowest degree of empowerment. In terms of the degree of
empowerment, then, the sample consists only of those with a medium degree of
empowerment. Nonetheless, Bowen and Lawler (1 992) state that staff
knowledge of teamworking is necessary only in businesses with the 'highest'
level of empowerment. Therefore, a strong relationship may not be expected
between empowerment and teamworking knowledge from this sample.
When managerial respondents thought that staff needed teamworking knowledge
for empowerment, being a team player will have higher importance as a criterion
in recruitment. Hence, being a team player is used for canonical correlation
analysis 1 5 to identify the association between empowerment as an independent
variable and teamworking knowledge as a dependent variable (see Table 5 . 1 1).
Table 5. 1 1 .

Canonical correlation: Empowerment and being a team player

Set 1
Em powerment
Delegation
Freedom of action
Canonical correlations
Canonical R2
Wilk's
Ch i-square
OF
SiQnificance

Cross
load inQs
. 308
. 1 33
.329
. 1 08
.892
46 . 1 35
2.000
.000

Set 2

Being a team player

Cross
loadinQs
.329

The association was found to be not particularly strong. The canonical R2 shows
that 1 1 per cent of the variance in empowerment can be explained by staff
knowledge of teamworking. This is partly because the data in this sample do not
include professional services which are characterised as the highest level of
empowerment (Bowen and Lawler, 1 995, Lashley, 1 997; 1 998; Rafiq and
Ahmed, 1 998). Moreover, as has been stated, not all organisations in the sample
15

Canonical correlation was also used here due to the same reason as for inter-relationship (9).

229

utilised teams and those companies would not have placed importance on 'being
a team player' as a recruitment criterion for front line staff. Since the data do not
support the idea that only companies with tean1s scored highly on empowerment,
both companies with teams and those without teams may have empowered front
line staff. This might also have caused the weak association between
empowerment and staff knowledge of teamworking. Hence, empowerment needs
team.working knowledge to a limited extent.
Overall, the results indicate that involvement-oriented empowerment can aid the
development of teams (Figure 5 .7). However, since not all organisations in the
data utilised teams, and given the relatively weak association between
empowerment and teamworking knowledge (Table 5 . 1 1), it is likely that, m
some companies, empowerment may have been adopted without teams.
(12)

The higher the degree of empowerment the greater the provision of

feedback on performance appraisals and of rewards

Respondents were required to assess the level of feedback on performance
appraisals, and the provision of rewards/recognition for those who take on extra
responsibilities, on a seven-point scale. The style of questions on empowerment
has been dealt with in (6).
Feedback as a way of developing empowerment

According to Beach (1 996), feedback on performance appraisals is a useful way
of developing empowerment. Therefore, where empowerment has taken place,
feedback on performance appraisals should be frequent, regular and effective.
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Canonical

correlation was used 1 6 to identify the association between

empowerment as an independent variable and feedback on perfo1TI1ance
appraisals as a dependent variable (see Table 5 . 1 2)
Table 5 . 1 2 .

Canonical correlation: Empowerment and feedback
Set 1
Empowerment
Delegation
Freedom of action
Canonical correlations
Canonical R2
Wilk's
Chi-square
DF
Siqnificance

Cross
load inos
.41 4
.235
.420
. 176
.824
.78.02 1
2.000
.000

Set 2
Frequent, regular and
effective feedback

Cross
loadinqs
.420

Frequent, regular and effective feedback on performance appraisals was
identified as being moderately associated with empowerment. The canonical R2
showed that about 1 8 per cent of the variance in feedback on performance
appraisals can be explained by empowerment. The results suggest that feedback
on performance appraisals tended to be more frequent, regular and effective the
higher the degree of empowerment of employees.
Rewards and/or recognition are provided for those who take on extra
responsibilities
It was found that a narrow maj ority of firms agreed that rewards/recognition
were given to those who had taken on extra responsibilities (29 per cent slightly
agree, 2 1 per cent moderately agree, and 5 per cent strongly agree, Mean 4.46,
SD 1 .49, N = 4 1 2, see Figure 5 . 8 . below). As can be seen from the figure, a
sizeable minority of companies did not seem to adopt such rewards and/or
recognition. Rewards could be a critical aspect of supporting employee
16

The same reason as for inter-relationship (9)
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empowerment since without them, employees may regard extra responsibility as
just additional workload without payment (Erstad, 1 997).
Figure 5 . 8 .

Proportion of companies stating that rewards/recognition were

given to those who take on extra responsibilities
Neither
Slightly agree
29%

Slightly
disagree
11%

Moderately
agree
21 %

Moderately
disagree
1 0%

Strongly agree
5%

Strongly
disagree
4%

In order to assess the strength of the relationship between the level of
empowerment and the provision of rewards/recognition for extra responsibilities,
canonical

correlation

rewards/recognition

was

could

applied 1 7 •
depend

on

Since

the

the

levels

provision

of such

of empowerment,

rewards/recognition will be the dependent variable in the analysis, and
empowerment: delegation and :freedom of action will be the independent
variables. Table 5 . 1 3 provides detail on the canonical correlation analysis.

17

Due to the same reason as for (9)
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Table 5 . 1 3 .

Canonical correlation: Empowerment and reward/recognition

Set 1
Em powerment
Delegation
Freedom of action
Canonical correlations
Canon ical R2
Wil k's
Chi-square
OF

Siqnificance

Cross
loadinQs
.363

.256
.363
. 1 31
.869

Set 2
Rewards/recognition for those
who take on extra responsibil ities

Cross
loadinos
.363

57 .369

2 .000
.000

The canonical correlation between rewards/recognition and empowerment was
not very strong. Although the literature on empowerment stresses the importance
of reward (Bowen and Lawler, 1 995 ; Erstad, 1 997; Rafiq and Ahmed, 1 998), it
appeared that the association between empowerment and rewards/recognition
was not impressive. This is partly because not every organisation provided
rewards and/or recognition for those who take on extra responsibilities (Figure
5 . 8), and partly because rewards/recognition were provided irrespective of the
level of empowerment in some companies (Table 5. 1 3). It is also possible that
managerial interpretation of the amount of responsibility and the degrees of
empowerment may vary among respondents, and this might have resulted in the
lower association (Table 5 . 1 3). Overall, feedback on performance appraisals is
not expensive to provide, and hence seem to be the preferred method of
supporting employee empowerment.
(] 3)

Empowerment and communication support each other

Respondents were asked to assess to what extent sharing information was
emphasised in the organisation, on a seven-point scale. The style of questions on
empowerment has been addressed previously in (6).
As has been stated in ( 1 1 ), the data do not include professional services (where
empowerment would be highest). According to Bowen and Lawler (1 995)
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information sharing is one of the ch aracteri stics of the 'highest' level of
empowerment. Therefore, a strong relatio nship may not be expected between
empowerment and communication. C anonical correlation was used 1 8 to identify
the associati on between empowerment as the i ndependent variable , and emphasis
on sharing information as the dependent variable (see Table 5 . 1 4).
Table 5. 14.
information

Canonical correlation: Empowerment and emphasis on sharing

Set 1
Empowerment
Delegation
Freedom of action
Canonical correlations
Canonical R2
W ilk's
Ch i-square
OF
Sianificance

Cross
loadinas
.51 8
.297
.526
.277
.723
1 30.507
2 .000
.000

Set 2
Emphasis on sharing
informatio n

Cross
loadinas
.526

The canonical correlation showed that there was a moderate association between
empowerment and emphasis on sharing information. The canonical R2 suggests
that 28 per cent of the variance in empowerment can be explained by emphasis
on sharing information. The results reveal that companies with a higher degree
of empowerment tended to have more emphasis on sharing information. As the
data do not include professional services, the moderate association is plausible.
There was also a moderate correlation b etween communication which enabled
employees to respond to customers' requirements and complaints promptly, and
information on

customer' s

requirements and complaints which are

communicated to front line staff (r = .687; n = 407; p = .000). Hence, front line
staff are able to deal with customers' requirements and complaints promptly
1s

Due to

the same reason as for (9)
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(B erry and Parasuraman, 1 992) when information on customer' s requirements
and complaints are communicated to them.
Overall, although sharing information is a characteristic of the hi ghest level of
empowerment (Bowen and Lawler, 1 995), the results indicate that sharing
information is also emphasised within a broad range of companies with a
medium degree of empowerment, at least to some extent. Hence, it is possible to
infer that the higher level of empowerment, the more emphasis on sharing
information. Moreover, the results show that communication will lead to
successful employee empowerment when necessary information on customers is
communicated to them.
(1 4)

Use of performance appraisals to identify training needs enhances the

provision of training

Respondents were invited to rate the usage of performance appraisals for the
identification of training needs on a seven-point scale.
The results are consistent with Edmonstone ( 1 996) in indicating that three
quarters of respondents agreed that performance appraisals were used to identi fy
areas where training was needed ( 1 5 per cent of them agree sli ghtly, 30 per cent
agree moderately, and 29 per cent agree strongly, Mean 5 .25, SD 1 .79, N = 407,
see Fi gure 5 .9).
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Proportion of companies stating that performance appraisals were

Figure 5.9.

used to identify areas where training was needed
Neither
9%

Slightly agree
1 5%

Slightly disagree
5%

Moderately
agree
31 %

Moderately
disagree
5%

Strongly agree
29%

Strongly
disagree
6%

The use of performance appraisals for identification of areas of training needs is
re-calculated into yes (5 to 7) and no (1 to 4) in order to analyse the proportion
of staff who received training by companies which utilised performance
appraisals to identify training needs and companies which did not (see Table
5 . 1 5) .
Table 5 . 1 5 .

Proportion o f staff who receive training by whether performance

appraisals are used to identify training needs

Proportion of staff who received
training in the followino areas :
T earn working
Problem solvino techniaues
Skill & knowledge d evelopment
Busin ess skills
l nteroersona l skills
Communication skills
Service performanc e task
*
**
N = 295
N=

Use of performance
appraisal s to identify
trainin� needs
Yes* (SO ) No** (SO)

(%)

49 (28)
47 (27)
69 (23)
47 (23)
53 (27)
57 (27)
66 (26)

1 07

(%)

30
26
50
32
35
38
55

(26)
(23)
(27)
(23)
(28)
(3 0)
(30)

Variances: Equal
t-value

df

Sig.

6. 1 97
7. 343
6.948
5.767
5.864
5.574
3 .335

204.964
21 5.006
399
399

.000
.000
.000
.000
.000
.000
.00 1

400

1 66.886
1 65.265
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Overall, the results identified that a quarter of companies in the total sample did
not use performance appraisals for identification of areas of training needs
(Figure 5 .9). This may be because, as has been stated in (7), in the service sector,
measurement on employee performance is considered to be problematic
especially the soft, qualitative aspects (Zeithaml and Bitner, 2000). Moreover,
although there are some techniques for performance appraisals, some problems
on soft, qualitative performance measurement are still unsolved (Redman and
Mathews, 1 998; Wilson, 1 998). Therefore, these companies may have not yet
adopted p erformance appraisals. Nevertheless, the majority of companies, as
suggested by Edomonston (1 996), utilised performance appraisals for
identification of training needs (see Figure 5 .9). In addition, these companies
also scored more highly on the proportion of staff who received training in all
areas (see Table 5 . 1 5). Hence, when performance appraisals were utilised to
identify areas of training needs, there would be an increase in staff training. This
seems to support Lin and Darling ( 1997) who state that evaluation on
performance is regarded as crucial for training programmes.
(1 5)

Feedback on performance appraisals improves two-way (internal)

communication
The questions here were assessed by means of a seven-point scale. The results
show that the majority of firms agree with Omachonu and Ross (1994) and
Edmonstone ( 1 996) that performance appraisals through feedback improve
communication between management and employees (24 per cent agree slightly,
27 per cent agree moderately, and 1 5 per cent agree strongly, Mean 4.89, SD
1 .65, N = 405). Figure 5 . 1 0 illustrates these results in detail.
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Figure 5 . 1 0.

Proportion of companies stating that feedback improved two-way

communication

Neither

Slightly agree
24%

Sl ightly
disagree
6%
Moderately
disagree
5%

Moderately
agree
27%

Strongly
disagree
6%

Strongly agree
1 5%

One-third of companies did not indicate that feedback on performance appraisals
improved two-way communication. This could be because, as has been discussed
in ( 1 4), performance appraisals may not have been utilised in some companies so
that there would be no feedback. For two-thirds of companies, on the other hand,
feedback on performance appraisals improved two-way communication.
Moreover, there was a moderate correlation between feedback on performance
appraisals as two-way communication, and frequent, regular and effective
feedback (r = . 69 1 ; n = 405 ; p = .000). Therefore, it could be considered that
feedback was frequent, regular and effective in those two-thirds of companies so
that such feedback on performance appraisals helped to improve communication
between management and employees.
Summary of results from testing the fifteen inter-relationships above
The data confirm the presence of the fifteen inter-relationships although some of
the results are not very powerful. Inter-relationship (1) between recruitment and
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selection, and training was actually positive which was contrary to theoretical
expectations. Nevertheless, 'the other six features ' were all found to be inter
linked. Table 5 . 1 6 illustrates all the inter-relationships.
Table 5 . 1 6.

Summary ofthe fifteen inter-relationships

The 1 5 i nter-relationships
1 . Recruitment & traininci (opposite results)
2. Recruitment & teamwork
3. Training & teamwork
4. Trai ning & communication
5 . Teamwork & traininq
6 . Teamwork & empowerment
7. Teamwork & measu rement
8. Teamwork & communication
9. Empowerment & recruitment
1 0. Em powerment & traininq
1 1 . Empowerment & teamwork
1 2. Empowerment & appraisals/rewards
1 3. Empowerment & communication
1 4. Appraisals/rewards & traininq
1 5 . Appraisals/rewards & commun ication

Canonical
correlation/person
correlation
Moderate
Very weak
Weak
Moderate
Moderate
Weak
Moderate
Weak
Weak
Weak
Moderate/Weak
Moderate
Moderate

Freq uency/
t-test
Sici .

74%/Siq .
62%
53%/48%

82%
55%
75%/Siq .
66%

Some of the inter-relationships are listed as either very weak or weak, but this
does not necessarily indicate that they are unimportant. For example, inter
relationship 2 was found to be very weak, and this implies that recruitment of
team-oriented people had very little impact on the overall level of co-operation
between internal units. Yet, this does not suggest that recruitment of team
oriented people nor co-operation between internal units is a trivial issue. As has
been stated in (2), the level of teamwork was measured as co-operation between
internal units which could be affected by other factors, so that recruitment of
team players may have more impact on co-operation within internal units.
Moreover, the level of co-operation between internal units as a means of
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teamwork has an important role in maintaining the level of communication
between internal units (see inter-relationship 8).
The use of teamwork seems to be very valuable not only because of the link with
communication, but also with dissemination of good practices (see inter
relationship 5), and with empowerment (see inter-relationship 6). Nonetheless,
training for teamwork (inter-relationship 3), and performance appraisals and
reward for teams (inter-relationship 7) do not seem to be very supportive to the
use of teamwork. The weak inter-relationship 3 and the unconvincing inter
relationship 7 could be considered as an indication of a lack of support for teams
to which attention may need to be paid. The reasons for the poor inter
relationships 9 and 1 0 have been discussed (see 9, 1 0 as well as 1 ). Although an
increase in the cost of recruitment and selection, and of training was caused by
quality consciousness and was little influenced by employee empowerment,
these results do not undermine the importance on empowerment. Empowerment
was shown to make a contribution to the development of teams (see inter
relationship 1 1 ) . Therefore, variables which were identified as a part of weak, or
even very weak in one inter-relationship can have a key role in the other inter
relationships.
Most of the fifteen inter-relationships are consistent with theoretical expectations
and some confirm earlier empirical findings, and these inter-relationships have
tended to be discussed in isolation in the literature (see sections 2.7. 1 to 2.7.7).
Here, these various inter-relationships were combined into a single model
(Figure 5 . 1 ). The empirical analysis of the fifteen inter-relationships has
provided confirmations that 'the other six features ' are all connected in some
aspects. Therefore, although some particular results emerge quite weak, in
general, all of 'the other six features ' appear to be vital in supporting other
featur es.
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Variation in mass and technological services
The total sample was divided into two sub-samples of mass service and
technological services. Although professional services and service factories were
excluded at the sampling stage, not all types of businesses listed in Table 5 . 5
were identified a s belonging to either mass o r technological services. The
literature specifies that mass services include distribution, financial services,
hospitality, transport, retail, and wholesale (Schmenner, 1 986; 1 99 5 ; Oakland,
1 993 ; Lashley, 1 997; 1 998; Silvestro, 2001 ), while technological services
comprise construction, maintenance and repair companies including computer
and network repair firms (Schmenner, 1 986; 1 995; Hesket et al., 1 990; Rafiq and
Ahmed, 1 998; Silvestro, 200 1 ) . These two sub-samples were tested by means of
the same analytical techniques used in this section. However, no meaningful
differences were found. Hence, the results here are applicable to a wide range of
service businesses which lie between the two extremes of professional services
and the service factory.
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5.4.

The interdependence between culture and 'the other six features '

Culture is one of 'the seven corresponding features '. Yet, it appears that culture
also has an over-arching role among 'the other six features ' (section 3.3). The
purpose of this section is to examine the interdependence between culture and
'the other six features '. Moreover, this section attempts to identify differences
between mass

and technological services. In order to

analyse the

interdependence between culture and 'the other six features ' and to simplify
interpretation as well as to improve the reliability of the results, the responses to
specific questions on each corresponding feature were averaged for those which
had the same theme and the mean values were calculated 1 . The section on
confirmatory factor analysis in section 4. 1 0 and Appendix D discussed the
division into these components for all the features and the naming of each
component in detail.
Mean values of 'the seven corresponding features ' for the total sample were
explored by using frequencies, and for the mass and technological service sub
samples were explored by using One-way ANOVA. Table 5 . 1 7 presents mean
values for all samples.

1

Items on recruitment and selection are calculated into two components: 'Quality consciousness '
and 'Formality and structure '. Items on training are calculated into three components : 'Training
for customer focus ', Standardised training ', and 'Cascade training '. Items on teamwork are
computed into three components: 'Team benefit ', 'Team support ', and 'Individual as well as
teams '. Items on empowerment are computed into two components: 'Delegation ' , and 'Freedom
ofaction '. Items on performance appraisals/measurement, recognition and reward are re
calculated into four components: 'Reward as an encouragementfor good peiformance ', 'R eward
fo r in dividual and teams to improve quality ', 'Performance appraisals forfacilitation ', and
'Performance appraisals as feedback '. Items on communication are recalculated into two
components: 'Overall communication ', and 'Customer centric communication '. Items on culture
are recalculated into three components: 'Esprit de corps ', 'Top management commitment ', and
'Customer focus '.
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Table 5 . 1 7.

Mean values of 'the seven corresponding features ' for the total

sample, and the mass and technological service sub-samples
'The 7 corresponding features'
2
(Total responses )
Recruitment and selection
Qual ity conscious
Formality and structure
Customer focus
Training
Sta ndardised training
Cascade training
Teamwork3
Team benefits
Team support
Ind ividual as well as teams
Delegation
Empowerment
Freedom of action
Performance appraisals and reward
Performance appraisals for
facilitation 4
Performance appra isals as
feedback5
Reward as an encou ragement fo r
6
good performance
Reward fo r individual and teams to
improve qual it/
Communication
Overall comm u nication
Customer cen tric com m u n ication
Culture
Esprit de corps
Top management com m itment
Customer focus
7 = High
1 = Low

2

Total
(412)

Mass
(1 88)

5.00 ( 1 .25) 5.00 ( 1 .30t_
5. 1 3 ( 1 .45) 5 . 1 7 ( 1 .51 )
5. 1 7 ( 1 .25) 5. 1 6 ( 1 .22)
3.45 ( 1 .40) ,,_3 . 5 1 ( 1 .36)
4.41 ( 1 .60) 4 .38 ( 1 .53)
5. 1 5 (.97) 5. 1 8 (.99)
5.00 ( 1 .04) 4 . 9 1 ( 1 .08)
4.77 { 1 .31 ) 4.70 ( 1 .28)
4 . 8 1 ( 1 . 1 8)_, 4.80 (1 . 1 2)
3 .66 ( 1 .34) 3.57 ( 1 .30)

Tech
(1 1 9)

F

5.02 ( 1 . 1 5) .026
5.03 ( 1 .40) .676
5.24 ( 1 .22) .349
3.38 ( 1 .42) .652
4.44 ( 1 .68) . 1 1 1
.780
5.06 (.97)
5 . 1 1 (.97) 1 .804
4.74 ( 1 .30) .063
4.88 ( 1 .20) .328
3.82 ( 1 .39) 2.500

Sig.
.871
.41 2
. 555
.420
.739
.378
.181
.802
. 567
.1 15

�•·•••m•«•-NH_,.,,,

4 . 99 (1 .50) 4.98 ( 1 .51 ) 4 .92 ( 1 .59)

.092

.762

4.63 ( 1 .46) 4.68 { 1 .46) 4.52 (1 .52)

.920

.338

4 .4 1 ( 1 .45) 4 .47 ( 1 .45) 4.35 ( 1 .54)

.51 4

.474

4 .06 (1 .52) 4 . 1 1 ( 1 .51 ) 4.03 (1 .61 )

.200

.655

4 .52 ( 1 .33)
5 .23 (1 . 1 4)
4.66 (1 .20)
4.66 (1 . 7 1 )
4.75 (1 .24)

.001
.536
.028
.062
.1 16

.978
.456
. 867
.804
.733

4 .47
5.1 1
4 . 64
4.68
4.73

( 1 .30)
( 1 .25)
( 1 .23)
( 1 .70)
( 1 .26)

4.52
5. 1 2
4.67
4.71
4 .70

( 1 .27)
( 1 .28)
( 1 .20)
(1 .66)
( 1 .26)

In some instances respondents appear to have overlooked some specific questions and so the
total number of cases analysed became less than the total responses.
3
The questions on teamwork were answered by only those companies which adopted some
forms of teamwork. Hence, the total number of cases for analysis was 296 for the total sample,
142 for mass services, and 79 for technological services.
4
This will be referred to as 'Facilitation' .
5
This will be referred to as 'Feedback' .
6
This will be referred to as 'Performance' .
7
This will be referred t o as 'Improvement' .
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As can be seen from Table 5 . 1 7, One-way ANOVA indicated that the differences
in mean values between the mass and technological service sub-samples were
not statistically significant. However, although the mean values of mass and
technological services were similar to each other, it may not necessarily mean
that the relationships between variables are the same. Therefore, canonical
correlation analysis was applied not only to the total sample, but also to the mass
and technological service sub-samples in order to measure the strength of the
overall relationship between culture and 'the other six features '.
The overall association in the total sample is illustrated in Table 5 . 1 8, and results
for mass and technological services are displayed in Table 5 . 1 9. Since culture
and 'the other six features ' can affect each other8 (see section 3 .3), in the
canonical correlations in this section, either of them could be viewed as
dependent variables or independent variables. However, top management
commitment is unlikely to be influenced by 'the other six features ', hence, it will
only be treated as an independent variable.

8

The existing culture will have an impact on how the other six features operate (Gronroos,
1 9 90b); top management commitment to service quality is argued to be the first requirement for
the management of HRM practices (Schneider, 1 9 8 6 ; Parasurarnan, 1 986) and described as one
of the characteristics of a service climate (Schneider et al., 1980); 'the other six features ' have an
influence on the creation of a service-oriented culture (Schneider, 1 986; 1990; Schneider et al.,
1 992; Siehl, 1 992; Zeithaml and Bitner, 1 996; Zerbe et al., 1 998; Bowen et al., 2000; Gronroos,
2000).
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Table 5 . 1 8 .

Canonical correlation between culture and 'the other six features '

in the total sample

Set 1
Cross loadings
Set 2
Cross load inqs
6 features Function 1 Function 2
C ulture Function 1 Function 2
R&S q ual ity conscious
-.545
Esprit de corps
-.024
-.786
-. 1 59
R&S formal ity and
Top
structure
-.408
management
.058
.,.......
com mitment
.08 1
Training customer
-.67 1
focus
-.642
.089
Customer focus
.073
-.8 1 2
Training standardised
- .398
.0 1 4
.0 1 7,,. ..... ...
... . . . .. . Tr? i 11 i 11g �?.�.9§9�. . -.540 ......... ...... ........................
Benefit from teamwork
-.553
.057
Support for team
-.674
.004
Individuals as well as
teams
-.574
.085
.........
Empowerment
delegate
-.560
-.0 1 8
Empowerment
freedom of action
-.3 1 2
-.0 1 6
PA&R Facil itation
-.433
- .0 1 5
PA&R Feedback
-.525
.088
PA&R Performance
-.494
-.042
PA&R I mprovement
-.631
-.087
Overall com m unication
-.778
-.025
Customer centric
communication
-.61 1
. 1 66
Canonical correlations
.874
.367
Canonical R2
. 1 35*
.764*
Wilk's
. 1 90
.803
Chi-square 456 .272
60.305
OF
30 .000
48 .000
Significance
.000
.001
*
.764 + . 1 35 = .899 sqrt = .948 so that canon ical correlation is .948
onRH.. 00<

0 ..

There was a strong correlation between culture and 'the other six features '.
Function 2 was also identified as significant although the correlation is lower
than for function 1 . Summing the canonical R2s of functions 1 and 2, it can be
estimated that 90 per cent (. 7 64 + . 1 3 5) of the variance in culture is explained by
'the other six features ' (or vice versa) .

245

Table 5 . 1 9.

Canonical correlation between culture and 'the other six features '

in the mass and technological service sub-samples
Set 1
Cross load inqs
6 features Mass
Tech
R&S qual ity conscious
-.508
-.599
R&S formal ity and
structure ........ -.377
-.486
..........
Training customer focus
-.672
-.670
-.245
Training standardised
-.492
-.632
-.5 1 4
... . . .. Ir.? i r1 i rig c;?§c;i;3�€} �--Benefit from teamwork
-.528
-.698
Support for team
-.724
-.603
Individuals as well as
teams
-.620
.............................. ..........-.531
............................
Empowerment delegate
-.550
-.606
Empowerment freedom
of action
-.359............... -.308
PM&R Facilitation
-.425
-.539
-.492
PM&R Feedback
-.532
PM&R Performance
-.577
-.502
. . _ P�?tR lmprove,r.:r.:i€}r,�
- .606
-.676
Overall com m u nication
-.770
- .77 9
Customer centric
-. 565
communication
-.666
Canonical correlations
.91 6
.889
Canon ical R2
.790
.839
. 1 25
. 1 21
Wilk's
1 4 1 .0 1 8
Ch i-square 261 . 62 1
48.000
DF 48 .000
. 000
Significance
.000

Set 2
Culture
Esprit de corps
Top management
com mitment
Customer focus

Cross loadings
Tech
Mass
-.859
-.786
-.730
-.858

-.639
-.834

m " '' • ••••• nn• • """""'""

,,

,.

,,

The canonical correlation between culture and 'the other six features ' was strong
in both mass and technological services although, in mass service, it was slightly
stronger than in technological services. The canonical R2 shows that 84 per cent
of the variance in culture in mass services and 79 per cent in technological
services, can be accounted for by 'the other six features ' ( or vice versa).
The canonical R2 in Table 5 . 1 8 and 5 . 1 9 provide the accurate figures indicating
the overall association between culture and 'the other six features '. Yet, in order
to examine the relationships involved in detail, to assess whether the individual
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relationships are significant, and to compare individual association to determine
which of 'the other six features ' have the strongest effects, canonical correlation
was used for each of 'the other six features '.
Although the analysis was applied to the total samples and to the two sub
samples, here, the results of the total sample are given where there was no
substantial difference between the mass and technological service sub-samples.
When a substantial difference occurred, the results for the two sub-samples are
presented instead of those for the total sample. The association between culture
and each of 'the other six features ' will be discussed in turn.
Culture, and recruitment and selection offront line staff
Recruitment and selection of front line staff has been argued to play a critical
role in the creation of a quality-oriented culture (Gronroos, 1 990b; Bowen and
Lawler, 1 992; Snape et al. , 1 995 ; Redman and Mathews, 1 998). The strength of
association between culture and recruitment and selection in the two sub-samples
appeared to vary. Hence, the results for the two sub-samples are displayed below
(Table 5 .20). The results for the total sample are illustrated in Appendix H (see
Table Hl).
Table 5 .20. Canonical correlations between culture, and recruitment and
selection in the mass and technological service sub-samples
Set 1
Culture
Esprit de corps
Top management com mitmen1
Customer focus
Canonical correlation
Canonical R"
Wilk's
Chi-square
DF
Significance

Set 2 Cross loadinqs
Cross load ings
Recruitment
&
selection
Mass Tech
Mass
Tech
Qual ity conscious -.551 -.680
-.494
-.643
-.51 7
-51 4 Formality and structure -.394 -. 555
-.4 1 0
-.686
.556
.704
.309
.496
.685
.483
69. 3 1 4 83.800
6.000 6 .000
.000
.000
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Despite the fact that recruitment and selection of front line staff are the first steps
towards a quality culture (Gronroos, 1 990b ; Snape et al., 1 995 ; Redman and
Mathews, 1 998), in mass services, the association between culture and
recruitment and selection of front line staff appeared to be moderate while, in
technological services, it emerged as strong. The canonical R2 reveals that 50 per
cent of the variance in culture can be explained by recruitment and selection in
technological services (or vice versa), but only 3 1 per cent in mass services. In
terms of the creation of a quality culture, recruitment and selection in
technological services seem to have more impact than in mass services. This
may be because high staff turnover in mass service9 might have affected the
development of quality culture since people were constantly entering and
leaving.
Culture and training

Culture and training have been identified as affecting each other (Gronroos,
1 990b; Dale and Cooper, 1 992; Lainas, 1 999). The existing culture of the firm
will have an impact on training outcomes (Gronroos, 1 990b). Moreover, as
training facilitates cultural change (Patel, 1 994; Choppin, 1 995; Dale and
Cooper, 1 992), training is a prerequisite for achieving a service culture
(Gronroos, 1 990b). The association between culture and training for quality in
the total sample is illustrated in Table 5.21 whereas the figures for mass and
technological services are displayed in Appendix H (see Table H2) as there were
similar results for these two sub-samples.

9

Staff turnover in mass service was on average 24 per cent whereas, in technological services, it
was only 12 per cent.
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Table 5 .2 1 .

Canonical correlation between culture and training in the total

sample
Set 1
Culture
Esprit de corps
Top management commitmen1
Customer focus
Canonical correlation
Canonical R'
Wilk's
Chi-square

OF

Significance

Cross
loadinQs
-.636
-.601
-.638
.707
.500
.496
281 .084
9.000
.000

Cross
Set 2
Traininc loadinQs
Customer focus
-.678
-.4 1 3
Standardised
-.596
Cascade

A strong association between culture and training was confirmed. The canonical
R2 reveals that 50 per cent of the variance in culture can be explained by training
( or vice versa). Looking at the cross loadings in set 1 , top management
commitment was the least influential factor on training. This may b e because the
service sector is often seen as lacking in its commitment to the provision of
training (Wilkinson et al., 1 993) or because high staff turnover in the service
industry may make managers reluctant to invest in training for quality (Keltner
and Finegold, 1 996). Nevertheless, the differences in the cross loadings in set 1
were very small.
From the cross loadings in set 2, it can be recognised that standardised training
was the least influential factor on culture (or vice versa). This also appeared in
two sub-samples, slightly more in technological services (see Table H2). This
could be because highly customised service is one of the characteristics of
technological services (Heskett et al. , 1 990; Schmenner, 1 995 ; Lashley, 1 997;
1 998) so that standardised training may not be appropriate for organisations in
technological services in order to create a service-oriented culture. Moreover,
standardised training might not fit well with the existing culture due to the highly
customised nature of services.
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Culture and teamwork

Effective teamwork is seen as beneficial to the achievement of service culture
(Gronroos, 1 990b) or to the creation of a positive climate (Macaulay and Cook,
1 995). Therefore, culture must be conducive to the development of teamwork
(Parasuraman, 1 986; Kanji and Barker, 1 990). The association between culture
and teamwork in the total sample is illustrated in Table 5 .22. Due to the more or
less identical strength of the canonical correlations in the two sub-samples, the
results for mass and technological services are displayed in Appendix H (see
Table H3).
Table 5 .22.

Canonical correlation between culture and teamwork in the total

sample
Set 1 Cross
Culture loadinos
Esprit de corps -.61 0
Top management com mitment -.525
Customer focus -.662
.696
Canonical correlation
Canonical R2
.484
Wilk's
.495
Ch i-square 204.423
DF 9.000
.000
Sionificance

Set 2 Cross
Teamwork loadinos
T earn benefi1 -.545
Team suppor1 -.673
Individ ual as well as teams -.572

The results confirmed that culture and teamwork were moderately associated.
The canonical R2 suggests that 48 per cent of the variance in culture can be
explained by teamwork (or vice versa). Looking at the cross loadings in set 2,
team benefit appeared to be the least influential factor on culture (or vice versa).
The results from the mass services sub-sample might be important here. Despite
the almost identical association, the cross loading on team benefit differs
between mass and technological services (see Table H3). Some of the items on
team benefit indicated employee empowerment (see confim1atory factor analysis
in section 4. 1 0 and Table D7 in Appendix D) so that this may suggest that
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culture in mass services is a less influential factor on the empowerment of front
line staff. Empowerment will be examined next.
Culture and empowerment

The culture of the organisation is often argued to have a significant impact on
employee empowerment (Lashley and McGoldrick, 1 994; Gilmore and Carson,
1 995). On the other hand, empowem1ent will bring about changes in
organisational culture (Cook, 1 994). In order for employees to attain
empowerment, top management support becomes fundamental so as to develop a
culture of empowerment (Randolph, 1 995a; Beach, 1 996; Erstad, 1 997). Hence,
culture and empowerment will affect each other. Due to variations between mass
and technological services, the associations between culture and empowerment
of front line staff in the two sub-samples are displayed in Table 5 .23. The results
for the total sample are illustrated in Appendix H (see Table H4).
Table 5.23 .

Canonical correlation between culture and empowem1ent in the

mass and technological service sub-samples
Set 1
Culture
Esprit de corps
Top m anagement commitmen1
Customer focus
Canonical correlation
Canonical R'
Wilk's
Chi-square
DF
Significance

Cross load inQs
Tech
Mass
-.634
-.443
-.5 1 4
-.376
-.531
-.558
. 543
.647
.433
.295
.699
.578
65 .954 62.949
6 . 000
6.000
.000
.000

Set 2
Em powerment
Delegation
Freedom of action

Cross load ings
Tech
Mass
-.632
-.542
-.36 1
-.380

The association between culture and empowerment was moderate in both
services. The canonical R2 suggests that, in mass services, 30 per cent of the
variance in culture was explained by empowerment (or vice versa), and in
technological services, 43 per cent of the variance in culture was accounted for
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by empowerment ( or vice versa). In spite of the fact that the literature points to
the interdependence between top management support and empowerment
(Randolph, 1 995a; Beach, 1 996; Erstad, 1 997), the data in the two-sub samples,
especially in mass services, showed top management commitment to be least
influential on empowerment. This may suggest that top management in mass
services are less supportive of employee empowerment than in technological
services (as expected from the association between culture and teamwork).
Moreover, such top management commitment might have affected esprit de
corps which was also lower in mass services than in technological services.
Culture, and performance appraisals and reward
Performance appraisals and reward may be a way of creating a service-oriented
culture via communicating managerial expectations through performance
appraisals, and via providing rewards and recognition for desirable behaviour
(Elmuti et al. , 1 992; Nevling, 1 992 . Schneider et al., 1 992; London and Higgot,
1 997) . However, the existing culture could affect performance appraisals and
reward. For example, some organisations may place more emphasis on hard data
(e.g. productivity, quantity, sales) or soft data (e. g. customer satisfaction, staff
attitude towards customers) and this will be depend on the culture of
organisation. When the criteria of performance appraisals and reward focus on
hard data, employees will in turn focus on these areas (Van Looy et al., 1 99 8 ;
Zeithaml an d Bitner, 2000). These techniques c an give wrong directions t o the
workforce.
The association between culture and performance appraisals and reward in the
total sample is set out in Table 5 .24. The results for the two sub-samples, mass
and technological services, are listed in Appendix H (see Table HS) as there was
much similarity in the strength of the associations in these two sub-samples.
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Table 5 .24.

Canonical correlation between culture,

and performance

appraisals and reward in the total sample
Set 1 : Culture
Esprit de corps
Top management comm itment
Customer focus

Cross
loadings
-.645
-.547
-.61 7

Canonical correlation
Canonical R2
W ilk's
Chi-s q uare
OF
Si g n ificance

.687
.472
.505
27 1 .380
1 2.000
.000

Set 2: PA & Reward
Facilitation
Feedback
Performance
Im p rovement

Cross
loadinQs
-.476
-.570
-.523
-.632

The association between culture and performance appraisals and reward
appeared to be moderate. The canonical R2 indicated that 47 per cent of the
variance in culture can be explained by performance appraisals and reward (or
vice versa). Looking at cross loadings in set 1 , top management commitment is
the least influential factor on performance appraisals and reward. Although this
appeared in both of the two sub-samples, top management commitment in
technological services emerged as a less influential factor than in mass services
(see Table H5). It seems that top management might be less supportive of
performance appraisals and reward for front line staff in technological services.
Culture and communication

Two-way, internal, communication improves the culture of the organisation
(Lievens et al., 1 999) via communicating quality concepts (Higginson and
Waxler, 1 994), and also diminishes uncertainty (Gronroos, 1 990b) as well as
facilitating cultural change through its influence on employees' behaviour
(McLaurin and Bell, 1 99 1 ; Oakland, 1 993 ; Anjard, 1 995; Zerbe et al., 1 998).
The results of the total san1ple are reported here in Table 5 .25. The results for
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mass and technological services were very similar and they can be found in
Appendix H (see Table H6).
Table 5 . 25 .

Canonical correlation between culture and communication in the

total sample

Set 1 :
Culture
Esprit de corps
Top management comm itment
Customer focus
Canon ical correlation
Canonical R"
Wilk's
Chi-square
DF
SiQnificance

Cross
load ings
-.755
-.61 5
-.743
.808
.653
.333
446.027
6 . 000
.000

Set 2:
Comm unication
Overal l
Customer centric

Cross
loadings
-.804
-.640

A strong association between culture and two-way (internal) communication was
identified. The canonical R2 shows that 65 per cent of the variance in culture can
be explained by communication (or vice versa) . Strong canonical correlations
were also found in mass and in technological services (see Table H6). In fact,
communication appeared to have the strongest association between culture and
'the other six features '. Therefore, two-way, internal communication may play

the most important role in improving the culture of the organisation and in
facilitating cultural change.
Summary of the individual associations

The following table summarises all of the canonical correlation analyses applied
to the relationships between culture and each of 'the other six features '.
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Table 5 .26.

Summary of all canonical correlations: culture and each of 'the

other six features '
'The other Six features '
Communication
Traininq
Teamwork
Performance appraisals and reward
Recruitment and selection
Empowerment

Total
. 808
.707
.696
.687
.633
.559

Culture
Mass
.80 1
. 706
.730
. 725
. 556
. 543

Tech
.831
. 754
.735
.685
.704
.647

Results are ordered by the strength of the canon ical correlations in the total sample

Strong or moderate associations between culture and each of 'the other six
features ' were found. It is clear from the table that communication had the
strongest association with culture in the total sample, and in the mass and
technological service sub-samples. Despite the fact that recruitment and selection
of front line staff have been regarded as the first requirement in establishing a
quality culture (Gronroos, 1 990b; Snape et al., 1 995; Redman and Mathews,
1 998), the association between culture and recruitment and selection appeared as
the second weakest in the total sample. It is apparent that mass services in
particular lowered the strength of the association in the total sample. As has been
discussed above (see Table 5.20), high staff turnover in mass services might well
have caused this lower association between recruitment and selection, and
culture. Empowerment of front line staff was identified as having the weakest
association with culture. It was clear (see Table 5 .23) that, in mass services, top
management commitment was less supportive of the empowerment of front line
staff. Since top management support is critical to the development of a culture of
empowerment (Randolph, 1 995a; Beach, 1 99; Erstad, 1 997), the results for mass
services seem to account for this low association in the total sample. Apart from
recruitment and selection, and empowerment, differences in the strength of
association between mass and technological services were very small.
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5.5.

The association between service quality and 'the seven corresponding

features '

This section examines the association between service quality and 'the seven
corresponding features '. Differences between mass and technological services
are also considered in depth. In order to analyse the association between service
quality and 'the seven corresponding features ' and to simplify interpretation as
well as to improve the reliability of the results, four dimensions on service
quality were used. The section on confirmatory analysis (see section 4. 1 0 and
Table D1 5 in Appendix D) described these dimensions in more detail.
Mean values of the four dimensions of service quality for the total sample were
explored by using frequencies, and for the mass and technological service sub
samples were explored by using One-way ANOVA (see Table 5 .27).
Table 5.27.

Mean values of four dimensions on service quality in the total

sample, and the mass and technological service sub-samples

9 = High

Service qual ity (Total
10
responses )
Rel iabil ity
Responsiveness
Assurance
Em pathy
1 = Low

Total (370)
6.98
6.98
7. 1 2
. 7.1 2

( 1 . 1 0)
(1 . 1 0)
( 1 .02)
(1 .02)

Mass (1 72) Tech (1 1 1 )
6.96
7.04
7 .08
6 .99

(1 . 1 0)
(1 .22)
( 1 . 1 0)
( 1 .27)

7. 1 0 ( . 9 1 )
7.09 ( 1 .09)
7.23 (.89)
7. 1 3 (.92)

F

Sig .

1 .267
.099
1 .9 1 0
1 .0 1 9

.261
.753
. 1 68
.31 4

It is clear from Table 5.27 that the mean values of service quality were not
significantly different between mass and technological services. However, as
with section 5 .4, this does not necessarily indicate that the relationships between
variables are the same. Therefore, in order to analyse the overall strength of
association between service quality and 'the seven corresponding features ',
10

This style of questions was introduced after the pilot testing; therefore, the total number of
responses became 370.
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canonical correlation analysis was again used. Table 5.28 shows the association
between service quality and 'the seven corresponding features ' in the total
sample while Table 5 .29 provides a breakdown for the mass and technological
service sub-samples. Since 'the seven corresponding features ' have an impact on
service quality, in the canonical correlations in this section, all of 'the seven
corresponding features ' are treated as independent variables while the four
dimensions of service quality are dependent variables.
Table 5.28.

Canonical correlation between service quality and 'the seven

correspondingfeatures ' in the total sample
Set 2: Cross
Service quality loadinqs
Reliability
-.59 1
-.54 1
Responsiveness
-.58 1
Assurance
Empathy
-.526

Set 1 :

Cross
loadinqs
-.408
R&S qual ity conscious
-.250
R&S
formality
_
a
nd_
structu
re
...... .................
-.443
Training customer focus
-.257
Train ing standardised
Training cascade
-.348
-.283
Benefit from teamwork
-.473
Support for team
-.348
Individuals
as
well
as
teams
...... ............... ....
. . ........ ......... .,., ...................................... ....... -,....
-.334
Empowerment delegate
-.283 ,.....,.....
. . §r:r:iP<?"Yf?El_Tl ent freedom of actigQ ..... . ....... ,................................
-. 1 63
PM&R Performance
-.264
PM&R Improvement
-.282
PM&R Facilitation
-.260
PM&R Feedback
...�...... ...... .. .............. . . .... ..........................,....
-.472
Overall communication
-.440
Customer centric comm unication
.., ,.....
-.465
Esprit de corps
-.31 1
Top management comm itmen1
-.535
Customer
focus
·•····� .....,.�---................... .. . . . . . . .........,.
'The seven correspondinq features

, ..,

,

,

... ... u. ..,.......

Canonical correlation
.662
.438
Canonical R'
.436
Wilk's
Chi-square 203.425
DF 76.000
Siqnificance
.000

The association between service quality and 'the seven corresponding features '
are moderate. The canonical R2 suggests that 44 per cent of the variance in
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service quality can be explained by 'the seven corresponding features '. The
overall relationship between service quality and 'the seven corresponding
features ' is not as strong as the overall relationship between culture and 'the
other six features ' (see Table 5 . 1 8). This is because culture and 'the other six
features ' directly affect each other (see section 3.3 and 5.4) whereas 'the seven
corresponding features ' influence service quality directly as well as indirectly

through employee attitudinal and behavioural factors 1 1 (see section 3 .4).
Table 5 .29.

Canonical correlation between service quality and 'the seven

correspondingfeatures ' in the mass and technological service sub-samples
Set 1j Cross load ings \
Service q ualitY'. -----
� Mass I Tech
-.335
-.725
-.665 I -.339
- .025
-.646
-.449
-.6 1 4

Reliabilit�
Responsiveness!
Assurancej
Em path y!

Set 21

Cross

'The seven corresponding load ings
features\ Mass Tech-

R&S quality conscious! -.409 -.285
___________R&S formality and structur� :-�??. . -.308
Train ing customer focus! -.520 . 039
Training standardised 1 -.31 0 - . 1 62
Traini11g._ cascade: _-.405 _ -.032
1------B en efit from teamwor� -.368 .046
Support for team! -.559 -. 1 53
Ind ividuals as well as teamsi f-.458 - . 1 37
Empowerment delegatt �.46:f .099
I Empowerment freedom of actionl _-.4 1 9 _ _ .064 _
PM&R Performanc� -. 1 51 -.02 1
I
PM&R lmprovemen� -.296 .029
PM&R Facilitatio -. 354 .0 1 6
I
�
p�-�� F eedba �--• .:}?_1_ - - ::Q?_� .
I
Overall communicationi -.6 1 0 1 .086
1
1 · Customer centric communication: -.485 1 -.260
Esprit de corps! �_-579 ·-·.002· ·
Top management comm itmen� -.483 .072
Customer focus! _-.609 _ _ -. 1 01
1----------+---i--------i-Canonical correlatio � .779
.697
Canonical R 1 .607
.486
Wilk'sl .230
. 1 75
Chi-squar� 1 32 . 1 72 1 06.432
D�I 76.000 76.000
Significance, .000
.0 1 2

i

I

11

Includes retention, involvement, participation, commitment, satisfaction, and motivation of
employees
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The association between service quality and 'the seven corresponding features '
was strong in mass service but only moderate in technological service.
According to the canonical R2 figures, 6 1 per cent of the variance in service
quality can be explained by 'the seven corresponding features ' in mass services
whereas just 49 per cent was explained in technological services. Although there
was not a huge difference in the overall strength of association between mass
and technological services, the differences in the cross loadings between the two
services were certainly substantial (see Table 5 .29). Therefore, in order to
analyse the individual strength of association in detail, to assess whether these
relationships are significant, and to compare individual associations to determine
which of 'the seven corresponding features ' have the strongest effects, canonical
correlation analysis was applied again to each of 'the seven corresponding
features '. As with section 5 .4, the canonical R2 in Table 5.28 and 5 .29 provide
the accurate figures indicating the overall association.
As in the previous section, the results for the mass and technological service sub
samples are presented here when a substantial difference occurred, but when
there was no substantial difference between two sub-samples, only the results for
the total sample are reported here. The association between service quality and
each of 'the seven corresponding features ' will be discussed in tum.
Service quality, and recruitment and selection
As discussed in section 3 .4, recruitment and selection of the best personnel is
generally regarded as critical in quality service delivery (Zeithaml, Parasuraman
and Berry, 1 990; Zeithaml and Bitner, 1 996; 2000). Recruiting the wrong people
is a major cause of poor service quality (Berry and Parasuraman, 1 992).
Due to the variation in the canonical correlation between service quality and
recruitment and selection of front line staff between the two sub-samples, the
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results for the mass and technological service sub-samples are reported in Table
5 . 3 0 while the figures for the total sample are shown in Appendix H (see Table
H7).
Table 5.30.

Canonical correlation between service quality, and recruitment

and selection in the mass and technological service sub-samples
Set 1
Cross loadinQs
Service qualitv Mass
Tech
Rel iability -.457
-.440
Responsiveness -.4 1 9
-.44 1
-.449
Assurance -.331
-.47 1
Empathy, -.367
Canonical correlation .470
.542
.294
Canonical R"
.221
Wilk's .768
.689
39.292
Chi-square 37.664
DF 8.000
8.000
SiQn ificance .000
.000

Set 2
Recru itment and selection
Qual ity conscious
Formality and structure

Cross load inQs
Mass
Tech
-.538
-.469
-.303 I -.374

I

l

The association between service quality, and recruitment and selection in both
services was moderate. Yet, recruitment and selection of front line staff in
technological services seemed to have a stronger impact on service quality than
was the case in mass services. Although the mean values on recruitment and
selection (and hence the quality orientation of organisations) were very similar
between the two services, there was a relatively large difference in average staff
turnover between mass services (24 per cent) and technological services ( 1 2 per
cent). Employee turnover can be very detrimental to overall service quality
(Zeithaml and Bitner, 2000). Thus due to high staff turnover in mass services,
recruitment and selection of front line staff did not contribute to service quality
as much as it did in technological services. It could be seen that, in mass
services, focusing on recruitment and selection may have a very limited impact
on staff turnover.

260

Senlice quality and training
In order to improve quality and to deliver quality service competently and
confidently, training becomes vital (Berry and Parasuraman, 1 992; Brown, 1 994;
P atel, 1 994; Parry, 1 995). Poor training is one of the reasons for a lack of quality
in human service (Joseph, 1996), and training will minimise the risk of service
failure.
Although the canonical correlations between two sub-samples are not very
different, the results of training could be related to that of recruitment and
selection. Hence, the association between service quality and training in mass
and in technological services is displayed in Table 5 . 3 1 , and results for the total
sample are illustrated in Appendix H (see Table H8).
Table 5 .3 1 .

Canonical correlation between service quality and training in the

mass and technological service sub-samples
Set 2
Set 1
Cross load ings · ·-·· I
qualit)
Service
Mass
Tech
Training
i--------.,___--<;-----;------t------Customer focus
Re Ii a bi I i t � -.484
-.430
Responsiveness -.531
-.367
Standard ised
Assurance -.427
-.408
Cascade
Empath,
-.44 1
-.321
.49 1
.549
Canon ical correl ation
.241
Canonical R'
.301
. 720
Wilk's
.689
34.532
Chi-square 52 .6 1 6
1 2 .000
DF 1 2 .000
Sign ificance
.000 I
.00 1

Cross loadings _
Mass
Tech
-.535 I -.474
-.286
-.233
-.426
-.440

As for the variation between mass and technological services, the canonical
correlations in both services were moderate. Looking at cross loadings in set 2,
standardised training seemed to be least influential for service quality and this
appeared in both sub-samples. In mass services, although the type of service is
fairly standardised (Haskett et al., 1 990; Lashley, 1 997; 1 998), the needs of the
customer are more complex and variable (Rafiq and Ahmed, 1 998). Hence,
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standardised training may not be sufficient to cover all aspects of service quality
in mass services. In technological services, due to task complexity and
customised solutions (Rafiq and Ahmed, 1 998), standardised training may not be
the best method for pursuing service quality.
According to the figures for the canonical R2 , 30 per cent of the variance in
service quality was accounted for by training in mass services compared to 24
per cent in technological services. Comparing the canonical R2 s between training
(see Table 5 . 3 1 ) and recruitment and selection (see Table 5 .30), in mass services,
training seemed to have contributed more to service quality than recruitment and
selection 12 . This could be because high staff turnover in mass service makes
training necessary in order to maintain or achieve quality service. In
technological services, on the contrary, recruitment and selection 1 3 made more of
a contribution to service quality than training. Therefore, it could be seen that
recruitment and selection of staff who were already equipped with the necessary
knowledge and skills resulted in reductions in the need for training. In addition,
due to low staff turnover, training may not be required as much as in mass
services. Despite the distinctive circumstances, the canonical correlations in both
mass and technological services were not very different, and were, in fact,
moderate. Hence, training in mass and technological services seemed to have
contributed more or less equally to service quality.

12

In mass services, according to figures for the canonical R2 , 22 per cent ofvaiiance in service
quality was accounted for by recruitment and selection of front line staff (see Table 5 .3 0)
whereas 30 per cent by training (Table 5 .3 1 ).
2
1 3 In te chnological services, according to figures for the canonical R , 29 per cent of variance in
service quality could be explained by recruitment and selection of front line staff (Table 5 .30)
while 24 percent was explained by training (Table 5 .3 1 ).
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Service quality and teamwork
Teamwork is often seen in the academic literature as a means of supporting
willingness to deliver quality service (Berry and Parasuraman, 1 992). Through
support from team members, motivation for providing quality service is likely to
continue (Zeithaml and Bitner, 1 996), and effective teamwork tends to develop
capabilities for delivering a high level of service quality (Tjosvold et al., 1 999).
Other studies have found that weak service performance is likely to result from a
lack of teamwork (Redman and Mathews, 1 998). Moreover, a maj or problem of
lack of teamwork is disruption in communication due to a lack of information
flowing within teams or among teams (Macaulay and Cook, 1 995) and which in
turn results in customer dissatisfaction (Ingram and Desombre, 1 999).
The data in the total sample indicated that a maj ority of organisations (72 per
cent) employed some form of teamwork. The figures for mass and technological
services are 76 per cent and 68 per cent respectively. The data in the total sample
revealed that companies which used any form of teamwork obtained higher
mean values on all four dimensions o f service quality, and these differences were
significant for each of the dimensions except reliability (see Table 5 . 32).
Nonetheless, although reliability was not statistically significant, companies with
teams had higher mean values for this dimension as with the other three
dimensions. Although there was some small difference in the proportion of
companies adopting teamwork between the mass and technological service sub
samples, the mean values on the four dimensions on service quality in both
services were identified as not statistically different from each other. Moreover,
the mean values in both services were appeared to be consistent with those for
the total sample. Hence, only the results for the total sample are presented here .
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Table 5.32. Use of teamwork results in service quality (the total sample)
Service q uality
Reliabi l ity
Responsibility
Assurance
Empathy

Use of teamwork
Yes (72%)
No (28%)
7.04 (1 . 08)
6 . 87 ( 1 . 1 5)
7. 1 4 (1 . 1 8)
6 . 79 ( 1 .33)
7.23 (.99)
6.87 ( 1 . 08)
7.22 ( 1 .07)
6.82 ( 1 .21 )

1 = Low
9 = High
Total No. of cases 368 (Yes = 267

No

=

F
1 . 878
5. 936
8. 955
9.680

Sig .
. 1 71
.01 5
.003
.002

1 01 )

The reason why some organisations adopted teams while others did not is not
entirely clear. According to Ichniowski and Shaw ( 1 995), there is likely to be
resistance to teamworking practice among older establishments where,
historically, work arrangements have been dominated by 'Taylorist' methods
such as seniority-based promotion procedures and strict supervision by managers
and foremen. Moreover, they continue that resistance may come from workers or
trade unions, suspicious that the introduction of team-based work methods are
merely a disguise for reductions in the workforce, and also may come from line
managers who are used to more traditional methods.
Some organisations therefore do not see teamwork as a beneficial practice and
have not yet adopted teamwork practice, but managed to achieve high service
quality by strict control from managers or foremen. Control from managers or
foremen on employee performance might result in relatively high service quality
when tasks are fairly standardised (in mass services) and where controlling
employee performance ' as a means of ensuring the totality of the customer
experience' (in technological services) (Lashley, 1 997, p 1 8 1). Additionally, the
data in the total sample indicated that larger companies (in terms of number of
employees) tended to adopt some forms of teamwork (see Figure 5 . 1 1 ). This
could mean that companies which have a smaller number of employees may not
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have to adopt teamwork practice. Staff will be working closely with each other
even without teamwork due to the limited number of employees.
Figure 5 . 1 1 . Proportion of companies with teams and without teams
1 ,000 or more
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Apart from the size of the company, there were not many clear distinctions
between the type of business which did utilise teamwork in the sample, and these
which did not. It is possible that the questionnaire survey respondents might
have interpreted the question as whether the organisation adopted any form of
teamworking in a formal context; therefore, organisations in which working as a
team was established on an informal basis might have thought that the question
was not particularly applicable to them.
Canonical correlation analysis was applied only to those companies which had
some form of teamwork. Due to the variations in the association, the results for
the mass and technological service sub-samples are displayed in Table 5.33. The
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association between service quality and teamwork m the total sample 1s
illustrated in Appendix H (see Table H9).

Table 5 . 3 3 .

Canonical correlation between service quality and teamwork in

the mass and technological service sub-samples

14

Set 1 Cross load ing� _
Set 2 Cross loading§
Service qualit1 ____ Mass
Teamwor�
Tech . ........
Reliabilit , -.467 I -.029
Benefit from teamwor
Responsiveness! -.500
-.042
Support for team�
Assurance, -. 536
-.388
Individuals as wel l as teams -.476
-.230
EmpathYi -.47 1
-.2 1 6
.584
Canonical correlatio
.424
Canon ical Rl .341
. 1 80
Wilk's .624
.700
Chi-square1 47 .2 1 9 24.621
DF1 1 2.000
1 2 .000
Significanc� .000
.01 7
i

I

l

�!!� I �mI

I

The associations between service quality and teamwork were moderate in both
types of service. Looking at cross loading on support for teams (in set 2) in mass
and technological services, there were clear differences and it was the least
influential factor for service quality in technological services. Cross loading in
set 2, especially reliability and responsiveness are least affected by teamwork in
2

technological services. The canonical R s suggest that in mass service, 34 per
cent of the variance in service quality was explained by teamwork while only 1 8
per cent was explained in technological service. Therefore, teamwork was seen
to be a more influential factor on service quality in mass services than in
technological services. However, this does not necessarily indicate a lack of
team performance in technological services since the mean values on teamwork
were very similar between the two services (see Table 5 . 1 7). Teamwork in

14

The questions on teamwork were answered only by those companies which had adopted teams,
and some organisations overlooked some specific questions so that the total number of cases for
analysis here was 1 28 for mass and 75 for technological services.
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technological services therefore may not be as vital as in mass services with
regard to service quality.
Service quality and empowerment
Empowerment has advantages 1 5 and disadvantages 1 6 (see section 2.7.4) so that it
may not always result in the promotion of service quality. Moreover, since
different types or degrees of empowerment are applicable to different services
(Bowen and Lawler, 1 995; Lashley, 1 997; Rafiq and Ahmed, 1 998), it is
possible to achieve high level of service quality from a medium degree of
empowerment. Therefore, the relationship between service quality and
empowerment may not be straightforward. The empirical investigation of service
quality and empowerment utilised canonical correlations. Due to distinctive
results for the two sub-samples, comparisons of mass and technological services
are reported in Table 5 . 34. The figures for the total sample are exhibited in
Appendix H (see Table H l O).

15

These include making rapid and relevant decisions (Ripley and Ripley, 1 992), meeting and
satisfying customer requirements and dealing with complaints promptly (Zeithaml, Parasuraman
and Berry, 1 990), quickening service delivery (Bowen and Lawler, 1 995); customising or
individualising service delivery (Zeithaml, Parasuraman and Berry, 1 990; Rafiq and Ahmed,
1 998), increasing customer satisfaction and customer retention (Van Looy et al., 1 998) as well as
improving the levels of service quality (Ghobadian et al., 1 994; Lin and Darling, 1 997; Rafiq and
Ahmed, 1 998).
16
These include causing slower or inconsistent service delivery which can result in customer
dissatisfaction (Rafiq and Ahmed, 1 998), declining total service productivity due to slower
service (Rafiq and Ahmed, 1 998), making undesirable decisions for the organisation or
customers (Martin and Adams, 1 999), creating feelings of discomfort when empowering the
wrong people (Ashness and Lashley, 1 995), breaking organisational roles (Bowen and Lawler,
1 995).
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Table 5 .34.

Canonical correlation between service quality and empowerment

in the mass and technological service sub-samples
Set 1 1
Service q ual it�
Reliabil it�
Responsivenessj
Assurance,
Empathy
Canonical correlation
Canonical RJ
Wilk's
Chi-squar�
1
DF
Siqnificancel

Cross loadinqs
Tech
- . 1 77
-. 1 7 1
I -.287
-.245
.290
.084
.9 1 4
9.527
i
8.000
8.000
.000 I .300

Mass
-.40 1
-.43 1
- . 357
-.375
.45 1
.203
.789
33.533

I

!
!

I

II

Set 21
Em powermen�
De!egatio �I
Freedom of action

C ross load ings
Mass I Tech
-.450 : -.277
-.344
-. 1 36

I
I

I

Despite the similar mean values on empowerment between the two services (see
Table 5 . 1 7), the association between service quality and empowerment in
technological services was found to be statistically non-significant while it was
moderate in mass services. The non-significant association in technological
services may imply that empowerment of front line staff in technological
services did not affect the level of service quality, and therefore, high service
quality could be achievable regardless of empowerment. The mean values of
service quality in mass and technological services were also identified as not
statistically different from each other (see Table 5.27). On the other hand, in
mass services, although empowerment of front line staff was not the strongest
contributor to service quality so far, at least it did affect the level of service
quality. Hence, a higher level of empowerment in mass services tended to
achieve a higher level of service quality to some degree. Moreover, the canonical
R2 indicates that, in mass services, 20 per cent of the variance in service quality
was explained by the empowerment of front line staff.
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Service quality, and performance appraisals and reward
It has been argued that management do not have direct control over service
quality (see sections 1 .5 and 2.7.7), and hence, performance appraisals and
reward which give the right directions to the workforce become more critical in
the service sector. Performance appraisals could give direction to the workforce
(Nevling, 1 992) via communicating managerial expectations to employees
(Elmuti et al., 1 992), and top management could guide employees' behaviour
(Palmer, 2001 ) via rewarding and recognising outstanding employee behaviour
(Parasuraman, 1 986). When performance appraisals and reward are carefully and
appropriately designed, these techniques will have a positive effect on quality
(Shadur et al., 1 994; Redman and Mathews, 1 998). If not, these techniques can
point in the wrong direction (Van Looy et al., 1 998).
The literature on performance appraisals and reward also claims that there are
some drawbacks to these techniques (Deming, 1 986; Elmuti et al. , 1 992;
Oakland, 1 993 ; Palmer, 200 1 ) . Moreover, quality measurement in the service
sector has been argued to be notoriously problematic due to the nature of service
characteristics (Cowling and Newman, 1 995; Silvestro, 1 998; Singh and
Deshmuch, 1 999), and not all service businesses may have adopted performance
appraisals and reward for front line staff. Due to the different results between the
two sub-samples, the association between service quality, and p erformance
appraisals and reward in mass and in technological services are displayed in
Table 5 .35 while results for the total sample are illustrated in Appendix H (see
Table Hl 1 ).
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Table 5 . 3 5 .

Canonical correlation between service quality, and performance

appraisals and reward in the mass and technological service sub-samples
Set 1 1 Cross load inQs
Service q ualit� Mass
Tech
Rel iabil itl -.355
-.249
Responsivenessi -.426
-.206
Assurancel -.383
-.363
EmpathYi -.352
-.287 I
Canon ical correlatio
.370
.453
1
Canonical R .205
. 1 37
Wilk's, .742
.80 1
Chi-squar� 4 1 .554 23.007
D Fj 1 6 .000 1 6.000
.1 14 I
SiQ nificance .000

Set 2 Cross loadings
PA&Reward Mass Tech
Performance -.223 -.227
l m provemenl' -.363 -.2 1 8
Facilitation -.367 -.363
Feedback -.385 -.303

I

The mean values of performance appraisals and reward in mass and
technological services were not statistically different (Table 5 . 1 7). Therefore,
some organisations in both services had not fully utilised performance appraisals
and reward. Nevertheless, the association between s ervice quality, and
performance appraisals and reward in technological services appeared non
significant while it was moderate in mass services. Looking at the cross loadings,
both sets 1 and 2 in the two sub-samples are negative so that their relationship is
direct which indicates that performance appraisals and reward did not undermine
service quality.
The non-significant association in technological services may imply that
performance appraisals and reward were not a contributory factor to supporting
service quality. As has been stated, the mean values of service quality in mass
and technological services were not significantly different from each other
(Table 5.27). Hence, service quality may not be affected by the level of
performance appraisals and reward, and therefore, service quality could be
achievable regardless of the presence of performance appraisals and reward in
technological services. On the other hand, in mass services, although
performance appraisals and reward did not make the strongest contribution to
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service quality so far, these techniques did at least have some recognisable effect
on the level of service quality. Hence, higher utilisation of performance
appraisals and reward in mass services helped to achieve a higher level of service
quality to some degree. Moreover, in estimating the relationship between these
variables, the results of the canonical R2 revealed that, in mass services, 21 per
cent of the variance in service quality could be explained by performance
appraisals and reward.
Service quality and communication

The association between service quality and communication is unambiguous.
The importance of having upward and downward communication is regarded as
critical in meeting customers' requirements (Gronroos 1 990b; Gilmore and
Carson, 1 995 ; Zeithaml and Bitner, 2000). Therefore, a lack of communication
will result in frustration when important information is not transferred and which
in turn could cause customer dissatisfaction and poor service quality (Grinstead
and Timoney, 1 994 a/b; Ingram and Desombre, 1 999). The association between
service quality and two-way (internal) communication in the total sample is
illustrated in Table 5.36 while figures for mass and technological services are
confined to Appendix H (see Table Hl2) owing to their almost identical
canonical correlations.
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Table 5.36.

Canonical correlation between service quality and communication

in the total sample
Set 1 : Service q ualit� Cross loadinQs
Rel iabil ity
-.466
Responsiveness
-.459
Assurance
- .460
Em path'l
-.459
Canon ical correlation
.53 1
Canonical R2
.282
Wilk's
.707
Chi-square
1 26 . 1 96
OF
8.000
Sianificance
.000

Set 2 : Communication Cross load inQs
Overall
-.51 5
Customer centric
-.461

A moderate degree of association was found between service quality and
communication. The canonical R2 showed that 28 per cent of the variance in
service quality can be explained by two-way (internal) communication. From the
cross loadings in set 1 , all four dimensions of service quality were very similar
indicating that communication appeared to influence evenly all four dimensions.
The canonical correlation in technological services turned out to have 2
functions, hence, it was re-calculated and found to be more or less the same as in
mass services 1 7 . The values of the canonical R2 was the same (34 per cent, see
Table H l 2) in both mass and technological services implying that
communication was equally important in its contribution to service quality.
Service quality and culture

A strong culture which enhances customer/service orientation and an
understanding of quality service is identified as crucial for the successful
management of quality (Gronroos, 1 990b). As it has been argued that
management in the service sector do not have direct control over quality (see
sections 1 .5 and 2.7.7) nor over service employees' behaviour (Schneider and
17

The association between service quality and communication in mass service was .586 while in
technological services, it was .585 (see Table H12).
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Bowen, 1 995), a strong service-oriented culture which truly inspires employee
behaviour can give guidelines for right and proper behaviour toward customers
(Siehl, 1992; Zerbe et al., 1 998). Employees' behaviour/service delivery affects
customer perceptions of the service quality which they receive (Schneider, 1 980;
Schneider and Bowen, 1985; 1 993 ; 1 99 5 ; Gronroos, 1 9 90b; Schneider et al.,
1 992; 1 998; Siehl, 1 992; Clark, 1 997; Zerbe et al. , 1 99 8 ; Bowen et al. , 2000).
The strength of the associations between service quality and culture in the two
sub-samples appeared to vary and hence are displayed below (Table 5.37). The
results for the total sample are illustrated in Appendix H (see Table H 1 3).
Table 5 .3 7.

Canonical correlation between service quality and culture in the

mass and technological service sub-samples
Set 11 Cross load ings
Service quality Mass
Tech
Rel iabilit� -.527
-.4 1 6
- .395
Responsiveness -.549
-.445
Assu rance\ -.508
-.446
Empath\-1 -.505
Canonical correlatio � .595
.51 1
Canonical R , .3 54
.261
Wilk'si .625
.709
Chi-squa 66 .354 36. 1 77
D'.�
F 1 2 .000 1 2 .000
Significanc .000
.000

I

Set 2
Cultu re
Esprit d e corps
Top management comm itment
Customer focus

Cross load ings
Mass ! Tech
-.539 I -.403
-.478 i -.232
- . 547
-.485

!

The canonical R2 indicates that 35 per cent of the variance in service quality was
accounted for by culture in mass services while the figure was 26 per c ent in
technological services. Therefore, culture in mass s ervices appeared to have
contributed more to service quality than that was the case in technological
services. Although the association between service quality and culture was
moderate in both services, the canonical correlation suggests that the association
was a little stronger in mass services than in technological services. The cross
loadings on top management commitment vary between mass and technological
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s ervices . The figure for culture of top management commitment in technological
s ervices was relatively low and was the least influential factor on service quality.
This might have caused the lower association between service quality and
culture in technological services.

Summing up all of the individual associations
Some of 'the seven corresponding features ' were found to be more influential
for service quality than others. Since all of them were found to support service
quality (see Chapter 2), the level of service quality can depend on each of 'the

seven corresponding features ' to some extent. In order to compare the strength
of associations between service quality and each of 'the seven corresponding

features ', all the canonical correlations are brought together in the following
table.
Table 5 . 3 8 .

Summary o f all canonical correlations: service quality and each of

'the seven correspondingfeatures '
'The seven correspondinq features'
Culture
Communication
Recruitment and selection
Traininq
Teamwork
Empowerment
Performance appraisals and reward

Total
. 54 1
.531
.501
.495
.485
.399
.398

Service quality
Mass
Tech
.595
.586
.470
.549
.584
. 451
.453

.51 1
.585
.542
.49 1

.424
Non sig
Non sio .

Order of the strength of the total sample
* Difference between the mass and technological service sub-samples

* Differ
.084
.001
.072
.058
. 1 60
NIA
N/A

S ervice quality and 'the seven corresponding features ' were less strongly
associated than culture and 'the other six features '. This is because (as has been
stated at the beginning of this section), 'the seven correspondent features '
influence service quality directly as well as indirectly through employee
attitudinal and behavioural factors while culture and 'the other six features '
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directly affect each other. Therefore, the statistical associations in Table 5.38 are
highly satisfactory and demonstrate a clear linkage between service quality and
'the seven corresponding features '. Moreover, despite the relatively identical
mean values of service quality (Table 5 .27) and of 'the seven corresponding
features ' (Table 5 . 1 7) between mass and technological services, the analysis
found differences in the strength of canonical correlations between mass and
technological services, and these will be summarised below in order of the
strength o f the association in the total sample.
Culture
As culture pervades 'the other six features ', among all 'the seven corresponding
features ', culture appeared to be the most strongly associated with service
quality in the total sample, and also in mass services. However, in technological
service, it appeared to have less impact on service quality. It was apparent that
there was a large difference in the cross loading on top management commitment
between mass and technological services (see Table 5 .37). This may imply that
top management commitment in technological services may be placed elsewhere
rather than focusing on service quality. Moreover, hybrid businesses (e.g.,
construction, maintenance and repair) may not have fully regarded themselves as
service businesses and hence failed to recognise service elements in their day-to
day activities which could also contribute to the restricted development of a
service-oriented culture. Such a culture might have appeared to be less
supportive to the promotion of service quality in technological services than in
mass services.
Two-way (internal) comm unication
The association between service quality and two-way (internal) communication
emerged as the second strongest in the total sample and in mass services, and the
strongest in technological services. It is possible that, in comparison to mass
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service, culture did not contribute as much to service quality as communication
in technological services. Nevertheless, the difference in the strength of
canonical correlation between service quality and two-way (internal)
communication between mass and technological services was only .00 1 (see
Table Hl2). This suggests that communication was equally vital and contributed
to service quality in both services.
Additionally, communication can have an indirect effect on service quality
through enhancing a culture of service-orientation since the association between
culture and communication was strong, and the strongest in the total sample and
in both services (see Table 5 .26) . Although the literature on communication
suggests that it is one of the features which improves corporate culture (Lievens
et al., 1 999), and also enriches quality via strengthening employee commitment
to the firm and quality (Zeithaml and Bitner, 1 996; Allen and Brady, 1 997;
Savery et al., 1 998), it has not yet been suggested that communication and
service quality are so strongly associated.
Recruitment and selection offront line staff

In spite of the emphasis on recruitment and selection in the literature (Zeithaml,
Parasuraman and Berry, 1 990; Berry and Parasuraman, 1 992; Zeithaml and
Bitner, 1 996; 2000), the association between service quality, and recruitment and
selection of front line staff was only the fifth strongest in mass services while it
was the second strongest in technological services. Despite the differences in
staff turnover between mass and technological services, differences in the mean
values on recruitment and selection and hence quality orientation between mass
and technological services were not noticeable. It could be that high staff
turnover may have resulted in differences in the strength of association between
service quality, and recruitment and selection of front line staff between mass
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and technological services. Therefore, focusing on recruitment and selection of
front line staff did seem to minimise high staff turnover in mass services.
Training

In mass services, training was more strongly associated with service quality than
recruitment and selection. It is likely that training is important either when the
wrong people are recruited or due to high staff turnover in order to achieve
reasonable service quality. In technological services, on the other hand,
recruitment and selection were found to have a more important role in the
promotion of service quality than training. This is because when the right people
with the necessary skills and knowledge to deliver excellent service quality are
recruited, training is then less important.
The order of the strength of association between, on the one hand, service quality
and, on the other hand, recruitment and selection, or training, was the opposite in
mass services and in technological services. Nevertheless, there was not much
difference in the mean values on training between the two sub-samples.
Moreover, the difference in the strength of association between service quality
and training between mass and technological services was comparatively small,
and in fact the association was the fourth strongest in both services. Hence,
training has generated more or less the same contribution to service quality in
both services regardless of their differing circumstances.
Teamwork

There were differences in the strength of the association between service quality
and teamwork between mass and technological services (Table 5 .33). Teamwork
was less strongly associated with service quality in technological services than in
mass services. However, the mean values on teamwork were more or less the
same in both services. This suggests that the level of teamwork was more or less
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equivalent in both services or eliminates the possibility that in technological
services, there are more problems in teamwork which made teamwork contribute
less to service quality. In addition to the very similar mean values, there was not
a huge difference in the proportion of teamwork employed in mass and
technological services that might have affected the strength of the canonical
correlation. Therefore, it could be considered that, with regard to service quality,
teamwork was less important and hence a less influential factor in technological
services than in mass services.
Empowerment
The literature on empowerment identifies that although empowerment is vital in
pursuit of service excellence, different degrees of empowerment are applicable to
different services. Moreover, empowerment can be harmful sometimes (Bowen
and Lawler, 1 992; Lashley, 1 997 ; 1 998; Boshoff and Leong, 1 998; Rafiq and
Ahmed, 1 998; Martin and Adams, 1 999). The association between service
quality and empowerment is not straightforward. It is not necessarily the case
that the higher empowerment, the higher service quality. Nevertheless, the non
significant association between service quality and empowerment in
technological services was totally unexpected while in mass services, there was a
significant association between empowerment and service quality even though it
was not particularly strong. These results suggest that empowerment of front line
staff in technological services did not influence service quality at all or service
quality was achievable regardless of the level to which staff were empowered in
technological services.
Performance appraisals and reward
The association between service quality, and performance appraisals and reward
in mass service was not particularly powerful. Yet, in technological service, it
was found to be non-significant even though the mean values on p erformance
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appraisals and reward were very similar between mass and technological
services. Performance appraisals and reward could be seen to become more
difficult to apply when services were more customised and more intangible.
Therefore, both mass and technological service could face a problem in setting
criteria for performance appraisals and reward, because of the highly intangible
nature of mass services (Lashley, 1 998), and the high customisation of
technological s ervices (Heskett et al., 1 990; Schmenner, 1 995; Lashley, 1 997;
1 998). Nonetheless, the association between service quality, and performance
appraisals and reward was non-significant in technological services while there
was a statistically significant association in mass service.
5.6.

Chapter summary

This chapter presented the findings from the questionnaire survey in order firstly
to test the fifteen inter-relationships, secondly to examine the significance of the
interdependence between culture and 'the other six features ', and finally to
analyse the association between service quality and 'the seven corresponding
features '.

The findings confirm that 'the other six features ' were all inter-related although
the inter-relationships were not always strong. A strong overall relationship
between culture and 'the other six features ' was found. The overall relationship
between service quality and 'the seven corresponding features ' was found, but it
was not as strong as the relationship between culture and 'the other six features '.
This is because 'the seven corresponding features ' influence service quality both
directly and indirectly through employee service behaviour/delivery whereas
culture and 'the other six features ' impact on each other directly.
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The analysis of the quantitative data found differences between mass and
technological services with regard to service quality. Yet, there are still some
unresolved issues remaining. These include:
•

Culture appeared to have less impact on service quality in technological
services. A related issue is whether service quality has been the prime
concern in technological services.

•

Two-way (internal) communication appeared to contribute to service quality
more than other features.

• Focusing on recruitment and selection of front line staff did not help to
minimise high staff turnover in mass service.
•

Training made the same contribution to service quality in both mass and
technological services even though circumstances are different.

•

Teamwork was less strongly associated with service quality in technological
services than in mass services.

•

The association between service quality, and empowerment turned out to be
non-significant in technological services while this was not the case in mass
services.

•

The association between service quality and performance appraisals and
reward were non-significant in technological services whereas this was not
the case in mass services.

These issues were dealt with through in-depth interviews with some 1 8 service
businesses ( 1 1 from mass and 7 from technological services), and the findings
will be presented in the next chapter.
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Chapter 6.
6.1.

Interview results

Introduction

In Chapter 5 , a detailed account of the quantitative analysis was presented. It is
clear that 'the seven corresponding features ' are vital in supporting service
quality (see Chapter 2) and the quantitative research confirmed the
interdependence between service quality and 'the seven corresponding features '
(section 5.5). However, there were some unresolved issues arising from the
analysis in section 5.5. The purpose of this chapter is to further investigate these
topics and to facilitate the interpretation of quantitative data. In order to examine
specific issues regarding service quality in mass and technological services,
interviews were conducted (see Chapter 4 for the methodology).
The questions which arose from the quantitative data focus on differences
between mass and technological services. Moreover, as this chapter is a
supplement to Chapter 5, the circumstances of each individual organisation are
only considered as representative of one of the two services (mass or
technological). Therefore, variations within each service category are not
evaluated.
The analysis which follows is based on 1 8 interviews: 1 1 in mass services and 7
in technological services. Interview respondents claimed that all of 'the seven
corresponding features ' were important with regard to service quality, but it was
found that the actual contribution from each of the features to service quality
varied. This might have resulted in the order of the strength found in the
canonical correlations, and may help to explain some unexpected findings
(section 5 .5). These issues will be examined next.
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6.2.1. Culture
Why did culture appear to have less impact on service quality in technological
services than in mass services ? Has service quality been the prime concern for
technological services?
In the literature on TQM, internal marketing, and Gap 3 closure strategy, culture
is claimed to be a prerequisite for successful TQM implementation (Hildebrandt,
1 99 1 ) and vital for a company aiming to provide excellent service quality
(Parasuraman, 1 986; Gronroos; 1 990b), to be necessary for the development and
maintenance of service quality (Schneider and Rentsch, 1 98 8 ; Bowen et al. , 1 989
cited by Bright and Cooper, 1 993), as well as to enable the provision of high
quality service delivery (Siehl, 1 992).
Interview respondents in mass services claimed that culture of service
orientation including top management commitment to quality had permeated
every part of the organisation.
"The (top management) commitment to quality is clearer. They'll talk about it much
more, much more publicly . . . (and) he (the chairman) takes personal interest in it. . . "
(Mass 4).
"I think, because the culture is service quality, all along that is the thing that the
directors are focused on and then they train people, they stress it, they report back on it
where people are not performing well on service quality, they get told, they get told to
make it better. So all that I would say it' s quite, top management is definitely
committed" (Mass 2).
" . . . top management is committed to quality. They show their commitment via allowing
us to do the things that we do . They encourage us to do (IIP), give us resources, review
quality" (Mass 5).
" . . . they (top management) are involved in customer service and they try to make sure
that we provide all the resources to front line staff that they need to give the right
customer service" (Mass 1 1 ).
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"I think everybody is very conscious that if we don't please the customer, we don' t have
our business" (Mass 2).

There seem to be two different types of organisation in technological services. In
one type of organisation within technological services, top management tended
to focus on figures (e.g., sales) so that the company was driven by figures rather
than by service quality. "If you look at our documentation, you'll often see that
it's driven by numbers" (Tech 6).
"In this business, the most important thing is getting your money and giving you the
keys. That is the most important thing, getting it built, getting you in, getting your
money. That's the most important thing at the moment" (Tech 4).

Although construction, which is an example of technological services, 1s
becoming more and more client driven and focused (Holt et al., 2000) some
organisations seem still to remain focused on traditional measurement of
'efficiency, return on capital employed and profitability' (Love and Holt, 2000, p
408). Since transforming from the existing culture to a quality culture requires a
lot of changes 1 , and top management commitment is vital to support the changes
(Bertram, 1 99 1 ), top management commitment which is primarily based on
figures could restrict the development of esprit de corps, and a culture of
customer focus, and ultimately, of a service-oriented culture. Moreover, in some
cases, recognition of service in their work was restricted in technological
services. It is "difficult to say we provide service, but try to satisfy clients" (Tech
3 ).
Another type of organisation m technological services appeared to be very
service-oriented.
" . . . from the very beginning we have always been service and support oriented . . . . The
people who run the company and who have been brought in over the years have always
come in from service-oriented businesses. . . . without any question, there is a
1

For example, organisational behaviour (Anjard, 1 995), management style, employee relations
(Brown, 1 994), people's behaviour, attitudes and working practices (Dale and Cooper, 1 992),
and also see Chapter 2 for the detail.
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commitment (from top management) to providing a quality service, it is our reason for
being. If we don't provide a good quality service, we will not get the repeat business . . .
The working environment is totally geared to providing a better and quicker service, and
support system to our customers . . . . The better service we give, the more business we
can get. . . . the culture of the company has provided a contribution to the quality of
service . . . " (Tech 1 ) .
Even here, however, the culture of service-orientation was considered as having
less impact on service quality than the other features .
"It i s an illustration of the effect these things ( 'the seven corresponding features ') have
on our quality of service. (For instance), although the management is committed, it still
doesn't impact on the service as much as it does if we recruit someone who is not
suitable in the front line" (Tech 1 ) .
For some organisations in technological services, the culture of service
orientation may not have been as developed as among those in mass services,
and hence, the impact of culture on service quality was a little less than in mass
services. It is also the case that some organisations in technological services have
considered that a culture of service-orientation was not as imp ortant as the other
corresponding features.

6.2.2. Two-way (internal) communication
Why did two-way (internal) communication appear to contribute to service
quality more than other features ?
The literature on communication (section 2.7.6) seems to suggest that it is only
one of the important factors influencing quality (Zeithaml and Bitner, 1 996;
Allen and Brady, 1 997; S avery et al. , 1 998). However, from the findings from
quantitative data, communication turned out to have a stronger association with
service quality than with the other features. Even though the order of strength of
canonical correlation between s ervice quality and communication was the most
strongly associated in technological services, and the second most strongly
associated in mass service, the difference was only negligible at .001 (Mass .5 86,
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Tech .585, see section 5.5 and Table H l 2 in Appendix H) so that the distinction
between the two services is not pursued on this particular question.
From the interviews, interdependency between communication and the other
corresponding features was identified so that two-way (internal) communication
may encompass the other features.
Communication and teamwork

The literature suggests that communication will have an impact on building
effective teamwork (Macaulay and Cook, 1 995; Ingram and Desombre, 1 999),
and so it was not surprising that the interdependency between communication
and teamwork was most commonly stressed by the interviewees.
"If the internal communication between departments is not good and Department A
wants Department B to help them externally, and they are not talking to each other,
you've got a problem. It is teamwork, but it is also communication between
departments" (Tech 5).
" . . .in some degree, it (teamwork) is integrated with communication, because if you
have, maybe, 3 or 4 people working with you, then the communication is not only with
your colleagues within your team, but also with the business partners" (Mass 1 ) .
"If you've got good teamwork o r t o have good teamwork, you've got to have good
communication . . . " (Tech 7).

The effectiveness of teamwork, and of communication are closely inter-related
each other2 •
Communication and training

Communication can be seen as an integral part of training:· It can be seen as
educating employees via two-way communication between trainers and staff.
"We are talking about training, so there has to be two-way communication"
2

This is also coherent to the analysis of inter-relationship 8 (see section 5 .3) for the detail.
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(Tech 7) . Moreover, induction training which was often provided by companies
could b e seen as communication to new staff from the company to "tell you
about the company requirements and things" (Mass 6), and to introduce "the
companies policies and procedures" (Tech 7). In addition, internal, on-the-j ob, or
cascade training may need a certain level o f communication skills.

"Cascade training, I would say is more what we call 'on-the-j ob' training. So if we get a
new person in the department that is unfamiliar with methods of working or a particular
system. . . They actually sit down with somebody and they will show them. So it would
be that sort of cascade training. The manager will show to the next person down, and
supervisors will, p erhaps , show to their employees ... We have a specific phrase in the
UK, 'learning reflective ! ! ' . . . It's the most, one of the most used forms of training ,
certainly here" (Tech 6) .
Companies give staff not only training on how to talk to customers or "how we
want them to treat our customers" (Mass 5), but also communicate and educate
them "in what we are trying to achieve" (Mass 1 0).

Communication and empowerment
Information sharing is one of the characteristics of empowering front line staff
(Bowen and Lawler, 1 995). In order for staff to be able to respond and satisfy
customers ' requirements and complaints promptly, information about customers
must

be

communicated

to

them

(Berry

and

Parasuraman,

1 992) .

"Communication is absolutely vital to let front line staff know information on
customers" (Mass 5). Otherwise they will not b e able to react quickly enough.

" . . . because of information control, interpretation of customer requirements and what we
can deliver as an organisation. It's being able to communicate those requirements
quickly and effectively down through the organisation to bring about changes . . . . if they
(front line staff) don't feel they've got the authority or responsibility to make the
changes . . . " (Mass 6).
Communication is not only for front line staff who are able to respond to
customer requirements, but also for them to understand what empowerment is in
the wider context.
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" . . . empowerment isn't just telling somebody, empowerment is a very, very powerful
tool if you use it right. If you use it wrong, it demoralises your staff, because you're
telling them to do things that they have no understanding about or they don't feel
confident to do, and it actually has the reverse effect. . . . Empowerment is actually
communicating effectively so that the recipient of the information fully understands
what is required on that. They understand where the boundaries are, how far they can go
in terms of empowerment, and if they don't think that they've got the authority to go far
enough, who they can turn to in order to get that authority" (Tech 4).

In situations where empowerment is absent, communication may also be
required between front line staff and management, because decisions are not
made at front line level so that every decision is required to be brought higher up
when top management prefer making decisions by themselves.
Communication, and performance appraisals and rewards
Performance appraisals as well as feedback are claimed to enhance
communication between the boss and subordinates (Omachonu and Ross, 1 994;
Edmonstone, 1 996), and recognition and reward are seen as an active
communication method which management utilises to continuously encourage
employees (Dale and Cooper, 1 992).
"If we look at performance appraisal, it's a structured approach, it has this way of
channelling information down to the right department, training, performance. It's a way
of communicating, it's two-way communication between the employee and the
manager" (Tech 6).

The contribution from two-way (internal) communication to service quality was
quite broad as it was incorporated into the other features. Culture is identified to
pervade all of 'the other six features ' (see Chapter 2 and section 3 .3). Likewise,
"it (two-way, internal communication) is so much a part of literally every other
card3 ( 'corresponding features )" (Tech 7) so that two-way (internal)
communication appeared to be more strongly associated than other features with
service quality.
3

During interviews, respondents were shown seven cards on each of which was written one of
'the seven correspondingfeatures ' (see section 4. 1 6 and Appendix E).
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6.2.3. Recruitment and selection of front line staff
Why did focusing on recruitment and selection not help to minimise staff
turnover in mass services?
Recruitment and selection of front line staff was found to be the fifth influential
feature for service quality in the mass service sample while it was found to be
the second strongest in the technological service sample. This may be because
although there is not a significant difference in the mean values on recruitment
and selection of front line staff between the two sub-samples, organisations in
mass services tended to have relatively high staff turnover.
Interviewees in mass services claimed that despite high staff turnover, there had
been sufficient investment in recruitment and selection of front line staff. "We
spend a lot of money on the recruitment and selection of front line staff (staff
turnover was 40% in the organisation)" (Mass 1 0). "There is quite a lot of
investment on recruitment to get the right people (staff turnover was 40-50%)"
(Mass 9). In other words, focusing on and investing in recruitment and selection
of front line staff did not seem to prevent high staff turnover especially in the
mass service sector. Interviewees also argued that high staff turnover was
inevitable in the mass service sector and the reasons for this are examined in
detail next.
The nature of the work
One of the reasons for high staff turnover in mass services was the nature of the
work. In comparison to technological services where staff "enjoy the work they
do (and) get a feeling of job satisfaction (in what could well be) a challenging
place to work (which gave staff) the sense of achievement" (Tech 1), some of the
work in mass services could be seen as repetitive and unpleasant.
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"Some of the people we recruit, their j ob is to unload a lorry all day and a load lorry up,
outdoors. So, is it raining at the moment? So they are in a messy yard unloading 40 foot
lorries, loading customer vehicles, getting wet and cold, and that's not a terribly
pleasant j ob. So another thing is that we have a free delivery service so we have a fair
number of drivers and if you can drive, you can drive. You've got a licence to drive a
lorry. You could drive a lorry full of nice furniture from John Lewis partnership or nice
boxes of clean computers from Gateway, or you could drive a lorry full of bricks,
blocks, sand, cement, heavy nasty stuff like that. It is messy and you go out to muddy
building sites to unload it all. So the grass looks greener, driving a nice lorry with clean
things in it. So you get quite high staff turnover in that sort of job, yard staff, warehouse
staff, drivers" (Mass 1 1 ).

Some of the jobs in mass services were also described as "a fantastic job, (but)
there is a downside to it" (Mass 9), and which people may not have been aware
of before employment.
" . . . a lot of people come in and think it' s totally glamorous, you are wearing the uniform
and it's going to glamorous places around the world. Whereas it's really about getting
up at 3 o' clock in the morning, having to look attractive, and sparkling, bright and alert
and being on your feet, walking up and down a plane, being pleasant and aware all the
time of what's happening on the flight, and if you are doing a long flight, then that is
pretty physically demanding, so by the time you are back on your return flight, you are
feeling quite exhausted, but you still have to be able to present the right image and still
be bright and alert. (but) . . . those people that can't take the pressure of the job, who can't
respond to that type of environment, and it doesn't suit everybody, . . . a number of
people who . . . don't like the early mornings, and the activities involved . . . a number will
have left . . . there will be filtering . . . " (Mass 9).

Those jobs where the nature of the work involved on element of risk also had
high staff turnover.
" . . . at night, or even during the day, they (drivers) get an awful lot of anti-social
behaviour from customers, school children when schools come out, all the anti-social
behaviour, all the problems . . . . That is another thing that affects (staff turnover)" (Mass
1 0).

Even though people were informed about the nature of the work before
employment, some of them may not had been conscious of what it was really
like until when it came to do the actual job. Therefore, the reason some staff left
the company was not "to go to another company (which would offer the same
type of j ob), but to go into a different job" (Mass 1 0).
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Shift work
Many jobs in mass services have shift work due to the overwhelming imperative
of customer demand (Torrington and Hall, 1 99 5), and this also contributed to
high staff turnover.
"It's unsocial hours. Do people really want to work Friday and Saturday nights?" (Mass
7).
"The nature of the job is very demanding. What you may call unsociable hours,
weekends. We trade now from 7 o'clock in the morning to 9 o'clock in the night. Shift
patterns, Saturdays, Sundays, and holidays. . . . (but) we can't close our stores on
Sundays. It's economic suicide" (Mass 8).
" . . . shift work having to get up early that affects your quality of life although we tell
them about the shift work when they are recruited" (Mass 10).

On the other hand, a company in the catering industry revealed that a fixed shift
p attern was one of the reasons which kept staff turnover to be a minimum (5%
7%).
" . . . we have regular shift work so nobody does split shifts. We have a shift pattern: 6am
- 2pm; 2pm - 1 0pm; 1 0pm - 6am, and you follow the shift pattern. So it's very stable
hours of work . . . many of our staff have businesses of their own . . . so they like working
straight hours. So that they can fit into their shift patterns" (Mass 6).

Shift work which involves people working unsociable hours was certainly a
cause of high staff turnover, and it seems that irregular shift patterns might have
contributed further to high staff turnover.
Part time staff/female staff
Some businesses required relatively large number of part-time staff due to their
business hours as well as the cost of workforce4 , and those people did not seem
to stay for a long period. Female staff also tended to leave the job when they had
children.
4

The cost of part-time or temporary employees will be less than that of regular staff (Schroeder,
1993).
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"We employ a lot of part time people, because of the nature of the demands of the job .
. . . because of the way the business ebbs and flows through the week, we need part-time
people. We employ a lot of women and lots of students because of the nature of the
work, and they are quite frequently in and out of jobs" (Mass 7).

Temporary staff
Some companies m mass services initially took people on for a 6 months
temporary contract due to the seasonal nature of their work, and "it's probably
something like 40-50% who would be offered another season; (therefore), in the
first year, or two years, you certainly do get turnover" (Mass 9).
"we tend to take a lot of seasonal staff at, around Easter time every year, they stay with
us all through the summer, and then at the end of the summer either they are made
permanent or they are extended the contracts or they leave" (Mass 1 ).

High staff turnover caused by temporary staff was due to seasonal employment,
and could be considered as a strategy to stabilise turnover of permanent staff.
Hence, focusing and investing on recruitment and selection of employee could
not reduce the level of staff turnover.
Low levels ofpay as well as skills
Front line staff in some of the jobs in mass services tended to be poorly paid and
this was also considered as one of the reasons for high staff turnover.
" . . .in some of our administration businesses, we do not pay a lot of money, we don't.
The hourly rate is very, very ordinary, very average, and people come for a while and
then, there is another job nearer where they live or where their friend is working, or
something like that, and they do not stay" (Mass 4).

As mass services are described as operating at a high level of labour intensity
(Schmenner, 1 995 ; Lashley, 1 997; 1 998), low pay for front line staff could be
seen to be dictated by "the economies of the business" (Mass 7) and hence
considered to be inevitable.
"Most of our people are paid the minimum wage, most of our front line team members
are on the minimum wage or just above it. The economics of the business probably
demands that that happens" (Mass 7).
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" . . . salaries of front line staff are not incredibly high, margins are fairly tight. So if you
were to compare it with the IT industry or marketing or something like that we don't get
paid as much money, really, generally" (Mass 1 1).

People tend to move jobs easily when jobs are described as low skilled
"Some of the jobs are low skilled, bar work is generally seen as a low-skilled job. So all
that causes this (high staff turnover)" (Mass 7).

Low levels of pay in general represents the type of jobs which do not require
high levels of skilVeducation so that people can move jobs easily.
Lack of loyalty and ambition

It was difficult to develop loyalty and ambition from people who move jobs
frequently.
" . . . some are in the administration business with a relatively low levels of skill, and
quite low levels of education, (staff) haven't got a huge loyalty to the company. If there
is a little bit more money or a bit more fun somewhere else, then they will go" (Mass 4).
"There is not much loyalty and long tem1 ambition in yard staff, warehouse staff,
drivers . . . . it does mean you end up with high staff turnover" (Mass 1 1 ).

The causes of high staff turnover were seen to be "the nature of the industry"
(Mass 7) and hence "outside our control" (Mass 8), and therefore, focusing on
and investing in recruitment and selection of front line staff did not help to
minimise high staff turnover.
6.2.4. Training
Why did training made relatively the same contribution to service quality in both
mass and technological services even though circumstances are different?

Training is defined as crucial in order to avoid failure in quality (Wilkinson et al,
1 994a; Whalen and Rahim, 1 994; Gatchalian, 1 997, Liu, 1 998), and therefore, to
increases the amount of successful service quality (Joseph, 1 996). The strength
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of the association between service quality and training was placed in the middle
among 'the seven corresponding features ' in both mass and technological
services. Moreover, the mean values on training were also very similar between
two services. Yet, in mass services, training was more important than
recruitment and selection due to high staff turnover, and in technical services,
training was less important than recruitment and selection since people with the
necessary skills and knowledge were recruited. The results suggest that despite
the distinctive circumstances, training was of similar importance in both
services, and contributed to service quality equally in both services.

Technological services
The importance of recruitment and selection over training with regard to service
quality in technological service was emphasised.
"Because no matter how much training or effort you put into staff unless you've got the
right staff to start with, you '11 never get the quality you are looking at the end of the day.
We find that unless we recruit a certain type of person, no matter how much effort we
put into training them, we never get out all we need at the end. So the emphasis has got
to go on getting the right person on the job to start with" (Tech 5).
" . . . because that (recruitment and selection of front line staff) is the most effective way
for us to get the quality of service that we want to provide to our customer in the
shortest possible time. It means that we don't have to go through any training processes
if we recruit the properly qualified and experienced personnel" (Tech 1 ).
As technological services seem to be successful in keeping staff turnover to a
minimum, and in attracting "the right person by offering the right rates (salary)"
(Tech 3), training became less important. S ome organisations did not "have a
structured training programme" (Tech 1 ) due to the quality of their front line
staff, but did provide particular training when there was

"any new

contracts . . . (for example) dealing with servers and the engineers (we c all our
front line staff engineers) doesn't have any experience of that type of server, then
we would send the engineers on a course . . . . So it (training) does contribute a lot
(to service quality) when we do it" (Tech 1 ) . Moreover, training is still necessary
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even after recruiting the right staff in order "to maintain your status quo and
compete and look for the edge over other companies" (Tech 3). This may be one
of the reasons why the data contradicted Campbell et al. (2000) and Jameson
(2000) who suggest that a high level of recruitment is likely to correlate to a low
level of, and cost of training.
Mass services

In mass services, training was more important than recruitment and selection
(see section 5 . 5 ) . This is partly due to high staff turnover, or because the wrong
people have been recruited, and partly because the systems and situations with
which front line staff were dealing were very intricate in some businesses.
Therefore, "managers are very keen to support training . . . . every time there is a
new batch of people, you've got to train them again . . . " (Mass 2). Training
became vital in order to maintain service quality. Additionally, training becomes
even more important when "there is not a huge pool of people out there who are
really good at supplying building materials" (Mass 1 1) .
High staff turnover certainly discourages the provision o f training (e.g., Keltner
and Finegold, 1 996). Nevertheless, in some businesses, despite high staff
turnover, training had begun to be emphasised since it could have a positive
effect on staff turnover. In one business where staff turnover was 90%, the
interviewee commented that:
"It (high staff turnover) affects the ability to train people, because they are constantly
coming and going. So that (high staff turnover) makes it (training) much more difficult.
They (management) don't really train people as effectively as they should so they leave
even more quickly, because they feel lost and under stress and so there is a spiral.
. . . training is the thing that can break that circle to a limited extent" (Mass 7).

With regard to service quality, although training is more important than
recruitment and selection of staff in mass service, in some situations, a large
amount of training may not be required when front line tasks are as relatively
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simple and the service is fairly standardised. Therefore, when tasks require just a
little bit of skills and techniques, basic training becomes sufficient for front line
staff to deliver quality service.
"If you are behind the bar, . . . I would expect you to lmow the product you sell. So if l
came to the bar and said, 'can you recommend me a nice, dry white wine?' I would
expect you to know, 'yes, I would recommend this Chardonnay' . So there is a bit of
knowledge about the products. . . . There are certain skills in pouring a pint of beer,
certain skill to use the till. . . . It's not brain surgery, but there is a skill there" (Mass 7).

In mass services, training has made more of a contribution to service quality than
recruitment and selection of staff. This is because some jobs are very complex
and have high staff turnover, or in some businesses, recruitment and selection
can cause a problem when there are not many people who are capable of doing
the job . However, training may not be the principal feature to achieve service
quality when the work is straightforward and the skills are generally available,
and therefore, other features become more important.
In technological services, recruitment and selection of front line staff have made
more of a contribution to service quality than training. This is because
recruitment of the right staff who are already equipped with necessary
knowledge and skills, as well as low staff turnover meant that training became
less important. Nevertheless, training for front line staff still had its place (as the
fourth strongest association with service quality) in pursuit of maintaining or
gaining particular skills and knowledge.
6.2.5. Teamwork

Why was teamwork less strongly associated with service quality in technological
services than in mass services?
Although service quality and teamwork were moderately associated in both mass
and technological services, it was apparent that teamwork in mass services was
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more strongly associated with service quality than in technological services.
Hence, teamwork may be less important and hence less influential for service
quality in technological services than in mass services.
As recruitment and selection of front line staff in technological services are
primarily based on technological skills than human skills (Heskett et al., 1 990),
technological skills and knowledge may be more important than being part of a
team in order for staff to perform their job appropriately. Therefore, in
technological services, front line staff in the main service could do their j obs
satisfactorily even though he/she was not a superior team player.
" . . . he is a really good mechanic so I can put up with that (his preferring to be on his
O\VIl all the time), because he 's got the technical skill, but it is a little bit off putting
sometimes when you've got somebody who doesn't join the team, who is a total
outsider. But he works" (Tech 7).

Additionally, the use of teamwork may depend on the level of complexity and
interdependency of the task (Church, 1 998). Synergistic responses from a team
through collective skills, experiences and judgement (Tan, 1 997) may be
required more for mass services where, although the tasks are relatively simple,
the needs of the customer are more complex and variable (Rafiq and Ahmed,
1 998). On the other hand, in technological services, the tasks are complex, but
customer requirements are comparatively simple (Rafiq and Ahmed, 1 998) so
that front line staff (e.g. , mechanics) who are well equipped with skills and
knowledge are working, "to a large extent, on their own" (Tech 7).
" . . . in the main, he is working alone unless he needs help . . . . because they are field
engineers, they are generally attending fault calls on their O\VIl . . . . Once they are given a
fault, it' s theirs to deal with until its resolution" (Tech 1 ).

It is therefore, seen that as long as front line staff in technological services work
independently to sort problems out on their own, there may be less need for them
to work as a team in order to achieve service quality. Nevertheless, teamwork
was important at cross-functional level in technological services.
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" . . . we have several departments - all of them need to work together ... This process
involves all of our different departments. So that' s why it is very imp ortant that the
inter-departmental processes do work" (Tech 1 ).
" . . . projects often cross over departments. It' s very rare for you to provide a service that
doesn't involve many other departments" (Tech 6).
"It' s so very important in construction to have teams of people who can work together.
. . . because we work with other practices, architects, construction engineers, and so on . . .
We like to have all those teams working together rather than confronting each other"
(Tech 3).

Teamwork in mass services is claimed as "our preferred method of working.
Everybody talks about being part of a team" (Mass 5). So that "they get familiar,
they depend on each other. .. so it becomes an inter-dependence, teamwork
people . . . " (Mass 6).
" . . . we get teams together quite regularly so they can discuss any areas where things
aren't going smoothly, and come up with solutions. I see that as a big part of teamwork
really, a recognition of the contribution of all the different members, and an
understanding of where my job fits in that team, and in that sort of continuation from the
beginning to the end of the customer service. How am I contributing to that? And
therefore, it's a sort of team pressure in a way to be as effective as they can, rather than
just doing the bare minimum" (Mass 1 1 ).

One of the characteristics of mass service is that the task is still relatively simple
but the needs of the customer are more complex or variable (Rafiq and Ahmed,
1 998). Moreover, teamwork may be more needed when multiple services are
offered to customers (e.g., hotels or airline businesses). "You can't get the end
result without it (teamwork), because the whole chain is too complicated to do
without teamwork" (Mass 1 1 ).
"What we do for clients is very complex. It cannot be done by one person and the
person who faces to the client needs many, many people doing different things, different
strands of work for what the client needs . . . . you can produce much more for a client and
you can produce it much more quickly if you have a team working well. You could have
a more diverse range of services, you can produce them to a higher standard and you
can do so more quickly if you have a well co-ordinated team" (Mass 4).
"Teamwork is necessary. We have a sales team. They couldn't go out to sell business on
their own. They can't negotiate price without the underwriting team who look at the risk
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involved and assess the price . . . Teamwork is how we get things done. There are very
few jobs in this organisation which don't contribute as part of a team. So again, that is
fairly important in the way we actually deliver our service. We are organised into teams.
They tend to be multi-discipline teams as well. We tend to organise our teams for the
customer" (Mass 5).

High staff turnover is seen to hann the teambuilding process (Ingram and
Desombre, 1 999). Nevertheless, despite the high staff turnover in many mass
services, teamwork could be still maintained. A company with staff turnover of
more than 50% revealed that:
"If you think about the cabin crew, they work very strongly as a team, but they are not a
permanent team. At some bases, you might be flying with somebody once or twice a
year . . . . So if you are assigned a job, you need to know that people are clear in their own
personal role, because they may not have worked with that team before and once they
get on the aircraft, they've got to be like a well-oiled team even if they don't know each
other. . . . So that's why a lot of the training is developing those quick teams, because
people have confidence in roles that they do and they know the tasks they perform"
(Mass 9).

Due to complexity and variability in customer requirements in mass service,
teamwork was necessary where the services are provided by everyone and hence
the cross-functional team became important. Moreover, since provision of
service involves every employee, individual contributions would be difficult to
identify. Therefore, through teamwork, employees could recognise their
contribution at team level. Furthermore, when teamwork was crucial, training for
teamwork was emphasised and this may have resulted in maintaining teamwork
despite high staff turnover.
In technological services, front line staff in the main j obs (i.e., mechanics,
engineers) were working independently. Hence, teamwork was less required for
them. Due to the independent nature of the work, the individual contribution
from each member of staff would be clear. Yet, teamwork in technological
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services was utilised at cross-functional level5 . Therefore, teamwork in
technological services appeared less strongly associated with service quality than
in mass services, but in both services, there was still a moderate association with
service quality.
6.2.6. Empowerment of front line staff
Why did the association between service quality and empowerment turn out to be
non-significant in technological service while this was not the case in mass
services ?
The degree of employee empowerment varies among the four types of service
(Lashley, 1 997; 1 998; Rafiq and Ahmed, 1 998). At the one extreme, a high
degree of empowerment/discretion is characteristic of professional services and
at the other extreme, a low degree of empowerment is typical of the service
factory. Mass and technological services are in between these extreme with a
medium degree of empowerment/discretion. In the quantitative research reported
in Chapter 5 , the mean values on empowerment of front line staff between the
two services were very similar to each other. Nevertheless, the findings from the
quantitative data showed that the association between service quality and
empowerment in technological services was not statistically significant while
there was a moderate correlation in mass services. The reasons for the non
significant association in technological service are examined first.
Tech nological services
High customisation is one of the characteristics of technological services
(Heskett et al., 1 990; Lashley, 1 997; 1 998), and empowerment is vital for
5

Teamworking practice in technological service may partly explain the very weak inter
relationship between recruitment of team-oriented people and the level of co-operation between
internal units (see section 5.3 (2) ).
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customisation of service delivery (Rafiq and Ahmed, 1 998). Through
empowerment, service providers are able to tailor solutions to each customer,
which in tum improves service quality.
" . . . the engineers are (we call our front line staff engineers) . . . dealing with the faults that
have been reported, empowerment is very important to them, because their assessment
of the situation and circumstances dictate how quickly the customer is back up and
running . . . . In addition they are engineers, qualified, trained, . . . are given a fault to
attend, one at a time. Once they are given a fault, it' s theirs to deal with until its
resolution. . . . they can decide, for instance, whether to order a part for a printer, or to
order a complete printer as a replacement if that is the way to get the customer up and
running in the shortest amount of time. . . . So it (empowerment) makes a big
contribution to the quality of service we provide" (Tech 1 ).

In some cases, however, such a high level of empowerment may not result in
high service quality. For instance, even though front line staff were empowered,
they could not meet customers' requirement (to have their equipment up and
running in the shortest time possible with least disruption to their operation)
when problems are beyond their capability, or when necessary parts were not
available, they could not manage "to get the customers' equipment up and
running within the contracted time" (Tech 1) and this caused customer
complaints. This could in tum undermine the quality of service. Since the case of
customer dissatisfaction was outside the control of front line staff, the
association between service quality and empowerment of front line staff might
not appear as a clear relationship in technological services.
In technological services, customer requirements are relatively simple, but the
task is complex (Rafiq and Ahmed, 1 998), and the services are centred around
technology (Heskett et al., 1 990). Hence, empowerment may not be the prime
factor to meet customers' requirements promptly (e.g., fix a car), but technical
skills and knowledge of front line staff (note that the canonical correlation
between service quality and recruitment and selection of front line staff is the
second strongest).
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It was revealed that, in some cases, front line staff were empowered but there
were certain restrictions imposed from outside of the organisation. Construction
or maintenance and repair industries often have "contract requirements" (Tech 3)
so that front line staff are working within a framework and are "empowered up
to whatever the contract we have with the people stated" (Tech 5). In this case,
although there are restrictions on empowerment, service quality will be achieved
when contract requirements are met, and as long as front line staff are capable of
doing their job properly, contract requirements can be met. Hence, whether or
not front line staff are empowered may not necessary affect service quality. This
may also indicate that technical skills and knowledge of front line staff are more
important than empowerment.
Meeting specifications in order to achieve quality could be seen as a restriction
on empowerment.
"We have procedures to define and prescribe to some extent, the processes that are
considered to be the best practice for the company. So the procedures are there and if
they are worked to, we produce the product [building] on time, to specification, and to
cost" (Tech 3).
" . . . the mechanics, they have very little autonomy, they have very little ability to make
their own decisions and it is not necessarily this company's wish . . . A mechanic, he is
working on your car, the xxx franchise policy says that he has to fit a xxx approved part.
. . . he knows if he goes down the road, he can buy that same part £20 cheaper. . . . But
then, if there is a problem, xxx, because we haven't fitted the genuine part, would not
back us" (Tech 7).

A great amount of empowerment may not be appropriate to some situations
where, although customised services are provided, front line staff have limited
expertise.
"Junior staff have limited empowerment. . . . (because) the computer systems are very
technical and very detailed. . . . The junior staff are responsible for small pieces, because
that is the limit of their experience and technical skills . . . . They are told to design a part
of the system and they must design according to what they are supposed to design.
. . . For instance, if we got a very, very large project and had 60 people working in it.
Junior staff could not understand all of it. They wouldn't have all the necessary skills
and knowledge to understand it" (Tech 2).
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It was apparent from the interviews that there were several reasons for the non
significant association between service quality and empowerment of front line
staff in technological services. It was partly because elimination of customer
complaints could not be dealt with even by empowered staff. Moreover, in terms
of meeting customer requirements and contract requirements, whether staff were
empowered or not may not be as important as their technical skills and
knowledge. Furthermore, the restrictions (whether limited or large) on
empowerment seemed to be due to either a contract or limited technical skills
and knowledge of front line staff so that different degrees of empowerment were
appropriately managed and implemented. Therefore, service quality could be
achievable with different degrees of empowerment.

Mass service
In mass services, service quality and empowerment were significantly and
moderately associated. This indicates that the higher empowerment the higher
service quality, or likewise, the lower empowerment the lower service quality to
some extent. From the interview data, empowerment was generally though to
generate positive outcomes towards service quality.
"If you've got staff who are not empowered to deal with issues, because they don't have
the correct training or whatever, then, all they can do is act as a buffer between the
customer and somebody else. I think that irritates people . . . 'I want this person to go and
sort out my problem. I don't what it to be passed on to someone else "' (Mass 5).
" . . . when a decision needs to be made at the front line with regard to customer service,
generally speaking, they can go and make it. . . . They would know generally what to do .
. . . So it speeds up the customer service thing. You've got a customer with a problem on
the counter or on the phone. If you've got to phone them back, because you can't get
hold of the manager or you've got to find the manager to decide, . . . then you're slowing
down the service. So it (empowerment) ' s really equipping them to be able to do their
job, really" (Mass 1 1 ).
"Empowerment of front line staff especially in our organisation within some of our
units, on the shop floor, we can have 400 people working in 1 department. Now, we
can't possibly employ that many supervisors or managers to supervise 400 people
consistently . . . . because management time is very expensive . . . . So . . . they have to make
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decisions especially about food safety issues, health and safety issues, quality issues on
food. They are the first people looking at the food, and can say, 'I don't think the food
looks very nice (and) reject the item'". (Mass 6)
However, since the association was not particularly powerful, the relationship
between service quality and empowerment is likely to be more complex than a
simple liner function. A variety of reasons for the complex relationship between
service quality and empowerment were revealed. One of the reasons would be
that since the same organisation may require different forms of empowerment
for different jobs (Bowen and Lawler, 1 995; Rafiq and Ahmed, 1 998), the
association could become elusive.

"This one ( empowerment) is difficult, because it varies, very much from one part of the
business to the other. This business is made up of different businesses and in some of
them, freedom of action is much more important. In others, 'you must do the job this
way' . You do not choose. You must do it this way. In the administration business, it is
more prescribed. In the actuarial business, . . . they have a huge amount of responsibility,
but also power, authority is delegated to them. And they have great freedom of
action . . . " (Mass 4).
It was also found that empowerment of front line staff was not equally
implemented even within the same job which could cause the intricate
association b etween empowerment and service quality.

"I think it' s (empowerment) very variable. I am going to be very honest and say that,
some are more empowered than others. It depends on the manager in different locations .
. . .I don't think they (front line staff) are empowered everywhere" (Mass 2).
"It tends to be the better managers who realise they've got to let go. But the less
experienced ones, perhaps, somebody more stuck in the mud, more die hard . . . . (for
example), one member of staff on the counter would make a decision for a customer,
and his boss would say, ' great, well done for sorting that out', whereas in a different
branch, the same decision might be done and the boss would say, 'what? What have you
done ( . . . ) for? "' (Mass 1 1).
S ince empowerment of front line staff involves sharing authority and
responsibilities between management and employees (D ale and Cooper, 1 992;
Kennerfalk and Klefsjo, 1 995), the role of managers is critical for empowerment.
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According to Ripley and Ripley ( 1 992, p32), 'very few of the middle-managers
hired today are educated and trained in empowerment and quality' .

It was not only managers who did not accept empowerment of front line staff,
but also trade unions and even front line staff themselves. In some cases,
empowerment can be a burden - "people don' t want it" (Mass 8).
"Some people have reached their maximum. We've got guys who have been here 3 0
years and he ' s doing the same job fo r 30 years. They are very happy doing their j ob.
They don't want to go any higher. We don't think they 've got potential to go any
higher. But they do a really good j ob, they are stalwarts. We depend upon people like
that." (Mass 1 1 ).
"When we talk about empowerment, it' s not consistent. It depends on how strong the
union is in each unit. The union influence us quite a lot, because some people take the
view that they are not paid to organise and make decisions. So they won't take
empowerment, 'that's a supervisor's j ob, that's not my job ' . There is also the case that
not everybody will take on responsibility to an equal amount, because, my previous
comments, some people said it isn't their j ob, or some people want extra money for
doing extra things, and they see it as extra things to their work. A lot of people are just
coming to work to do whatever, and that' s all they do. We are a very strongly unionised
organisation, . . . it is that kind of culture still" (Mass 6).

The research of Wilkinson et al. ( 1 993 ; 1 994b) found that commitment from
trade unions was seen as a maj or difficulty for TQM even though the proportion
of the companies which declared this was small. In addition, there seems to be
partly a problem of rewarding empowered staff who have extra responsibility6.
Although reward will add extra to labour costs (Rafiq and Ahmed, 1 998),
without

it - monetary or non-monetary,

employees tend to

interpret

empowerment as an extra duty which increases their workload (Erstad, 1 997).
Hence, although empowerment was provided, when front line staff and also
unions did not accept it, the association between empowerment and service
quality became questionable.

6

The questionnaire survey also identied that only narrow majority of companies provided reward
for employees who take on extra responsibilities (see section 5 . 3 , inter-relationship 1 2).
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Moreover, it was revealed that front line staff were often, in fact, provided with
discretion, not empowerment. Although empowerment and discretion are used
interchangeably in the literature (Rafiq and Ahmed, 1 998), managers '
interpretation of empowerment might have reflected the complexity.
"First of all, I think empowerment is a sort of overblown concept. Academically, You
have probably had quite a lot of input on e mp owerment. There is a lot of training
material on empowerment. I think personally, there is quite a lot of rubbish talked about
emp owerment as well. . . . we don't have concrete standards of empowerment. It would
be a bit of discretion" (Mass 1 1 ) .
"The reason I don't believe in that is I don' t think we, or any business, actually truly
empowers their staff. What it does is to give them an element of discretion, because
empowerment the dictionary definition is to give power to somebody. We don't give
power, we j ust give discretion. So we are giving the discretion to refund the guest' s
money. That's not empowerment. That i s discretion. What w e tend t o d o within that is
to give an element of discretion. If they were truly empowered, then they could perhaps
say, 'I don't want to call it this, I want to call it that, I don't want to give you this menu,
I want to give you that menu'. We don't allow that type of thing. So it's slightly
different, you could call it enabling or discretion. But they are not allowed to give the
guests free meals, because they like them. So , it's not empowerment, it's discretion"
(Mass 7) .

It was frequently pointed out that there were levels of authority given to front
line staff, or empowerment was accompanied by some restrictions for various
reasons. One of the reasons is the recruitment and selection of front line staff.
Some jobs in mass services have difficulty in recruitment and selection when
there are not many people who are capable of doing the job. Moreover, low
levels of payment in mass services (see 6.3. Recruitment and selection) may
restrict types of people who apply for the job .
"There are also restrictions which are built in because o f the level o f staff we have .
. . . We don't recruit 'rocket scientists '. Some of our staff academically are not brilliantly
trained, they are not academic individuals, they might be seen as below average as far as
intelligence is concerned. So sometimes, they would be restricted on how much freedom
and initiative they could use because of their ability. So we would have to take it into
account either their education or their innate ability. . . . OK, you can develop that, that' s
why training is important, but you can't make everybody into 'fighter p ilots'.
Someone' s got to refuel the airplane and check the engine, p olish up the paintwork,
things like that" (Mass 1 1 ) .
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Restrictions then became important according to the ability of front line staff in
order to generate service quality to a certain degree.

Sometimes restrictions or fairly tight control are imposed by necessity for an
industry which is "very much regulated" (Mass 3) or "strictly regulated" (Mass 1
and Mass 9). Front line staff have to follow rules and work within the law as
well as within constraints.
"The problem with cabin crew is that it is quite a disciplined environment. . . . When it' s
come to empowerment, there is not a lot they can vary . . . because as I said we are very
strictly regulated . . . . their key responsibility is safety, you can't be that flexible in what
responsibilities they take on. . . . flight safety is paramount and it can't be compromised"
(Mass 9).
"It's a regulated industry by the Department of Transport, by the Civil Aviation
Authority... It' s all strictly regulated, because otherwise you would have chaos . . . . for
instance, security - it' s such a sensitive subj ect at the moment - since September 1 1 th.
So if you think about our security staff, they just can't do anything that they want"
(Mass I ).

In a strictly regulated environment, a low degree of empowerment caused by
restrictions can certainly ensure service quality in this type of business.

It was also commonly cited that there were commercial or financial constraints
which restrict empowerment of front line staff. Monetary limits were seen to be
necessary not only in the case of service recovery situations (Rafiq and Abmed,
1 998), but also "to protect the finances of the company" (Mass 1 1 ).
"It's got t o b e a disciplined initiative. It' s disciplined empowerment. . . it's got t o b e a
controlled empowerment. It's got to be within commercial constraints, because if people
are giving free drinks, that's coming out of the company's profit" (Mass 9).
" . . . if you gave everybody carte blanche to do what they want, you could end up fin�ing
out you've got no money coming in, because they are just letting customers have things
without paying for them, because they are doing them a favour. So you've got to have
some restrictions" (Mass 1 1).
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According to Parasuraman (1 986), if a company is genuinely customer-oriented,
they will on occasion offer extra compensation even above the maximum
normally specified in their roles and regulations since customer satisfaction is
the top priority within its organisation. He points out that such extra expenditure
will be compensated by positive word of mouth, and this will have a greater
impact than investing heavily in conventional channels such as advertising.
However, from the interviews, although empowerment is important to make
customers happy, to give staff unlimited empowerment may undermine the
finance of the company. Therefore, commercial or financial constraints seemed
to be a compulsory restriction for some organisations. Nevertheless, it is possible
that too much focus on financial constraints could result in slowing down
responses from front line staff to customers.
" . . .in one of our surveys recently , we found that customers were being put through to
different people , I think, it was 2 or 1 .8 times on average. And they say the optimum is
once only . . . if a customer rang up a bit cross because their parcel's gone astray, some
companies would say 'well, I'll send you a £ 1 0 M&S voucher or something '. We
wouldn't give that sort of e mp owerment to the customer services people. The directors
don't seem to believe in it (empowerment). They would rather it went through to them
that they made the decisions" (Mass 2).

Whether or not front line staff were empowered could depend on top
management since they have a crucial role in successful empowerment of front
line staff (Sternberg, 1 992; Lashley and McGoldrick, 1 994; Randolph, 1 995a;
Beach, 1 996; Erstad, 1 997). Therefore, unsatisfactory service quality may be
raised from a very limited amount of empowerment (or unempowerment) of
front line staff Yet, such empowerment (or unempowerment) was a decision o f
top management7 .
Empowerment of front line staff was not a critical issue for some organisations
where there were prescribed ways of delivering services to customers.
7

In mass services, top management commitment was a least influential factor to the
empowerment of front lien staff ( section 5 .4 , Table 5 .27).
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" . . . our business is a very uniform business so there is less decision making for the front
line staff' (Mass 8).
" . . . on the whole we have quite defined routes of how to do things properly. We really
do expect people to behave within those guidelines. That's the way it has always
worked" (Mass 2).
"Everybody has a copy, they've got basic guidelines, this is a rule book, the statement
of general policy, organisational responsibility, everything in there, everybody gets a
copy of this, is what they are expected of, what they are expected to do" (Mass lO).
A control approach a s the opposite of an empowered approach may be suitable
for labour intensive services where they key competitive advantages are cost
control and speed of service delivery (Martin and Adams, 1 999). Through the
control approach, service quality could be standardised using a carefully detailed
manual or tightly scripted service interactions. However, when unanticipated
incidents which require more customised decisions, standardised solutions could
not resolve problems and this may in tum result in poor service quality.

In mass services, as expected, there were a variety of reasons for the complicated
relationship between empowerment and service quality. It was also found that
there were some restrictions on empowerment by necessity. Each restriction has
its purpose so that service quality was achievable from empowerment with and
without restrictions and even from unempowerement as a control approach. In
consequence, different types of empowerment o f front line staff seemed to
support service quality when it was carefully and adequately applied. However,
some organisations had quite strong restrictions or tight controls which resulted
in the relationship of the lower empowerment the lower service quality. Hence,
in order to achieve service quality, different types of empowerment must be
evaluated in terms of circumstances.
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6.2.7. Performance appraisals and reward
Why was the association between service quality and performance appraisals
and reward non-significant in technological services whereas there was a
moderate correlation in mass services?

The association between performance appraisals and reward, and service quality
in technological services was found to be non-significant. This is because levels
of utilisation of performance appraisals and reward were umelated to the levels
of service quality. In extreme cases, service quality might be high even without
any performance appraisals and reward, or service quality may be poor even with
high usage of performance appraisals and reward. It could be considered that
performance appraisals and reward are independent of service quality. The
reasons for the non-significant association in technological services are
examined first.
Tech nological services
One of the characteristics of technological services is lack of customer-employee
contact as service is delivered electronically (Heskett et al., 1 990). Limited
contact between customers and front line staff were cited by companies in
technological services as "mechanics would never normally have any contact
with customers" (Tech 7), "around 1 0%" (Tech 6), "20% of the front line staff
have a direct contact with customers" (Tech 3), "slightly over 20% of our total
work force" (Tech 4), "around 1 0%, but these are senior staff. The junior staff do
not usually have direct contact with customers" (Tech 2). Moreover, some
companies in technological services as hybrid businesses have often not
recognised the service elements in their job (see section 6.2. 1). Therefore,
performance appraisals may not have been initially focused on service quality,
but primarily concentrated on the technical skills of front line staff in order for
them to be "more proficient at their j ob" (Tech 7).
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"Targets . . . . , appraisal, individuals are set targets to achieve for their own personal
improvement, and consequently company's improvements. This (an performance
appraisal) is to ensure that individuals are capable and professionally trained and
skilled . . . " (Tech 3).

Targets are set by performance appraisals, and when they are met, there are some
financial gains.
"What we do is we total up all the sales and if it hits the target then they get a share (a
bonus) according to how much they (members of a department) have exceeded the
target. We call it commission, but it's the same" (Tech 7).

Although there are rewards for front line staff, rewards are not based on the level
of service quality since the targets are not based on service quality. In some
cases, there is no reward for front line staff even though their targets have been
met.
" . . . there is no(t) such a positive carrot. . . . (because) it' s not considered to be clinical
[practical] within the industry. There is no immediate elevation of salary, just because
that target has been achieved. It's an overall achievement by all. That is company
policy. We have a number of people on a particular project. Some people move off the
project before it's finished. So there is no way of saying to people on this project, if the
project is successful, you will have a financial gain, because some people who
contributed to the contract, are not there at the end of the contract. So it' s just very
impractical to consider financial incentives and rewards" (Tech 3).

The work of the construction industry is described as 'project-based nature'
(Druker and White, 1 997) so that it would be difficult to allocate reward for an
individual performance. However, failure to supply reward even after targets are
met can be "counter-productive" (Tech 1 ).
" . . . we have a history of performance appraisals which probably stopped about 10 years
ago. The reason that they were ineffective is because they were not tied up to any salary
increases or salary reviews. It was felt by the staff that sitting down for half an hour,
three quarters of an hour a year going through an appraisal form and setting individual
targets was not conducive to improving the situation within the company. During an
appraisal, management would say, 'well, I'd like to set these targets for you over the
next 12 months ' . If the employee reached those targets, there was nothing in it
financially for the employees. No reward at all, apart from well done . . . . There was no
personal gain that would come from it unless there was a feeling of self-achievement"
(Tech 1).
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In these situations, performance appraisals and reward, and service quality
therefore could be seen as, to a degree, separate issue.
Reward or recognition could be seen as a system to maintain and motivate
quality/best staff (Snape et al., 1 995; Zeitharnl and Bitner, 1 996) as well as their
commitment towards quality (Bank, 1 992) so that in other words, without
recognition, performance is likely to deteriorate (Pannell, 1 998). Nevertheless, in
technological services, staff turnover is generally very low8 , salaries of front line
staff are reasonably high9 , front line staff are very likely to be satisfied with their
job (see the section 6.2.3 : the nature of the work). Hence, there may be no
necessity to provide reward or recognition in order to retain or motivate front
line staff or to gain their commitment in technological services.
"There is no bonus, reward as such, but the company in general has a policy of paying
relatively well. So the incentive is to attract the right person by offering the right rates.
One of the attractions of this industry in general is that individuals get satisfaction from
producing (buildings). So we offer good money for good people. So we don't have
reward or recognition" (Tech 3).

The non-significant canonical correlation between service quality and
performance appraisals and reward in technological services seems most likely
to be the result of the characteristics of technological services, and therefore,
companies did not employ one of, or either of, these practices relating to service
quality.
Mass service

Although service quality and performance appraisals and reward in mass
services are moderately associated to some degree, since the association was not
particularly powerful, the impact from performance appraisals and reward on
8

In the technical service sample, it was average 12 per cent.
The salary of front line staff in technological services (i.e., technical and specialist) is certainly
higher than mass services (Torrington and Hall, 1 995).
9
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service quality will not be straightforward. There seem to be several reasons why
performance appraisals and rewards were not a powerful contributor to service
quality in mass services.
Indirect factor

Performance appraisals may not be a factor which directly improves service
quality, but can be seen to support service quality indirectly by giving staff
"motivation and guidance" (Mass 3 ) for service quality improvement. Thus,
performance appraisals were seen to be a development review which did not
improve quality with immediate effect. Once performance appraisals were
conducted, weaknesses could be identified and then training could be given
which in tum would lead to the improvement of service quality. Moreover, it
was :frequently argued that performance appraisals were utilised for setting
targets and identifying training needs.
"I think our company's view would be that if you take an individual driver, you need to set
that driver targets, because otherwise there are no incentives for that driver. You just drive
along, at the end of the week, you take the money and that's it" (Mass 10).
"A s part of appraisal, we set targets. Weaknesses are identified during appraisal and how we
could address these weaknesses is considered. So the appraisal meeting is used to identify
what training needs are. That's the chief mechanism for identifying what the training needs
are" (Mass 5).
"Training would be directly derived from performance appraisals. At the end of the
appraisal, if they have to improve, we do that through training" (Mass 8) .

One of the purposes of performance appraisals is the identification of individual
training and development needs (Edmonstone, 1996) so that they were important
indirectly in supporting service quality through training to remedy weaknesses in
front line staff performance.

3 12

Reward at profit level
Reward has a positive impact on employee motivation and service quality
(Redman and Mathews, 1 998). However, when equal amount of a bonus is
provided for front line staff on the basis of the company profit level, this type of
reward may become less powerful. This is because the amount of reward may
not be directly affected by the level of service quality which is provided by
individual front line staff.
"We also, obviously, reward people in that we pay them. We have an incentive scheme
which is based, ordinarily based, on the profit of a branch or the whole company
depending on which level people are at" (Mass 1 1 ).

It was also declared that "we are only rewarded if the company has met its profit
margins, the company is doing well (and hence, although) it (performance
appraisals and reward) has its place, but I think it's limited, (because) it becomes
an expectation. It's not an incentive . . . .if you continue to get it, then it becomes
an expectation. So . . . not everybody agrees with performance appraisals as part
of an incentive programme" (Mass 6).
Small reward
Additionally, rewards were provided as salary increases or as bonus. Yet,
rewards are considered not to have been the most influential factor to support
service quality when the amount ofreward is small.
"Rewards are not fantastic . . . So the reward is not the only thing, a lot of it people
enjoy. . . . It is because they enjoy giving customer service to the type of customers we
deal with" (Mass 1 1).

Subjective judgement
Measurement on customer satisfaction and/or staff attitudes towards customers is
argued to be qualitative, j udgemental and subjective (Silvestro et al., 1 9 90).
Therefore, such intangible aspects of service might have caused performance
appraisals and reward to be less influential to support service quality. It was also
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claimed that "it would be very difficult to measure service, that is completely
subjective" (Mass 5), reward or recognition was not used because " . . .it didn't
work properly, purely because it became very subj ective" (Mass 1 ).
"As far as I'm concerned the service provided by everybody, the majority of the
employees provide a good service. Now obviously my perception of you providing a
good service would b e different to my colleagues ' perception of your service , the
service you provide. So I might put you forward to say 'Akiko was excellent, because
she did this and I nominate you'. However, there is no gauge to say 'was it just you
were doing your job or was it over and above the service that you were supposed to
provide?"' (Mass 1 ) .

Difficulties in setting criteria
Due to the nature of the service characteristics (see section 1 .3), measurement on
quality becomes notoriously problematic (Cowling and Newman, 1995 ;
Silvestro, 1 998; Singh and Deshmuch, 1 999). Hence, setting criteria for
performance appraisals and reward seemed to be impracticable in some
situations. It was revealed that because every customer is different, it would not
be appropriate to set rigid service performance criteria for front line staff.
"The classic example is I can give you in the way of service is, at lunch time, two
businessmen walk in and the last thing they want is somebody constantly coming back
and saying, 'are you alright?', ' is everything alright? ' They want to be left to their
business. Then there will be another table where it is a family with children who are
settled. What they really want is lots of attention, playing with the child, keep ing the
child happy so they want lots more attention. So what can be very attentive in one
situation can be very intrusive in another situation. With those two, but I can give you
ten different situations. If a romantic couple comes in, the gentleman was just about to
propose to the lady, they don't want a waitress saying, 'excuse me? ' So it's very
individual. That means you cannot prescribe. You can prescribe up to a certain point,
but not entirely" (Mass 7) .

Front line staff are therefore rewarded "not directly for service (performance,
but) based on sales performance, probably because it would be incredibly
complex (otherwise)" (Mass 7). Although productivity, quantity and sales are
easily measured, when service performance of front line staff is not recognised
and/or evaluated, their attention and performance will change to the criteria of
easily measured ones (Zeithaml and Bitner, 1 996). Hence, reward might not
appear as a dominant feature to support service quality.
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Objections from trade unions and staff
The other reason for the low association between performance appraisals and
reward, and service quality could be that they were not regarded favourably by
unions and staff.
"Our company actually has come through the local government and we are high unionised
and basically the unions did not want any performance appraisals at all, because they see
performance tied in with pay. . . . . So if you don't do a good job, then you don't get it, and
they don't want that. They just say sorry, we have never had appraisals. We get the pay for
the job that we do and that's it. We don't want any appraisals" (Mass 1).
As has been mentioned in the section on empowerment, commitment from trade
unions could be a major difficulty for TQM (Wilkinson et al., 1 993; 1 994b).
Some companies did not have performance appraisals or reward due to strong
obj ections from unions and staff and this could have led to the low association
between service quality and performance appraisals and reward.

Despite opposition (e.g. , Deming, 1 986), performance appraisals and reward
seem to have a positive role to support quality (Dale and Cooper, 1 992;
Omachonu and Ross, 1 994; Snape et al. , 1 99 5 ; Redman and Mathews, 1 998)
when they are appropriately organised (Zeithaml, Parasuraman and Berry, 1 990;
Bank, 1 992; Simmons et al. , 1 995). Performance appraisals were found to
contribute

only indirectly to s ervice

quality improvement through the

identification of training needs. In addition, the characteristics of services mean
that it can be hard to measure service quality with sufficient precision to enable a
link with rewards to be established. " . . . in comparison to the other things (other
corresponding features), it' s (performance appraisals and reward) not as
important a factor" (Mass 1 1 ).

6.3.

Chapter summary

This chapter is supplemental to Chapter 5 (Questionnaire analysis and
discussion) and examined the specific issues which arose from the quantitative
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analysis (section 5 .5). Although the differences between mass and technological
services were investigated where appropriate, as the purpose of this chapter is to
facilitate interpretation of the quantitative data, the investigation did not go in
detail beyond the identification of these differences. Hence, individual
organisational characteristics, individual circumstances, or details of the service
offered to customers are not considered beyond the category of either mass or
technological services.
Although the mean scores on 'the seven corresponding features ' and service
quality were very similar between mass and technological services, there were
some distinctive associations between 'the seven corresponding features ' and
service quality between these two services. From the interview data, a variety of
the reasons for the differences between mass and technological services were
identified.
A culture of service-orientation in technological services appeared to be less
developed than in mass services. This was because, as hybrid businesses, it was
problematic for some organisations in technological services to recognise service
elements in their day-to-day activities. When top management were mainly
concerned with figures - such as sales or profit, it was not appropriate to develop
a strong service-oriented culture within the organisation. Moreover, the figure
driven organisational focus led by top management might well have been
reflected in the culture of customer focus. Some organisations in technological
services seemed to have service-oriented culture. Yet, the impact on service
quality from culture was considered not as great as other features.
While the

literature

has

extensively

emphasised the importance

of

communication for effective teamwork, the interview data expanded the linkages
between two-way (internal) communication and other 'corresponding features '.
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Therefore, communication appeared to b e the strongest contributor (among 'the
other six features ') to service quality. Since the difference between mass and

technological services over the strength of the association between
communication and service quality was negligible, for this particular question,
the distinction between two services were not investigated.
Another significant finding was that focusing on, and investing in, recruitment
and selection was often not sufficient to overcome high staff turnover in mass
services. The causes of high staff turnover could be regarded as inevitable, due
to the nature of the industry or of the occupation. Hence, high staff turnover may
create a real challenge for organisations in mass services in retaining the best
service providers so as to achieve or maintain service quality.
Training made more contribution to service quality than recruitment and
selection in mass services. High staff turnover in mass services, and difficulty in
recruiting staff with the necessary knowledge and skills as well as task
complexity in some j obs in mass service highlighted the importance of training.
However, in general, due to the nature of the job, the amount of skill required
was not considerable. In technological services, even though the tasks are
complex, due to low staff turnover and the quality of staff, training was less
important than recruitment and selection of staff. Nevertheless, in order to
maintain and further improve skills and knowledge, training was provided. In
both services, therefore, training was placed in the middle position (among 'the
seven correspondingfeatures ') in tem1s of its contribution to service quality.

Front line staff in the main job in technological services were relatively
independent so that teamwork among front line staff there was less of a
requirement than in mass services. Since front line staff were more or less
working on their own, individual technical skills and knowledge were more
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importance fo r service quality. However, although front line staff in
technological services were working largely on their own, they were usually
reliant on a broader, cross-functional team so that the quality of teamworking
contributed to service quality even in technological services.
One of the m aj or obj ectives of gathering the interview data was to investigate the
reasons for the non-significant association between service quality and
empowerment in technological service and why this was not the case in mass
services. This is partly because a failure in service quality in mass services was
caused by limited empowerment (or unempowerment) of front line staff while in
technological services it could emerge even by empowered staff. The decision of
how much empowerment given to staff in technological services were relatively
straightforward, and empowerment seemed to be appropriately implemented and
managed accordingly. On the other hand, in mass services, different levels of
empowerment could also contribute to service quality when correctly applied.
Yet, strong restrictions may have negatively resulted in service quality.
The non-significant association between service quality and performance
appraisals and reward in technological service meant that these features were not
one of the absolute necessities in improving service quality among front line
staff in the main service (i.e., mechanics, engineers). There was a strong
tendency in this sector for performance appraisals to focus on the attainment of
technical skills, while rewards and recognition tended to be in the form of the
higher salaries and the work fulfilment provided by relatively skilled jobs. The
absence of a link between service quality and performance appraisals/reward in
technological services can also be partly explained by the hybrid nature of the
businesses (e.g., construction, maintenance and repair) in that companies were
rarely aware of the service elements in their day-to-day activities (discussed in
6.2.1).
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Mass services tended to focus on easily quantifiable targets as a basis for
performance appraisals. Such measures are far from ideal, because staff tend to
focus on areas unrelated to service quality. Nevertheless, this outcome was not
entirely unexpected because of the difficulty in specifying service quality
standards. Rewarding staff for output ( e.g., sales, profit level) has not yet proved
to be the best motivational method for service quality. Appropriateness is
required not only in setting criteria but also in considering ability of each
individual member of staff in order to prevent them being unenthusiastic or
under pressure. The strength of association between service quality and
performance appraisals and reward may partly suggest that there is room for
improving practice in this area.
This chapter presented the differences between mass and technological services
which were investigated in detail through a total of 1 8 interviews. The next
chapter will conclude on the contributions to knowledge of this research, and
discuss limitations and areas for further research.
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Chapter 7.

Conclusion

Introduction

7.1 .

This research examined 'the seven corresponding features ' which support
service quality in a wide range of service business. A model was developed
which linked service quality and 'the seven corresponding features ' (Figure 3. 1 ),
and a questionnaire survey was used to test the model. The analysis of the
questionnaire data also identified differences between the mass and technological
service sub-samples in terms of the strength of the association between service
quality and each 'corresponding feature '. Unresolved issues raised by the
quantitative research were dealt with through 1 8' in-depth interviews.
This chapter concludes the discussion of the research by, firstly, presenting the
ways in which it has contributed to knowledge, secondly, providing implications
for managers, and finally, identifying some limitations of the study along with
suggested areas for further research.

7.2.

Contribution to knowledge

This research has made a number of contributions to the theory and the
application of theory across a wide range of service businesses within the two
different types of business - mass and technological services. These are:
•

Identification of 'the seven corresponding features ';

•

Development of a model which links service quality and 'the seven

correspondingfeatures ';
•

Clarification of the fifteen inter-relationships among 'the other so.features ';

•

Refinement of the interdependency between culture and 'the other six

features ';
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•

Identification of the contribution of each 'corresponding feature ' to service
quality in mass and technological services.

Each of these contributions will be considered in detail.
7.2.1. Identification of 'the seven corresponding features '
There are a substantial number of managerial practices which have been
regarded as having a critical role in supporting service quality in the academic
and practitioner oriented literature. This research has clarified focal points in the
management of service quality by identifying seven themes 1 common to three
areas of literature2 which are concerned with the search for service excellence in
a wide range of service industries.
'The seven corresponding features ' can be seen to match many practices within
HRM. This was not entirely unexpected since the critical importance of HRM to
the pursuit of service quality has been widely acknowledged (Schneider and
Bowen, 1 98 5 ; 1 993 ; Bowen and Lawler, 1 992; Lewis, 1 994; Baron and Harris,
1 995 ; Lovelock, 1 995 ; Yavas and Shemwell, 1 997; Lewis and Gabrielsen, 1 998;
Redman and Mathews, 1998; Bowen et al., 2000). Due to the characteristics of
services (section 1 .3), it has been regarded as vital to ensure service quality and
to maintain quality standards in service providers' behaviour/performance (see
section 2.5). Hence, 'the seven corresponding features ' could be seen as the
predominant attributes for managerial practices in the promotion of service
quality. Even though there are other factors which can influence service quality,
the identification of 'the seven corresponding features ' provides managers and

1

Consists of recruitment and selection, training, teamwork, empowerment, performance
appraisals and reward, communication, and culture
2
See section 2.2 for TQM, section 2 .3 for internal marketing, and section 2.4 for Gap 3 closure
strategies.
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academics with a valuable framework on where to start in pursuit of service
quality across a variety of service businesses.
7.2.2. Development of a model which links service quality and 'the seven
corresponding features '

There are many theoretical discussion as well as some empirical research which
examined how each of the areas covered in 'the seven corresponding features '
has an effect on service quality (see sections 2.7 . 1 to 2.7.7). From the extensive
review of the literature, the research has clarified not only the association
between service quality and 'the seven corresponding features ', but also a
number of inter-relationships among 'the other six features 3 ' as well as the
interdependence between culture and 'the other six features ' (Chapter 3).
Previously, these have tended to be considered in isolation. In this research, the
range of inter-relationships, the interdependence, and the association were all
successfully unified into a single model (see Figure 7. 1).

3

Excluding culture from 'the seven corresponding features ' s o that only comprises recruitment
and selection, training, teamwork, empowerment, performance appraisals and reward, and
communication
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Figure 7 . 1 . The overall relationships of 'the seven corresponding features ' from
TQM, internal marketing, and the strategies to close Gap 3
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Figure 7 . 1 was based on 'the seven corresponding features ' as the predominant
attributes for the management of service quality, and provides a clear vision of
how service quality is supported by 'the seven corresponding features '. The
inter-relationships demonstrate how 'the other six features ' affect each other.
The interdependence between culture and 'the other six features ' illustrates the
point that culture ( esprit de crops, culture of top management commitment, and
culture of customer focus) affects 'the other six features ', and 'the other six
fea tures ' influences esprit de crops and culture of customer focus4 • 'The seven
corresponding features ' have an impact on the promotion of service quality both
directly and indirectly through employee attitudinal and behavioural factors 5 •
The model can therefore be used to identify problem area(s) within 'the seven
corresponding features ' in order to improve service quality (further). For
example, since all of 'the other six features ' are important in supporting each
other, if one or more of 'the other six features ' are considered to be
unsatisfactory, the inter-relationships will indicate potential features which may
have been causing the problem(s) or which might have been affected by the
substandard feature(s). Moreover, any problems which arise within 'the other six
features ' could imply that culture may not be very supportive, or possibly that
esprit de crops and culture of customer focus could be affected. When employee
attitudinal and behavioural factors seem to be below the ideal level, it is likely
that there is a problem(s) in one or more areas of 'the seven corresponding
features '. In order to improve any problem areas, however, top management
commitment to service quality is the first requirement (Schneider, 1 986;
Parasuraman, 1 986).

4

Top management commitment is unlikely to be influenced by 'the other six features '.
Referred to retention, involvement, participation, commitment, satisfaction and motivation of
employee s

5
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The literature review on 'the seven corresponding features ' included an
examination of each feature in the four types of service business6 . The
differences among these service businesses with regard to recruitment and
selection, training, empowerment, performance appraisals and reward were in
terms of the techniques suggested appeared to stem from the specifics of the
businesses concerned rather than a focus on service quality. Moreover, the
literature did not provide clear distinctions for the other features (see sections
2. 7 . 1 . to 2 . 7 . 7). Thus, Figure 7 . 1 is very likely to be applicable to a wide range of
service businesses.
7.2.3. Clarification of the fifteen inter-relationships among 'the other six
features '

Fifteen inter-relationships were identified among 'the other six features ' (section
3 .2). Most of the fifteen inter-relationships are based on a number of theoretical
expectations and only two are based on empirical research. In this research, all
fifteen inter-relationships have been exan1ined collectively and empirically. A
questionnaire survey was used to confirm the presence of the fifteen inter
relationships. Figure 7 .2 confirms the presence of each inter-relationships
indicated by an arrow .

6

Comprising professional services, the service factory, mass services and technological services
(see section 2 . 6)
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Figure 7 .2. The fifteen inter-relationships among

Recruitment
and selection

(9)

Appraisa ls
and reward

(1 5)

'the other six features '

(2)
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As can be seen from Figure 7 .2, the questionnaire data confirmed that 'the other
six features ' are all inter-linked (section 5 .3). However, inter-relationship (1)

was the opposite to what might have been expected on the basis of theoretical
views from Campbell et al. (2000) and Jameson (2000). In fact, the utilisation of
a formal recruitment procedure and appropriate selection criteria tended to
increase the level of, and the cost of, training. From the results of the
questionnaire survey, it appeared that an increase in the cost of training was due
to quality consciousness (section 5.3 (1)). From the interview data, it was found
that, in technological services, although the right people were recruited, training
was still important when any new contracts arose and to maintain staff status quo
(section 6.2 .4). In mass services, although a formal recruitment procedure and
appropriate selection criteria were utilised as much as in technological services,
staff turnover was very high due largely to unavoidable circumstances (section
6.2.3). Moreover, in some mass service businesses, there were not many
knowledgeable people available to do the job, therefore, training was one of the
necessities to maintain service quality (section 6.2.4). Hence, the utilisation of a
formal recruitment procedure and appropriate selection criteria did not reduce
the level of, or cost of, training.
Although inter-relationship ( 1 ) was contrary to theoretical expectations, all of
'the other six features ' were found to be linked to each other. Hence, the results

of the empirical study indicate that since 'the other six features ' are not
standalone items, it is important to pay proper attention to all of 'the other six
features ' in order to develop a service culture and to support service quality.

The inter-relationships among 'the other six features ' may not be restricted to
these fifteen discussed in section 3 .2. Nevertheless, the fifteen inter-relationships
would be sufficient to demonstrate how 'the other six features ' were inter-linked.
As the fifteen inter-relationships were not specific to a certain type of service
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business, and there were no meaningful difference b etween mass and
technological services (section 5 .3), the results here can be regarded as
applicable to a wide range of service industries.
7.2.4. Refinement of the interdependency between culture and 'the other
six features '
A number of authors have discussed aspects o f the interdependence between
culture and the areas covered in 'the other six features ' (Gronroos, 1 990b ; 2000;
Bowen and Lawler, 1 992; Dale and Cooper, 1 992; Cook, 1 994; Lashley and
McGoldrick, 1 994; Macaulay and Cook, 1 995; Zerbe et al., 1 99 8 ; Lainas, 1 999;
Lievens et al., 1 999; Bowen et al., 2000). For example, it is well-known that
organisational culture will have an impact on how 'the other six features '
operate, and 'the other six features ' can help to create a service culture.
However, there is no academic research to date that examines the overall
strength of the interdependence. In addition, the literature does not specify which
of 'the other six features ' were more important than the others except for
recruitment and selection7 (sections 2.7. 1 to 2.7.7 and 3 .3). It was expected that
recruitment and selection mi ght have most importance for culture among 'the
other six features ' (see section 3 .3).
The analysis of the questionnaire data has confirmed a strong overall association
between culture and 'the other six features ' in the total sample, and the mass and
technological service sub-samples. The findings indicate the degree to which
culture could affect how 'the other six features ' operate, and how significantly
'the other six features ' could affect the development of esprit de crops and
culture of customer focus. This research has also identified the predominant
7

Recruitment and selection of front line staff which have been regarded as the starting point of
establishing a quality culture (Gronroos, 1 990b; Snape et al., 1995 ; Redman and Mathews,
1 998).
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influences on culture by examining the interdependence between culture and
each of 'the other six features '.
Figure 7.3 illustrates the strength of the individual features in relation to culture.
In this figure, darker colours and larger font sizes represent stronger associations
with culture. Since there were not huge differences between mass and
technological services (see section 5.4), only the results for the total sample are
presented here. Each of the associations will be considered according to the
strength of the association with culture in the total sample.
Figure 7.3.

The interdependence between culture and 'the other six features '

Recruitment
and selection

Empowerment

Cultu re
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Contrary to the literature on recruitment and selection, the data revealed that
two-way (internal) communication had the strongest association with culture.
From the 1 8 in-depth interviews, two-way (internal) communication was
identified as being incorporated into every other feature (section 6.2.2) : good
communication is vital for effective teamwork; training can be seen as a means
of communicating with staff about the company requirements, policies,
procedures, and obj ectives; communication enables employees to understand
empowerment, and to respond to customer requirements; and performance
appraisals are a way of cascading information down to the right department and
hence comprise two-way communication between management and employees.
This helps to explain why the association between culture and communication
was the strongest.
The strength of the associations between culture, and training, teamwork, and
performance appraisals and reward were very similar. Since the literature did not
speci fy which of the features were more important, the similar strength of these
associations could be seen as reasonable. Hence, culture was equally supportive
of these features, or conversely, these features made broadly similar
contributions to the development of esprit de crops and culture of customer
focus.
The association between culture and recruitment and selection was identified as
the second weakest in the total sample. It was apparent that the association in
mass services was not powerful (see section 5 .4) and this lowered the association
in the total sample. High staff turnover in mass services seemed to have affected
the development of a quality culture. In technological services, on the other
hand, staff turnover was only half that in mass services , and it was found that the
association here was, in fact, strong (see Table 5.20 in section 5 .4).
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Empowerment of front line staff appeared to be most weakly related to culture in
the total sample. This may be a plausible result since empowerment of front line
staff has both advantages and disadvantages (section 2.7.4). Moreover, top
management may not be fully committed to empowerment especially in mass
services (section 5.4). It was clear from the interview data that in mass services,
top management did not believe in employee empowerment and preferred to
make decisions by themselves (section 6.2.6). Hence, empowerment was not
supported and by no means the predominant feature in the development of a
service culture. Apart from empowerment and recruitment and selection, there
were not huge difference in the strength of the associations between culture and
the other variables in mass and technological services.
7.2.5. Identification of the contribution of each 'corresponding feature ' to
service quality in mass services and in technological services
Although all of 'the seven corresponding features ' are vital to service quality
(sections 2 .7. 1 . to 2.7.7, and 3 .4), this research has found that the actual
contribution of each 'corresponding feature ' to service quality differed (section
5 . 5) . Moreover, although there were no major differences between mass and
technological services in terms of the fifteen inter-relationships among 'the other
six features' (sections 5 .3 and 7.2.3), or the interdependence between culture and
'the other six features ' (sections 5 .4 and 7.2.4), the analysis of the survey data
identified relatively large differences between the two sub-samples in relation to
the association between service quality and 'the seven corresponding features '
(section 5 .5).
The survey results confirmed that in mass services, all of 'the seven
corresponding features ' were associated with service quality. Yet, in
technological

services,

the

associations

between

service

quality

and

empowerment, and between service quality and performance appraisals and
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reward were not statistically significant. These results were unexpected since the
literature on 'the seven corresponding features ' in the four types of service
business did not provide a clear distinction between mass and technological
services. A medium degree of empowerment was generally thought applicable to
both service types. Although the criteria of performance appraisals and reward in
mass and technological services are different due to the characteristics of the
business, the literature did not indicate that different criteria on these techniques
would affect the level of service quality.
The strength of associations between service quality and each of 'the seven
corresponding features ' in mass services are shown in Figure 7.4 and these in
technological services are shown in Figure 7.5. Since the results for the two sub
samples differed, the total sample are not present here. In these figures, again,
darker colours and larger font sizes represent stronger associations with service
quality. The 18 in-depth interviews identified the reasons for the difference in
the actual contribution of each 'corresponding feature ' to service quality, and
hence the differences between mass and technological services. Each
'corresponding feature ' will be discussed according to the strength of the
association with service quality. Mass services will be dealt with first.
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Figure 7.4.

The association between service quality and each of 'the seven

corresponding features ' in mass services
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Culture was identified as making the largest contribution to service quality in
mass services. This was anticipated as culture pervades 'the other six features '
(sections 3.3, 5.4 and 7.2.4). In addition, the literature on culture (see section
2. 7 . 7) stresses that organisational culture or a service-oriented culture has a
significant impact on employees' behaviour/service delivery and which in tum
affects customer perceptions of the quality of service (Schneider, 1 980;
Schneider and Bowen, 1 985; 1 993 ; 1 995; Gronroos, 1 990b; Schneider et al.,
1 992; 1 998; Siehl, 1 992; Clark, 1 997 ; Zerbe et al., 1 998; Bowen et al., 2000).
Communication appeared to be the second largest contributor to service quality.
This may be partly because the association between culture and communication
was strong (sections 5 .4 and 7.2.4) so that communication could indirectly affect
service quality through the development of a service culture. Moreover, from the
1 8 in-depth interviews, linkages between communication and the other
'corresponding features ' were found (section 6.2.2). Therefore, communication

was identified not only as the strongest contributor (among 'the other six
features ') to service quality but also as the strongest contributor to culture in

mass (and technological) services.
Teamwork contributed to service quality at almost the same level as
communication. Teamwork was seen as a preferred method of working and
adopted to a large extent where provision of services involved many staff. When
multiple services were offered, teamworking practices were also useful for
individual staff to know their contribution at team level. High staff turnover has
been seen to undermine the teambuilding process (Ingram and Desombre, 1 999).
Yet, this was not the case here. Although there was high staff turnover in mass
services (an average of 24 per cent per annum), when teamwork was important,
training for teamwork was provided for front line staff so as to enhance their
teamworking capacity.
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The association between service quality and training was placed in the middle
position (among 'the seven corresponding features ') in terms of its contribution
to service quality. The necessity of training in mass services emerged due to high
staff turnover, difficulty in recruitment of staff with the necessary knowledge
and skills, and complex systems and situations. In general, due to the nature of
the j ob, the amount of skill required was not considerable. High staff turnover is
argued to discourage the provision of training (e.g., Keltner and Finegold, 1 996);
however, this was not always the case. This is partly because training was
regarded as one of the strategies to maintain the level of service quality against
high staff turnover, and partly in order to attempt to reduce staff turnover.
Insufficient training was considered to cause staff to feel under-valued so that
they left even more quickly. Therefore, training made more of a contribution to
service quality than recruitment and selection in mass services.
As can be assumed from the high level of staff turnover in mass services, the
contribution from recruitment and selection of front line staff to service quality
was not as large as for the other 'corresponding features ' discussed above. The
causes of high staff turnover were considered as inevitable due to the nature of
the industry or of the occupation. It was also clear that focusing on, and investing
in, recruitment and selection of front line staff did not often result in minimising
staff turnover. Thus, retaining the best service providers so as to achieve or
maintain service quality was extremely problematic.
Despite the advantages of using well-designed performance appraisals and
carefully structured reward systems (section 2.7. 5), the association between
service quality and performance appraisals and reward is not particularly
powerful. This was partly because, in some companies in mass services, due to
strong obj ections from trade unions and staff, these techniques were not used.
When performance appraisals were adopted, they were used to identify training
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need so that these techniques seemed to have an indirect impact on service
quality through training. In some organisations in mass services, due to great
difficulty in setting criteria for performance appraisals and reward, rewards were
provided, but based on the level of profit or of sales performance so that rewards
were not directly linked to service quality.

Empowerment of front line staff was identified as having made the least
contribution to service quality in mass services. Empowerment has advantages
and disadvantages. A high level of empowerment may contribute to high service
quality, but also a low level of empowerment can attain high service quality if
correctly applied (section 2 . 7 .4). When restrictions on empowerment were
imposed by necessity (i.e., financial constraints, regulations, ability of staff), a
limited degree o f empowerment was one of the methods to support service
quality. When front line staff were engaged in routine tasks with little chance o f
unanticipated events occurring, prescribed ways of dealing with customers (and
hence a low degree of empowerment) were fully appropriate to standardise
service quality. On the other hand, empowerment of front line staff did not
contribute to service quality when top management, or middle management did
not support it, or front line staff did not accept it (section 6.2.6). Hence, it may
not be entirely unexpected that empowerment was not a predominant feature in
supporting service quality.
Despite the critical importance of each of 'the seven corresponding features ' for
service quality, in practice, the contribution of each 'corresponding feature ' on
service quality in mass services varied due to the range of reasons discussed
above. Technological service will be discussed next.

336

Figure 7.5 .

The association between service quality and each of 'the seven

corresponding features ' in technological services

Retention,
involvement,
participation,
comm itment,
satisfaction and
motivation of
employees

Service Qual ity &
Customer Satisfaction
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Communication was identified as making the largest contribution to service
quality in technological services. This is partly because of the linkages between
communication and the other 'corresponding features ' (according to the
arguments discussed in mass services), and partly because a culture of service
orientation in technological services appeared to be less developed than in mass
services (section 6.2. 1). The contribution of culture to service quality was not as
strong as was the case in mass services, and appeared to be in third position in
technological services.
Recruitment and selection were found to be the second most important factor in
the promotion of service quality, and training and teamwork were found to be the
forth and the fifth contributors respectively. Where recruitment and selection
were satisfactory, new staff were already equipped with the necessary skills and
knowledge to deliver high service quality, and when quality staff were retained,
training was then less important. Yet, training was still provided to maintain the
staff status quo and to further improve their skills and knowledge. In addition,
since front line staff in the main job in technological services often worked
independently, technological skills and knowledge of individual staff were more
important for service quality (this also helps to explain why recruitment and
selection was the second largest contributory factor to service quality).
Nevertheless, teamworking practices were adopted at cross-functional level and
this did contribute to service quality.
The non-significant association between service quality and empowerment in
technological services (section 5.5) occurred, because, on the one hand, even
highly empowered staff could not prevent customer dissatisfaction when the
causes of dissatisfaction were outside their control. On the other hand,
restrictions on empowerment in technological services were clear to front line
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staff so that empowerment seemed to be appropriately implemented and
managed.
The association between service quality, and performance appraisals and reward
was also non-significant (section 5.5). This was partly because where
performance appraisals were utilised, the techniques focused on an individual
assessment of technical skills. Moreover, where rewards were provided, they
were typically not based on service quality, but often on sales. Some
technological service organisations, in fact, did not utilise either technique. This
was partly because rewards to individuals were considered to be inappropriate
due to the project-based nature of jobs. Additional rewards were also thought to
be unnecessary, because the salaries of front line staff were generally high, and
these relatively skilled jobs provided work fulfilment. Moreover, when no
rewards were provided, performance appraisals did not generate the expected
outcomes from front line staff. As top management in technological services
tended to focus on figures, some companies in technological services appeared to
lack awareness of the service element of the businesses in which they were
engaged (section 6.2. 1 ), and this may also help to explain the absence of a close
relationship between perfom1ance appraisals and reward, and service quality.
As for mass services, a range of reasons have been identified to explain the
varying strength of associations between service quality and each of 'the seven
corresponding features ' in technological services.

In summary, although the critical importance of each of the areas covered in 'the
seven corresponding features ' in the promotion of service quality has been

largely acknowledged in the literature (sections 2.7. 1 . to 2.7.7), this research has
identified that the actual contribution of each 'corresponding feature ' to service
quality differed (section 5 .5), and has explained the reasons behind the diverse
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contributions (Chapter 6). It is apparent from the interview data that there were
difficulties in implementing some of 'the seven corresponding features ' which is
why they made less of a contribution to service quality. Hence, in order to
further improve service quality, these difficulties need to be addressed.
7.3.

Implications for managers

The research provides several important lessons for managers in service
businesses. In this section, implications are drawn out from the analysis of the
association between service quality and each 'corresponding feature ', and
therefore, some of the findings are applicable only to a particular type of service.
Due to the key role of culture (sections 2.7.7 and 3 .3), and the association
between service quality and culture (section 5.4), improvement and
strengthening of culture must be continuous. However, a strong culture o f
service-orientation will b e difficult to develop i f the organisation and top
management are driven by figures ( e.g., some technological services, see section
6.2. 1). Therefore, top management commitment to provide quality service as one
of the characteristics of a service climate is the first requirement (section 2.7.7).
Communication plays a number of important roles. This is partly because of its
strong interdependence with culture (sections 5 .4 and 7.2.4), and partly because
of its strongest association ( among 'the other six features ') with service quality
(sections 5 . 5 and 7.2 .5). Moreover, the interview data revealed linkages between
communication and the other 'corresponding features '. Hence, communication
is vital not only to improve culture and service quality, but also to support the
other 'correspondingfeatures '.
Since low staff turnover tends to produce superior service quality (Schneider and
Bowen, 1 9 85), in mass services, recruitment and selection of front line staff
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could be more of a contributory factor to service quality when staff turnover was
kept to a minimum. Although the causes of high staff turnover were considered
to be largely inevitable (section 6.2.3), the following proposals might help to
reduce turnover.
When high staff turnover resulted from the nature of the work and since it is
difficult to grasp the nature of the work before actual employment (e.g., Mass 9,
10 and 1 1 ), it might be beneficial to include candidates' participation in the
actual job during the selection process. When high staff turnover was caused by
shift patterns (e.g., Mass 7, 8 and 1 0), the introduction of a fixed shift pattern
could be considered. If permanent fixed shift patterns are not feasible, a weekly
or a monthly fixed shift pattern would stabilise staff time for a certain period.
Moreover, recruitment of part-time staff who work only unsociable hours might
be of great benefit in order to release a certain number of existing staff from
working unfavourable hours.
Since reward and recognition are essential in order to retain the best people
(Snape et al., 1 99 5 ; Zeithaml and Bitner, 1 996), organisations could provide
allowances for p eople working unsociable hours, rewards for perfect attendance
by full/part-time staff, and/or reward/recognition for long-term employment of
full/part-time staff. The low level of pay was often due to the economy of the
business (Mass 7) and monetary incentives would certainly increase the cost of
human resources. Therefore, provision of monetary incentive schemes would
depend on the individual company and whether they consider it as a long-term
investment or as just an extra cost. Moreover, providing career opportunities for
front line staff and even part-time staff may contribute towards reducing the
number of staff leaving (suggestion from Mass 7).
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Provision of training and high staff turnover in mass services seem to be
intertwined (see section 6.2.4). On the one hand, high staff turnover certainly
resulted in the need for training in order to achieve or maintain service quality.
On the other hand, high staff turnover could discourage managers from training
people (Mass 7). Provision of training would be the starting point so that staff
may feel they are valued and it may contribute to staff retention. When staff
turnover was at a stable minimum, the cost of training for new staff could be
minimised.
Utilisation of teamwork might be beneficial. This is because, firstly, as team
members tended to train each other, the use of teamwork seemed to result in a
greater proportion of staff receiving training (section 5 .3 (5)). Secondly, since
teamwork can support empowerment (section 5 .3 (6)), resistance from staff may
be overcome by encouraging members to take on new responsibilities. Thirdly,
the level of communication (section 5 .3 (8)) and the level of service quality
(section 5.5, Table 5 .32) are better in companies which adopted teams than in
companies which did not. In addition, teamwork in mass services had as much
impact on service quality as communication (section 5 .5), and the interview data
confirmed its critical importance (section 6.2.5). In technological services,
although teamwork was less of a requirement among front line staff, teamwork
at cross-functional level made a contribution to service quality (section 6.2.5).
Therefore, use of teamwork could be reconsidered in companies which have not
yet adopted teamwork either formally or informally.
In mass services, in general, empowerment of front line staff was seen to be
beneficial to service quality (Mass 5, 6 and 1 1 , section 6.2.6). Yet, in some
companies, strict restrictions on empowerment are needed to ensure high service
quality (Mass 1 , 3 and 9) as well as protect the finances of the company (Mass 9
and 1 1 ). Since a lack of empowerment can cause poor service quality (section
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5 .5), it might be necessary to reconsider amount of restrictions on empowerment.
For example, a lack of belief from top management in employee empowerment
could lead to customer dissatisfaction (Mass 2), education and training of top
management ( Gatchalian, 1 997) is vital since top management support is
essential to employee empowerment (Randolph, 1995 a; Erstad, 1 997). In some
cases, there seemed to be a lack of delegation of authority and responsibilities
between management and front line staff (Mass 2 and 1 1 ). Elimination of
hierarchy (Ashness and Lashley, 1 995), and education and training of middle
management (Ripley and Ripley, 1 992) might help the delegation of authority.
Resistance to empowerment from front line staff (Mass 8 and 1 1 ) and trade
unions (Mass 6) could partly be overcome by providing rewards for people who
take on extra responsibility. Although rewards will add to labour costs initially,
if rewards could be seen as a long-term investment, successful empowerment of
front line staff will compensate in the long-term. In addition, if it is feasible, it
may be useful to reconsider the focus of recruitment and selection, and to
provide proper training in order to ensure that employees have the required
personality and ability to manage the extra responsibility caused by
empowerment (section 2.7.4).
Partly due to culture of the organisation in technological services, performance
appraisals and reward did not seem to focus primarily on service quality (section
6.2. 7). These techniques could be one of the supportive features for service
quality when awarenes s of the service element in their activities was increased,
and a culture of service-orientation was strengthened. Therefor e, the criteria of
performance appraisals and reward could be restructured to support service
quality.
8

S ee section 2.7.4. Advantages of empowerment
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The use of performance appraisals and rewards in some organisations in mass
services was identified as being very problematic due to difficulties in
measurement of services, and in setting criteria for service performance of front
line staff, especially in the soft qualitative aspects (section 6.2.7). There are some
methods to assess qualitative aspect of services (i.e., customer satisfaction, staff
attitude towards customers), and also organisations could provide a wide range
of flexible criteria for assessing staff performance and for rewarding them.
Reward systems which do not link to hard data may appear more subjective
(Zeithaml and Bitner, 2000). On the contrary, reward systems which were based
only on hard data could encourage employees to focus only on output
measurement while neglecting the possible negative consequences on the quality
of the service delivered (Van Looy et al., 1 998). Therefore, it could be effective
to adopt subjective measurement in conjunction with objective measurement.
In the case of objections from staff and trade unions for the utilisation of
performance appraisals and reward, it might be necessary to communicate
continuously to negotiate carefully, and to educate them properly in the purposes
of, and the advantages of, performance appraisals and reward (section 2.7.5) so
that the resistance would be more likely to be overcome. A wide range of
flexible criteria for performance appraisals and reward both of which consist of
hard and soft criteria may further support service quality in mass services.
7.4.

Limitations of the research and areas for further research

As with all research, this project inevitably has some limitations. First of all, this
research focused on 'the seven corresponding features ' which were argued to be
particularly important in the management of service quality (Chapter 2), but
other factors could also be relevant. This limitation restricts the ability to test
empirically whether or not other supporting factors may have an impact on the
promotion of service quality.
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In this research, service quality was assessed through managerial perceptions.
Research by Lewis ( 1 987), and by Nel and Pitt (1993) found that management
had a reasonably good understanding of customer expectations. On the other
hand, studies by Nightingale (1 986), and Tsang and Qu (2000) indicated
differences b etween management perceptions of, and customer perceptions of
service quality, with managers tending to overestimate the organisation' s service
delivery. Hence, managers' perceptions of service quality measurement may not
accurately represent the level of service quality from the customers' point of
view, but it does represent the basis on which those managers make policy and
take decisions. As this research focused on a wide range of service businesses,
owing to practical and financial considerations, measurement on service quality
from the customers' perspective was not possible.
S ervice quality was measured by the SERVPERF instrument (Cronin and
Taylor, 1 992), the performance only assessment part of SERVQUAL
(Parasuraman, Zeitharnl and Berry 1988). Although SERVPERF avoids some of
the problems of SERVQUAL, some problems still remain. For example, the
SERVQUAL dimensions mostly focus on process quality rather than output
(Van Looy et al. , 1 998) so that measurement of output quality is limited.
Moreover, in some research, the 22 items did not always accurately represent the
five dimensions (Gronroos, 2000). Another consideration is that although
SERVQUAL (and therefore SERVPERF) has been regarded as applicable to a
range of service industries (Palmer, 2001 ) and has been the most popular method
to assess service quality in a variety of service settings (see section 4. 8), Llosa et
al. (1 994) express concern about generalisability when the nature of services
differs from one to another. It was also found that the factor structure of
SERVQUAL was unstable when applied in certain specific service settings
(Carman, 1 990; Smith, 1 995; Ekinci and Riley, 1 997 cited by Ekinci and Riley,
1 999). Therefore, service quality in the total sample, and in the mass and
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technological service sub-samples in this study may not have been measured
adequately and accurately although the measure adopted remains the most
widely used. This may cause concern about the validity of the findings on the
association between service quality and 'the seven correspondingfeatures '.
Furthermore, since the fundamental purpose of this research was to analyse the
association between service quality and 'the seven corresponding features ',
employee attitudinal and behavioural factors were not examined9 : both
questionnaire and interviews focused only on 'the seven corresponding features '
and service quality. Therefore, the effect of 'the seven corresponding features '
on service quality through employee attitudinal and behavioural factors (or vice
versa) was not investigated empirically in this research.
Finally, this research did not focus on variations within mass services or within
technological services: organisations were treated as representative of either
mass or technological services (section 5.5 and Chapter 6). It is possible that
individual organisations might have different practices on

'the seven

corresponding features ' and this could affect the promotion of service quality.
The limitations discussed above suggest an agenda for further research. A
number of authors have addressed the relationship between areas covered in 'the
seven corresponding features ' and retention, involvement, participation,
commitment, satisfaction and motivation of employees, and these are considered
to have an effect on service quality (sections 2.7. 1 to 2.7.7 and section 3 .4).
Therefore, in order to investigate the association between service quality and 'the
seven correspondingfeatures ' more extensively, it would be appropriate to study
employee attitudinal and behavioural factors as measured by front line staff. This
9

Only staff retention was measured by managers' assessment of the level of staff turnover.
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would provide an opportunity to analyse the effect of 'the seven corresponding
features ' on employees, and of employee attitudinal and behavioural factors on
service quality. Moreover, this research has found differences between mass and
technological services in relation to the association between service quality and
each of 'the seven corresponding features ' without making a distinction in the
level of service quality between the two sub-samples. Therefore, comparison of
employee data in mass and technological services would be an interesting area
for further research. Furthermore, if empowerment were measured from front
line staff, it could be possible to analyse more precisely the effect of the other
'corresponding features ' on empowerment and of empowerment on service
quality.
This research has shown that performance appraisals and reward were not the
predominant feature supporting service quality especially in technological
services partly due to a lack of awareness of the service element of the business.
Therefore, it would be useful in further research to exan1ine whether
performance appraisals and reward contribute more to service quality as
awareness of the service element in these businesses increases. For mass
services, there needs to be more research on the soft qualitative aspect of
performance appraisals and reward in order to examine if a wide range of
flexible criteria can be developed to further support service quality.
Service quality could be measured from the customers' perspective, and this
would ensure the accuracy of service quality assessment. The data could be used
not only for the analysis of the association with 'the seven corresponding
features ', but also for the examination of the impact of employee attitudinal and
behavioural factors on service quality from the customers' point of view. Some
researchers have modified the SERVQUAL instrument to suit specific services,
for example, banks (Allred, 200 1), education (Galloway, 1 998), hospitals
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(Reidenbach and Sandifer-Smallwood, 1 990), hotels (Vandamme and Leunis,
1 993; Tsang and Qu, 2000), travel agencies (Luk, 1 997). LODGSERV (Knutson
et al., 1 990), and HOLSERV (Dean and White, 1 999) are modified versions of
SERVQUAL used to measure service quality in the hotel industry. Hence, a
modified version might measure service quality in a specific service business
more effectively.
In order to examme whether individual organisations within mass or
technological services have a distinctive emphasis on 'the seven corresponding
features ', the model could be examined further via a case study looking at a

specific service company. Here, assessment of 'the seven corresponding
features ' could be accomplished through interviews with managers who were

responsible for the promotion of service quality. The interview might also extend
to the identification of other supporting features beyond
correspondingfeatures '.

'the seven
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Appendix A.
Table Al .

Questionnaire items

Recruitment and selection of front line staff

The current hiring process in this com pany emphasises
awareness of, and ach ievement of, aual ity.
Our organ isation views the costs of recru itment and selection as
an essential investment for qual ity service performance.
Spending on recruitment and selection is increasing.
A formal recru itment proced ure and appropriate selection criteria
are utilised in this organisation .

In our orqan isation , recru itment and selection are highly focused .
There is frequent recruitment of front-line staff in our organ isation .
7 = Agree Strongly
1 = Disagree Strongly

Table A2.

Recruitment and selection criteria

Qual ifications
Experience
Membership of aoorooriate associations
Business skills
Knowledge
Tech nical skills
I nterpersonal skills
Comm u n ication skills
P roblem-solving skills
Personal ity
Flexibil ity and adaptability
Being a team player
WillinQness to provide qual ity customer service
Willinqness to take on extra responsibil ity
7 = Most Im portant
1 = Least I m portant

Abraham et al .
( 1 997)
Developed from
Bowen and
Lawler (1 992)
Developed from
Campbell et a l .
(2000) and
Jameson (2000)
Developed from
Lashley (1 997)

Developed from Heskett
et al. ( 1 990); Beaumont
(1 992); Bowen and
Lawler (1 992); Ross
(1 993); Oakland (1 993) ;
Lewis ( 1 994);
Om achonu and Ross
(1 994 ); Harte and Dale
( 1 995); Macaulay and
Cook ( 1 995); Gal loway
and Ho (1 996); Zeithaml
and Bitner (1 996);
Lashley ( 1 997; 1 998);
Campbell et al. (2000)
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. .
T ra1mng
Tabl e A3
I n th is organisation, employees are properly trained to
perform their service roles .
Our organ isatio n views the development of knowledge
and skills i n employees as an investment rather than a
cost.
We teach our employees 'why they shou ld do thin gs' and
not iust 'how they should do things'.
In our organisation we go beyond train ing and educate
em ployees as wel l .
We prepare o u r employees t o perform wel l .
I n th is organisation, training programmes focus on h o w to
provide service to customers that is free from errors.
Em ployees i n this organisation are tra ined to show
customers h ow m u ch th is organisation cares for and
val u es its customers.
The company i s committed to training.
We rely on the use of standard performance manuals .
Extensive use of scripts is made for service interactio n .
Custome r perceptions of service quality are always
measured before the contents of train ing are decided and
provided .
Spending on training is increasing.
Training skills are provided for managers who cascade
training down to lower l evels in the organ isation .
Our organisation focuses trai n i n g on m iddle m anagers.
Train ing is cascaded down through the organisation and
therefore, reaches all employees.
1 = Disag ree Strongly

7 = Agree Strongly

Caruana and Cal leya
( 1 998) adopted from
Money and Foreman
(1 996)

Caruana and P itt (1 997)

Hoaa et al . ( 1 998)
Developed from Lash ley
(1 997)
Developed from McCallKen nedy and Wh ite
("1 997)
Developed from Bowen
and Lawler ( 1 995)
Developed from Palu mbo
( 1 994}; Cowl ing and
N ewman ( 1 995)
Developed from Red man
and Mathews ( 1 998)
Developed from Palumbo
(1 994); Cowling and
N ewman ( 1 995)

Proportion of front line staff who receive training in the following
Table A4.
areas
T earn workin g
Developed from Shrednick a n d Stutt
(1 992 ) ; Harte and Dale ( 1 995}; Powell
P roblem solvi ng techniques
( 1 995) Zeithaml and Bitner ( 1 996);
S kill and knowledge development
Heskett et al. (1 997) cited by Bowen
Business skills
et al. (2000); Lashley ( 1 997; 1 998);
Interperson al skills
Hall ( 1 999); also adopted from
Commun ication skills
recru
itment and selection criteria
Service performance tasks
1 = Hardly any: 2 = Some: 3 = About half: 4 = Many: 5 = Almost all
1
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Table A5 .

Teamwork

The team is constantly reminded of the importance of
their work in ach ieving organ isational goals .
Co-operation between internal u n its is qood .
There is frequent use of cross-departmental teams.
Team-building activities h ave beneficial effects .
Teams are qiven clear goals.
I ndividuals are g iven clear goals .

Teamwork encourages team members to take on new
responsibilities.
Teams are often a form of empowerment i n this
organisation .
Individual and team objectives a re measured by teams
and/or mem bers of a team.
Encouraging suggestions and involvement helps to
develop team spirit.
1 = D isagree Strongly
7 = Agree Strongly

Table A6.

Developed from Parker
( 1 992)
Lewis and Gabrielsen ( 1 998)
Powell ( 1 995)
Larry a n d Thomas (1 999)
Developed from Berry and
Parasuraman ( 1 992);
Macaulay and Cook ( 1 995);
Zeitha m l and B itner ( 1 996)
D eveloped from Cook (1 994)
Developed from Bowen and
Lawler ( 1 995)
Developed from Shrednick
and Stutt ( 1 992)
Developed from Macaulay
and Cook ( 1 995)

Em owerment

The com pany e ncourages employees to make their own d ecisions.

The company encourages employees suggestions and
involvement.

Hogg et al
1 998
Developed from
Bowen and
Lawler 1 995

them o to it.
1 = Disagree Strongly

T able A7

7 = Agree Strongly

support Dor and out come of empowennent

Rewards and/or recogn ition are g iven to those who take on
extra responsibility.
Slower or inconsistent services h ave resulted from
empowerment of front l ine staff.
Empowering front line staff always resu lts in breakin g
orqanisational ru les .
There is a g reat emphasis o n sharing information i n this
organisation .
Employees a re encouraged to be flexib le and a daptable i n
the service del ivery process.
1 = Disagree Strongly
7 = Agree Strongly

Developed from Ersted
(1 997)
Developed from
Bowen and Lawler
( 1 995)

Developed from Rafiq
and Ahm ed ( 1 998)
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Tab le AS

.
p erfiormance appra1sa1 s and rewards

We measure and reward employee performance that
contributes most to our organisation's vision .
We use data which we gather from em ployees to improve
their jobs, and to develop the strateqy of the orqanisation.
In our o rgan isation, those employees who p rovid e excellent
service are rewarded for their efforts.
Our performance measurement and reward systems
encourage employees to work together.
Our organ isation measures hard data such as quantifiable
objectives (i.e. com puter downtime and the p roportion of
telephone calls answered).
Our organ isation m easures soft data such as intangible
aspects of service (i.e. customer satisfaction and staff
attitude towards customers).
Performance appraisals are used to identify training and
development n eeds.
Performance appraisals identify the scope for performance
improvement
Feedback on performance appraisals is frequent, regular
and effective.
Feedback on perform ance app raisals helps to i m p rove
communication between manaqement a n d employees.
Rewards are a means of enco u raging employees to take
new responsib ilities .
Em ployees who d emonstrate desirable outcome after
train ing are rewarded .
Employees are p rovided with recognition and/or rewarded
for contributinq to orqan isational success.
Desirable e m ployee behaviour and performance are
rewarded .
Our reward systems improve staff perfo rmance.

Reward systems improve staff willingness to perform
q uality service .
Rewards are p rovided for employees who successfully take
on extra responsibility.
The evaluation and reward system motivates employees to
deliver qood service.
Rewards and/or recogn ition are g iven to individual
performance in improvinq qual ity.
Rewards and/or recogn ition are g iven to team performance
in improvin g quality.
Team performance is meas u red and l i n ked to rewards .
1 = D isagree Strongly
7 = Agree Strongly

Caruana and Cal leya
(1 998) adopted from
Money and Foreman
(1 996)

Developed from Haynes
and DuVal ( 1 9 92)

Developed from Nevl ing
( 1 992)
Developed from Beach
( 1 996)
Developed from
Edmonstone ( 1 996)
D eveloped from Erstad
( 1 997}
D eveloped from Lashley
( 1 997)
Developed from London
and H iaaot ( 1 997)
Developed from Lashley
( 1 997); Abraham et al.
( 1 997)
Lewis and Gabrielsen
( 1 998)
Developed from Redman
and Mathews ( 1 998)
D eveloped from Rafiq
a n d Ahmed ( 1 998)
Lewis and Gabrielsen
( 1 998)
Developed from
Shred nick and Stutt
( 1 992)
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Ar eas o f per fiormance measurement o f front l'me staff
Customer satisfaction
Developed from Silvestro et a l . ( 1 990);
Lashley ( 1 997; 1 998); Redman and
Repeat business
M athews (1 998); Silvestro (1 998); Van
Customer complaints
looy et al . ( 1 998); Zeith aml and Bitner
Staff attitude to customers
Task performance aqainst defined standards (2000)
1 = Annually: 2 = Quarterly: 3 = Monthly: 4 = B iweekly: 5 = Weekly

T able A9

Table AlO.

Communication
There is friendly, open , two-way commun ication .
Managers are willinc:i to listen and be questioned .
I n this organ isation, there is reg ular communication
between those who serve customers (e.g. service and
maintenance personnel), and those who m ake
prom ises to customers (e.c:i . salespeople).
Communication is frequent, regu lar and effective in this
orqan isation .
I nformation on customers' requ i rements and
complaints a re communicated to fron t l i n e staff.
Commun ication enables employees to respond to
customers' requirements and complaints promptly.
Communication is good between internal units.
Vision, values and d i rection are frequently
comm unicated to all employees in this o rqan isation .
7 = Agree Strongly
1 = Disagree Strongly

Cartwrig ht et a l . (1 999)
Caruana and Pitt ( 1 997)

Developed from Beach
( 1 996)
Developed from Berry and
Parasuraman ( 1 992)
Lewis and Gabrielsen ( 1 998)
Caruana and P itt ( 1 997)

0vera11 assessment o f the company per ormance
Developed from Schneider ( 1 986);
On::ianisational climate
Gronroos, (1 990b); Zeithaml,
Em ployee retention
Parasu raman and Berry, 1 990;
Emplovee involvement
Berry and Parasuraman, 1 992;
Employee participation
Ripley and Ripley ( 1 992);
Employee comm itment
Shredn ick and Stutt, 1 992; Maister
Employee satisfaction
(1 993); Lashley {1 994); Bowen and
Employee m otivation
Lawler (1 992); Brown-Brander and
Customer satisfaction
McDonnell ( 1 995); Macaulay and
Customer retention
Cook (1 995); Lewis and
Customer com plaints
Gabrielsen ( 1 998); Rafiq and
Service quality
Ahmed (1 998); Van Looy et al.
Service productivity
(1 998); I ngram and Desombre
Repeat business
(1 999); Noronha ( 1 999)
P rofitabil ity
Overall performance
1 = Disagree Strongly
7 = Agree Strongly

Table Al l
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Appendix B.

Factor analysis and reliability testing

Recruitment and Selection

There were six questions on recruitment and selection (see Table Al), and two
components were extracted by factor analysis (see Table B l ).
Table B l .

1 -1
1 -2
2-1

1 -3
1 -4

2-2

Factor analysis on Recruitment and selection

The current h iring process in this company emphasises
awareness of, and achievement of, quality.
Our organisation views the costs of recruitment and selection
as an essential investment for quality service performance.
Spend ing on recruitment a n d selection is increasing.
A formal recruitment proced u re and appropriate selection
criteria are util ised in this organisation .
In our organisation , recruitment and selection are highly
focused .
There is frequent recruitment of front-line staff in our
organisation.
% of Variance

Component
1
2
.88 1
.807
.748
.734
.888
.91 6
47

25

Reliability analysis was conducted on only component 1 (see Table B2) due to
the limited number of items on component 2 which is labelled as 'Staff

recruitment '.
Table B2.

Reliability Analysis - initial and final results
Component 1

The current hiring process i n this com pany em phasises
aware ness of, and ach ievement of, qual ity.
2 Our organisation views the costs of recruitment and selection as
an essential investment for quality service performance.
3 A formal recru itment proced ure and appropriate selection criteria
are utilised in this organ isation .
4 In our organisation, recru itment and selection are highly focused .
..
Rel 1ab11ity Coefficients
.8496
4
N of Cases = 41
N of Items =
Alpha =
1

Alpha if Item
Deleted
.8008
.82 1 4
.8425
.76 1 0

Reduction o f the items was not made because it would lower the total alpha (see
Table B2 for alpha if item deleted). Therefore, all four questions are retained and
they can be characterised as 'Quality consciousness '.
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Training
There were initially fifteen questions (see Table A3). Using factor analysis, three
components were extracted. Table B3 displays the rotated component matrix.
T abl e B3
1 -1
1 -2
1 -3
1 -4
1 -5
1 -6
2-1
1 -7
2-2
2-3
2-4
1 -8
3-1
3-2
3-3

. .
Factor ana1ys1s on Trammg

I n this organ isation, employees are properly trained to
perform their service roles.
Our organ isation views the development of knowledge and
skills in employees as an investment rather than a cost.
We teach our employees 'why they shou ld do things' and
not just 'how they should do things'.
I n our organisation we go beyond training and educate
employees as well .
We prepare our employees to perform well .
I n th is organisation , train ing programmes focus on how to
provide service to customers that is free from errors.
Employees in this organisation are trained to show
customers how m uch th is organisation cares for and val ues
its customers.
The company is com mitted to training.
We rely on the use of standard performance manuals.
Extensive use of scripts is made for service interaction.
Customer perceptions of service qual ity are always
m easured before the contents of training are decided and
provided .
Spending on train in g is increasing.
Training skills are p rovided for managers who cascade
training down to lower l evels in the organisation.
Our organ isation focuses training on m iddle man agers.
Training is cascaded down through the organisation and
therefore, reaches all employees.
% of Variance

Com ponent
3
1
2
.794
.806
.809
.703
.698
.702

.425
.469

.488

.61 2

.891
.737
.776
.604
.71 6
.726
.769
.722
35

18

16

Component 1
Using reliability analysis, the eight questions on component 1 were reduced to
five (see Table B4 and BS).
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T abl e B4

RerrnbTt
1 1 :y Ana1ys1s - 1mtrn1 resu It s
Component 1

1

I n th is organisation, employees are properly trained to perform
their service roles.
Our organisation views the d evelopment of knowledge and skills in
2
employees as an investment rather than a cost.
3 We teach our employees 'why they should do things' and not just
'how they should do th ings' .
4 I n our organisation we go beyond training and educate employees
as well .
5 We prepare our employees to perform well.
6 I n this o rganisation, training programmes focus on how to p rovide
service to customers that i s free from errors .
7 The com pany is com mitted to training.
8 Spending on training is increasing.
Rel iabil ity Coefficients
Alpha =
8
N of Items =
.9328
N of Cases = 41

Alp h a if Item
Deleted
.9254
.923 1
.91 8 1

.929 1
.9251

.9260
.91 77
.9270

The number of questions should be reduced in order to ensure a good response.
Although reducing the number of items lowers the total alpha, here the
individual items score above 0.9 (see Table B4) and hence reducing the number
of questions does not bring the total alpha below 0.8. Table B5 shows the alphas
of the remaining five questions. Those items on component 1 can be labelled

'Training for customer focus '.

Table B5

Re rrnbT
1 1ty Ana1ys1s - fima1 resu s

Component: Training for customer focus

In this organisation, employees are properly trained to perform
their service roles .
2 Our organ isation views the d evelopment of knowledge and skills in
employees as an investment rather than a cost.
3 We teach our employees 'why they should do things' and not j ust
'how they should do things'.
7 The company is com mitted to training.
8 Spending o n training is increasing .
Reliabil ity Coefficients
.91 1 3
5
Alp ha =
N of Cases = 41
N of Items =
1

Component 2

Alpha if Item
Deleted
.9055
.8909
.8852
.8799
.9072

There were four questions identified as belonging to component 2 (see Table
B3). Using reliability analysis, the total alpha is just under 0.8, but reducing the
number of items would lower the total alpha (see Table B6); therefore, all four
questions were retained. Component 2 can be called 'Standardised training '.
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T abl e B6

.
.
1 1 y An a11ys1s - m1t1a
. . 1 and final resuIts
ReriabTt
Com ponent: Standardised training

1

Employees in this organisation are trained to show
customers how m uch this o rganisation cares for and val ues
its customers.
2 We rely on the use of standard performance manuals.
Extensive use of scripts is made for service interactio n .
3
4 Customer perceptions of service quality are always
measured before the contents of training are decided and
p rovided.
Reliability Coefficients
N of Cases = 4 1
Alpha =
N of Items =
4
.7927

Alp h a if Item
Deleted
. 7 1 88

.7622
.7486
.7362

Component 3
After reliability analysis, the number of questions of component 3 was reduced
from three to two (see Table B7). The total alpha of the remaining two items
became over 0.8. Component 3 is termed 'Cascade training '.
Table B7.

Reliability Analysis - initial results

Al pha if Item
Deleted
. 560 1

Component; Cascade training
Training skills a re p rovided for managers who cascade
training down to lower levels in the organisation .
Ou r organ isation focuses training on m iddle managers .
2
3 Training is cascaded down through the organisation and
therefore, reaches al l employees.
Rel iabil ity Coefficients
Alpha =
3
N of Items =
N of Cases = 4 1
1

.8374
.6435
.777 1

Teamwork
There were initially ten questions (see Table AS). Only one component was
extracted. The solution cannot be rotated. Table B8 illustrates the component
matrix.
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Table B8.
1

2
3
4
5
6
7

8
9

10

Factor analysis on Teamwork

The team is constantly rem inded of the importance of their work in
achievi ng organ isational goals.
Co-operation between internal units is good .
There is freq uent use of cross-departmental teams.
Team-building activities h ave beneficial effects.
Teams are given clear goals.
Individuals are given clear goals.
Teamwork encourages tea m members to take on new
responsibil ities.
Teams are often a form of empowerment i n this organisation.
Individual and team objectives are m easured by teams and/or
members of a team .
Encourag ing suggestions and involvement hel ps to develop team
spirit.
% of Variance

Component 1
.966
I

.94 1
. 882
. 949
.961
.942
.970

.933

.936

.952
89

Using reliability analysis, only one question was dropped due to the dimension
importance of the remaining items (see Table B9). The component is called
'Teamworking '.
.
. 'fia1 resu s
T able B9 Re1'iabT
11ty Ana1ys1s - 1m
Component 1 : Teamworking

The team is constantly rem inded of the importance of their work i n
achievin g organ isational goals.
2 Co-operation between i nternal units is good .
3 There is frequent use of cross-departmental teams.
4 Team-building activities h ave beneficial effects .
5
Teams are given clear goals.
6
Individu als are given clear goals.
7
Teamwork encourages team mem bers to take on new
responsibil ities.
8
Team s are often a form of em powerment i n this organisation.
9
Individual and team objectives are measured by teams and/or
members of a team .
1 0 Encouraging suggestions and involvement helps to develop team
spirit.
Rel iabil ity Coefficients
.986 1
N of Cases = 4 1
Alpha =
N of Items =
10

1

Alpha if Item
Deleted
.9837
.9847
.9867
.9844
.9839
.9847
.9836

.9851
.9849

.9843
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Empowerment
There were initially ten questions (see Table A6). Using factor analysis, two
components were extracted. Table B l O displays the rotated component matrix.
One question was dropped even before reliability analysis due to similar factor
loadings between component 1 and 2.

T abl e B l O F act or ana1ys1s on Empowerment
1-1
1 -2
2-1

1 -3
2-2
1 -4
2-3
1 -5
1 -6

The com pany encourages employees to m ake their own
decisions.
The company encourages employees suggestions and
involvement.
The com pany allows employees complete freedom i n their
work.
The company perm its employees to use their own judgement
in solving problem s .
The com pany encourages in itiative in employees .
The company lets employees do their work the way they think
best.
The company assigns tasks, then lets employees handle
them .
The com pany turns employees loose on a job and let them go
to it.
The company allows employees a high degree of in itiative .
The com pany trusts employees to exercise good judgement.
% of Variance

Component
1
2
.405
.732
.807
.738

.584

.567

.892

.8 1 4
.423

. 59 1

.767
.679

.609
37

.45 4
.559
31

Component 1
Using reliability analysis, the six questions on component 1 were reduced to four
(see Table B l l and B l 2) .

Table B l l .

Reliability Analysis - initial results
Component 1

1

The com pany encourages employees to make their own
decisions.
2 The company encou rages employees suggestions and
involvement.
3 The company encourages initiative i n employees .
4 The company assigns tasks, then lets employees handle them .
5 The company allows employees a high degree of in itiative.
6 The company trusts employees to exercise good judgement.
..
Rehab1I 1ty Coefficients
.8794
Alpha =
6
N of Cases = 4 1
N of Items =

Alpha if Item
Deleted
.8505
.8959
.8368
.8672
.8450
.85 1 6
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Table B12 b elow displays the alpha of the remaining four questions (close to
0.9) and which can be considered as components of 'D elegation '.
Table B 1 2.

Reliability Analysis - final results
Component: Delegation

The com pany encourages employees to make their own
decisions.
3 The com pany encourages in itiative in employees.
5 The com pany allows employees a high degree of i n itiative.
6 The com pany trusts employees to exercise good judgement.
Rel iability Coefficients
N of Cases = 41
N of Items =
Alpha =
.89 1 3
4
1

Alpha if Item
Deleted
.86 1 7
.8669
.8699
.84 1 9

Component 2

For component 2, three questions were reduced to two (see Table B l 3). The total
alpha of the remaining two questions was over 0.8. Component 2 is labelled

'Freedom of action '.

Table B 1 3 .

Reliability Analysis - initial results
Com ponent: Freedom of action

1

The com pany allows employees com plete freedom in their
work.
2 The company lets employees do their work the way they think
best.
3 Th e com pany turns employees loose on a job and let them go
to it.
Reliabil ity Coefficients
3
.7827
Alpha =
N of Items =
N of Cases = 4 1

Alpha if Item
Deleted
.6357
.6574
. 8 1 72

Performance appraisals an d Rewards

There were initially twenty-one questions (see Table A8). Using factor analysis,
four components were found. Table B 1 4 displays the rotated component matrix.
. 1s and Reward
F actor analysis
on p erfiormance appra1sa
1
Component
3
2
1
.593 .461
We m easu re and reward employee performance
that contributes m ost to our organisation's vision .
. 760
I n our organ isation , those employees who provide
excellent service are rewarded for their efforts.
.61 3
Rewards are a m eans of encouraging employees
to take n ew responsibilities .

T abl e B 1 4

1 -1
1 -2
1 -3

4
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Employees who demonstrate desirable outcome
after training are rewarded .
Employees are provided with recognition and/or
1 -5
rewarded for contributing to organ isational
success .
1 -6 Desirable employee behaviou r and performance
are rewarded.
1 -7 Our reward systems improve staff performance.
1 -8 Reward systems improve staff wil lingness to
perform quality service.
1 -9 Rewards are provided for e m p loyees who
successfully take on extra responsibility.
1 -1 0 Rewards and/or recogn ition are g iven to individual
performance in improving q u al ity.
1 - 1 1 Rewards and/or recogn ition are g iven to team
performance in improving quality.
1 - 1 2 The evaluation and reward system motivates
employees to del iver g ood service .
1 - 1 3 Our performance measurement and reward
systems encourage employees to work together.
1 - 1 4 Team performance i s measu red and linked to
rewards.
Feedback on performance appraisals helps to
2-1
improve comm u nication between manag ement and
employees .
2-2 Performance appraisals identify the scope for
performance improvement
We use data which we gather from employees to
3-1
improve their jobs, and to develop the strategy of
the organ isation .
3-2
Our organisation m easures soft data such as
i ntang ible aspects of service (i.e. customer
satisfaction and staff attitude towards customers).
3-3
Performance appraisals are used to identify
training and development needs.
3-4 Feedback on performance appraisals is frequent,
regular and effective.
4-1
Our organisation m easures hard data such as
quantifiable objectives (i.e. computer downtime and
the proportion of telephone calls answered).
% of Variance
1 -4

.788
.790

.81 3
.838
.585

.407
.451

.829
.943
.904
.726

.4 1 7

.91 6
.791
.866

.848
.51 8

.482

.542

.529

.91 0
.779
.875

43

14

12

8

Component 1 consisted of 1 4 questions which comprised broadly, 3 categories.
They contained similar information; however, they were not identical. Therefore,
reliability testing was applied for e ach category. Items 3 and 9 on component 1
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have a distinctive importance \ and hence they were left without reliability
testing. Due to the limited items on components 2 (two items) and 4 (single
item), reliability testing was not applicable. Component 2 and 4 are called
'Performance appraisals for facilitation ' and 'Hard measure ' respectively.

Component 1-1

The first category of component 1 consisted of three questions. However, there
was no reduction in the number of questions as it would lower the total alpha
below 0.8 (see Table B l 5). Component 1 - 1 can be named 'Measurement and

reward '.
Tabl e

B15

1 1 y AnalLYSIS - Im
Rel'iabTt
. ·rIa1 and fima1 results

Com ponent: Measurement and reward

Alpha if Item
Deleted

We measure and reward employee perfo rmance that
contributes most to our organisation's vision.
2 In our organ isation , those employees who provide excellent
service are rewarded for their efforts.
1 2 The evaluation and reward system motivates employees to
del iver good service.
Rel iabil ity Coefficients
N of Items =
Al p ha =
3
N of Cases = 41
.8385

.7797

1

.7963
.7479

Component 1-2

There were five questions in the second category of component 1 and two of
them were dropped (see Table B 1 6 and B l 7) .

Tabl e B 1 6
4

. .
1 1ty An a1ys1s - 1m'fia1 result s
Rel'iabT
Com ponent 1 -2

Employees who demonstrate desirable outcome after training
are rewarded.
5 Employees are provided with recognition and/or rewarded for
contributing to organ isational success.
6 Desirable employee behaviour and performance are rewarded .
7 Our reward systems improve staff performance.
8
Reward systems improve staff willingness to perform quality
service .
Rel iabil ity Coefficients
.8970
5
Alpha =
N of Cases = 4 1
N of Items =

1

Al pha if Item
Deleted
.8945
.8635
.8545
.8408

.9 1 1 3

Item 3 and 9 on component 1 aims to measure the inter-relationships (12), see also section 3 .2
and 5.3 .
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The total alpha for the remaining questions (over 0.9) is shown below in Table
B 1 7. These can be characterised as 'Reward and recognition '.
Table B l 7.

Reliability Analysis - final results

Component: Reward and recogn ition

Employees are provided with recogn ition a nd/or rewarded for
contributin g to organisational success.
6 Desirable employee behaviour and performance are rewarded .
7 Our reward systems improve staff performance .
Rel iability Coefficients
Alpha =
N of Cases = 41
N of Items =
.9207
3
5

Alpha if Item
Deleted
.8893
.9037
.863 1

Component 1-3
The third category of component 1 had four questions and can be reduced to
three (see Table B 1 8). The final alpha for this component was above 0.9. This
component can be named as 'Measure and rewardfor individuals and teams '.

Table B l 8.

Reliability Analysis - initial results

Component: Measure and reward for individ uals and teams

Alpha if Item
Deleted

Rewards and/or recogn ition are g iven to individ ual
performance in im proving quality.
1 1 Rewards and/or recogn ition are g iven to team performance in
im provin g quality.
1 3 Our performance measurement and reward system s
encourage employees t o work together.
1 4 Team performance i s m easured and linked to rewards.
Rel iability Coefficients
.9589
4
Alpha =
N of Cases = 4 1
N of Items =

.9406

10

. 9280
.9465
.9686

Component 3
There were four questions belonging to component 3 and they were reduced to
three (see Table B 1 9). The alpha values of three remaining items became over
0.8 and component 3 can be characterised as 'Measurement and appraisals '.
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Table B l 9 . Reliability Analysis - initial results

Component: Measurement and appraisals

1

We use data which we gather from employees to improve their
jobs, and to develop the strategy of the organisation .
2 Our organ isation measures soft data such as intangible
aspects of service (i.e. customer satisfaction and staff attitude
towards customers).
3 Performance appraisals are used to identify training and
developm ent needs.
4 Feedb ack on performance appraisals is frequent, regu lar and
effective.
Rel iab ility Coefficients
4
N of Cases = 41
N of Items =
Al pha =
.801 6

Alpha if Item
Deleted
.81 73
.737 1
. 7539
.6778

Communication
There were initially eight questions (see Table Al O). Only one component was
extracted. The solution cannot be rotated. Table B20 illustrates the component
matrix.
Table B20. Factor analysis on Communication
1
2
3

4
5
6
7
8

There is friendly, open, two-way communication.
Managers are willing to listen and be questioned.
I n this organisation , there is regular communication between
those who serve customers (e.g. service and maintenance
personnel), and those who make promises to customers (e.g.
salespeople).
Communication is frequent, regu lar and effective in this
organ isation .
Information on customers' requirements and complaints are
communicated to front line staff.
Com m u nication enables employees to respond to customers'
requirements and com plaints prom ptly.
Communication is good between internal units .
Vision, values and direction are frequently communicated to all
employees in this organ isation .
% of Variance

Component 1
.837
.800
.858

.899
.824
.861
.828
.821
71

Reliability testing showed that the total alpha of eight items was over 0.9.
Although reducing the number of items lowers the total alpha, the alpha values
of all eight items were over 0.9. Thus, removing items does not bring the total
alpha below 0.8. Two items were chosen for removal due to their least
distraction values to the total alpha (see Table B21 and B22).
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Table B2 1 .

Reliab ility Analysis - initial results
Com ponent 1

I

There is friendly, open , two-way commun ication .
2 Managers are willing to listen and be questione d .
In th is o rg a nisation , there is regular communication between
3
those who serve customers (e.g. service and maintenance
person n el ) , and those who make promises to customers (e.g.
salespeople).
4 Commu nication is frequent, regular and effective in this
organisatio n .
5 I nformatio n on customers' requirements and complaints are
com m u nicated to front line staff.
6 Comm u n ication enables employees to respond to customers'
requirements and complaints promptly.
7 Comm unication is good between internal units .
8 Vision, valu es and direction are frequently communicated to all
employees in this organ isation .
Rel iability Coefficients
.9389
Alpha =
N of Cases = 4 1
N of Items =
8
1

Alpha if Item
Deleted
.93 1 1
.9341
.9290

.9263
.931 5
.9285
.931 9
.9335

Table B22 displays the total alpha (over 0.9) for the remaining six items, and the
component was labelled 'Overall communication '.
Table B22.

Reliability Analysis - final results
Component: Overall Communication

There i s friendly, open, two-way communication .
I n this organisation, there is regular communication between
those who serve customers (e.g. service and maintenance
personnel), and those who make promises to customers (e.g.
salespeople).
4 Com m u n ication is frequ ent, regu lar and effective i n this
o rganisation .
5 I nformation on customers' requireme nts and com plaints are
comm u n icated to front line staff.
6 C om m u nication enables employees to respond to customers'
requirem ents and complaints prom ptly.
7 Com m u nication i s good between internal units.
Rel iabi l ity Coefficients
.9285
Alpha =
6
N of Items =
N of Cases = 4 1

1
3

Alpha if Item
Deleted
.91 6 1
.91 76

.91 09
.91 44
.91 27
.9202
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Appendix C. The final version of the questionnaire

I I I I I I I I I
University of Luton
Qual ity Management i n Services
The purpose of this questionnaire is to gathe r i nformation on a variety of techniques
and practices fu ndamental to suppo rting quality i n service businesses. I would like to
start off with you r own assessment of the level of service quality provided by you r
organisation. T h e following attributes a re taken from t h e most widely accepted measure
of service qu ality.
Please indicate you r perception of you r company's perfo rmance by circling one of the
nine numbers. There are no right or wrong a nswers - all I am interested in are the
rati ngs on each attribute that best represent you r perception of you r company's
performance.
M y perception of o u r company's
performance

Providing services as promised .
Dependability in handling customers' service
problems.
Performing services rig ht the first time.
Providing services at the promised time.
Maintaining error-free records.
Keeping customers informed about when services
wil l be performed.
Prompt service to customers.
Willingness to help customers.
Readiness to respond to customers' req uests.
Employees who insti l confidence in customers.
Making customers feel safe in their transactions.
Employees who are consistently courteous.
Employees who have the knowledge to answer
customer q u estions.
G iving customers individual attention .
Employees who deal with customers i n a caring
fashion .
Having the customer's best interest at heart.
Employees who understand the needs of their
customers .
Convenient business hours.

3
3

4
4

5
5

6
6

7
7

8
8

High
9
9

2
2
2
2

3
3
3
3

4
4
4
4

5
5
5
5

6
6
6
6

7
7
7
7

8
8
8
8

9
9
9
9

1
1
1
1
1
1
1

2
2
2
2
2
2
2

3
3
3
3
3
3
3

4
4
4
4
4
4
4

5
5
5
5
5
5
5

6
6
6
6
6
6
6

7
7
7
7
7
7
7

8
8
8
8
8
8
8

9
9
9
9
9
9
9

1

1

2
2

3
3

4
4

5
5

6
6

7
7

8
8

9
9

1
1

2
2

3
3

4
4

5
5

6
6

7
7

8
8

9
9

1

2

3

4

5

6

7

8

9

Low
2
1
1
2
1
1
1
1

Now, I would like to ask about you r practices and policies in seven a reas which are
critical to su pporting qual ity service. To start, Recruitment & Selection, then, 5 a reas
(Training, Team working, Empowerment, Performance appraisals and Rewards,
Communication) that su pport staff and fi nally, Culture. Even if you feel that some of the
areas do not apply particu larly well to you r organisation, please fil l in the question naire .
I a m still interested in you r opinions and practices.
Recruitment and Selection
1
1 -A. Looking at recru itment & selection of front l i ne staff in the main service in you r
organisation , please indicate the extent to wh ich you agree or d isagree with the
following statements (please circle where appropriate).

The current h i ring process in this company emphasises
awareness of, and achievement of, q uality.
Our organisation views the costs of recruitment and
selection as a n essential investment for q uality service
performance .
Spending on recruitment a n d selection i s increasing.
A formal recru itment procedu re and appropriate selection
criteria are uti lised i n this organisation .
In o u r organisation, recruitment and selection are h ig h ly
focused .
There is freq uent recruitment of front-line staff in our
org anisation .

Disagree
Strongly
1
2
3

4

5

1

2

3

4

5

6

7

1
1

2
2

3

3

4
4

5
5

6
6

7
7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

Agree
Strongly
7
6

1 -8 . When recruiting front line staff i n the main service, please rate how important
each of the following is to you r organisation (please circle where appropriate).
Qualifications
Experience
Membership of appropriate associations
Business skills
Knowledge
Techni cal skills
I nterpersonal skills
Communication skills
P roblem-solving skills
Personality
Flexib i lity and adaptability
Being a team player
Willingness to provide q ual ity customer service
Willingness to take on extra responsibility
Other, please specify

Least I mportant
3
2
1
2
3
1
3
2
1
3
2
1
3
2
1
3
2
1
3
2
1
3
2
1
3
2
1
3
2
1
3
2
1
3
2
1
3
2
1
3
2
1
3
2
1

4
4
4
4
4
4
4
4
4
4
4
4
4
4
4

Most Important
7
5
6
7
5
6
7
6
5
7
6
5
7
5
6
7
5
6
7
6
5
7
6
5
5
6
7
7
6
5
7
5
6
7
6
5
6
7
5
7
5
6
6
7
5

Trai n i ng
2
2-A. Looking at tra i n i ng within you r organisation, please indicate the extent to which
you agree or d isagree with the followi ng statements (please circle where appropriate).

In th is organisation , employees are properl y tra ined to perform
their service roles.
Our organ i satio n views the development of knowledge and skills
in employees as an investment rather than a cost.
We teach our employees 'why they should do things' and n ot
just 'how they should do things'.
Employees in this organisation are trained to show customers
how m uch this organisation cares for and valu es its customers.
The com pany is comm itted to training.
We rely on the use of standard performance m anual s .
Extensive use of scripts is made for service interaction .
Customer perceptions of service quality are always m easured
before the contents of training are decided a n d provided .
Spending on training is increasing.
Training skills are provided for managers who cascade training
down to lower levels in the organisation.
Training is cascaded down through the organisation and
therefore, reaches all employees.

Disagree
Strongly
1
2
3

4

5

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

3

4
4
4
4

5
5
5
5

6
6
6
6

7

1
1
1

2
2
2
2

1
1

2
2

3

3

4
4

5
5

6
6

7
7

1

2

3

4

5

6

7

3
3
3

Agree
Strongly
7
6

7
7
7

2-B . To what extent do front line staff i n the mai n service i n you r organisation
receive tra i n i ng i n the following areas ( please circle the appropriate number)?

Team working
Problem solvin g tech niques
Skill and knowledge development
Business skill s
I nterpersonal s kills
Commu nication skills
Service performance tas ks
Others, please specify

Almost all
About half
Hardly any
Many
Some
90-1 00%
50%
0-9%
5
4
3
2
1
4
5
3
2
1
4
5
3
1
2
4
5
3
2
1
5
4
3
2
1
5
4
3
2
1
4
5
3
2
1
4
5
3
2
1

2-C. Which of the followin g a reas of training have increased over the last few years
(please tick all appropriate)?
Team working
Problem solving techniques
Skill and knowledge development
B u siness skills
Interpersonal skills

Commun ication skills
Service performance tasks
Others, please specify

I
I

3
3-A.

Teamwork

Do you use any form of team working? Yes

No

If no, please go to question 4.

3-B . The statements below are about employee team working in your organisation .
Please indicate how far wou ld you agree o r d isagree (please circle where a ppropriate).

The team is constantly rem inded of the importance of their
work in achieving organisation al goals.
Co-operation b etween internal un its is good .
Team-building activities h ave beneficial effects.
Teams are g iven clear goals.
Teamwork encourages team members to take on n ew
responsibilities.
Teams are often a form of em powerment i n this organ isation .
I ndividual and team objectives are measu red by teams and/or
members of a team .
Team members help to train each other.
Individuals a re given clear goals.
Encouraging suggestions and involvement helps to d evelop
tea m spirit.

Disagree
Strongly
1
2

3

4

5

1
1
1
1

2
2
2
2

3
3
3
3

4

4
4
4

5
5
5
5

6
6
6
6

7
7
7
7

1
1

2
2

3
3

4
4

5
5

6
6

7
7

1
1
1

2
2
2

3
3
3

4
4
4

5
5
5

6
6
6

7
7
7

Agree
Strongly
7
6

4
Empowerment
4-A. I n order to understand empowerment of front line staff in you r organisation ,
please i ndicate the extent to which you agree or d isagree with the following statements
(please circle where appropriate).

The com pany encourages employees to m ake their own
decisions.
The com pany allows employees complete freedom i n their
work.
The com pany encourages in itiative in employees .
The company lets employees do their work t h e way they think
best.
The com pany allows employees a high degree of initi ative.
The company trusts employees to exercise good judgement.

Disagree
Strongly
2
1

3

4

5

Agree
Strongly
7
6

1

2

3

4

5

6

7

1
1

2
2

3
3

4
4

5
5

6
6

7
7

1
1

2
2

3
3

4
4

5
5

6
6

7
7

4-8 . Looki n g at the statements below, please i ndicate the extent to which you agree
or d isagree with each of them (please circle where appropriate).

Rewards and/or recogn ition are given to those who take on
extra responsibility.
Slower or inconsistent services have resu lted from
empowerment of front line staff.
Empowering front line staff always results in breaking
organisational rules .
There i s a great em phasis on sharing inform ation in this
organisation .
Employees are encouraged to be flexible and adaptable in the
service delivery p rocess.

Disagree
Strongly
2
1

3

4

5

Agree
Strongly
7
6

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

Performance appraisals and Rewards
5
5-A. Looki ng at performance appraisals/measurement, recogn ition and rewards
with i n you r o rgan isation please indicate the extent to which you ag ree or disagree with
the followi ng statements (please circle where appropriate).

We meas u re and reward employee perform ance that contributes
m ost to our organ isation's vision .
Our organ isation m easu res hard data such as quantifiable
obj ectives (i .e. com puter downtime and the proportion of
telephone cal l s answered ).
O u r organisation measures soft data such as intangible aspects
of service (i.e. customer satisfaction and staff attitude towards
customers).
Performance appraisals are used to identify training and
d evelopment needs.
Feedback on performance appraisals is frequent, regu lar and
effective.
Feedback on perform ance appraisals helps to improve
communication between managem ent and employees .
Performance appraisals identify the scope for performa n ce
improvement
In our organisation , those employees who provide excellent
service are reward ed for their efforts .
O u r reward systems improve staff performance.
Rewards are a means of encouraging employees to take new
responsibilities .
The eval uation a n d reward system motivates employees to
deliver good service.
Our performance measu rement and reward systems encourage
employees to work together.

Disagree
Strongly
1
2
3

4

5

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1
1

2
2

3
3

4
4

5
5

6
6

7
7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

Agree
Strongly
7
6

5-B . How often does your organisatio n measure the following areas of performance
of front line employees (please circle the appro priate number)?

Customer satisfaction
Repeat business
Customer com plaints
Staff attitude to customers
Task performance against defined standards
Others, please specify

5-C.

Weekly
Monthly
Annually
Biweekly
Quarterly
5
4
3
2
1
5
4
3
2
1
5
4
3
2
1
5
4
3
2
1
5
4
3
2
1
4
5
3
2
1

N/A
0

0
0
0
0

Rewards and/or recog nition are provid ed for (please tick where appropriate)

Em ployees who contribute to organisational
success .
Individual perform ance in improving qual ity.
Team performance in im proving qual ity.
Desirable em ployee behaviou r and
performance.

Employees who successfu lly take on extra
responsibility.
Others, please specify

I

6
Com m u n ication
Loo king at comm u nication withi n you r organisation, please indicate the extent to which
you agree or d isagree with the followin g statements (please circle where appropriate).

There is friend ly, open, two-way communication .
I n this organisation, there is reg ular communication
between those who serve customers (e.g . service and
maintenance personnel), and those who m ake promises
to customers (e. g . salespeople).
I nformation on customers ' requirements and complaints
are communicated to front l i ne staff.
Communication enables employees to respond to
customers' requirements and complaints p romptly.
Communication is freq u ent, regular and effective in this
o rganisation .
Communication is good between internal u n its.

Disagree
Strongly
1
2
3
1
2
3

4
4

Agree
Strongly
6
7
5
6
7
5

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

7
C u lture
I n o rder to u nderstand the culture i n you r organisation , please indicate you r level of
agreement or d isagreement with the followin g statements (please circle where
appropriate).

I n our company, management and employees work
tog ether towards a common goal.
The inte rnal working environment i n the com pany is
positive and optimistic.
In our company, we are all closely welded together.
The manager attempts to create a good social
environ ment in our com pany.
Top executives actively champion our Quality
programme.
Executives actively communicate a Quality
commitment to employees .
We actively seek customer inputs to determine thei r
req uirements.
The internal worki ng environment in the company is
good.
I n this organisation, employees see their roles as an
integral part of the whole operation i n terms of
contributing to customer satisfaction.
Employees know how this organisation operates.
I n this organisation, every employee knows what is
expected from them .
The front-line staff know what customers expect.

Disagree
Strongly
3
1
2

4

Agree
Strongly
7
5
6

1

2

3

4

5

6

7

1
1

2
2

3
3

4
4

5
5

6
6

7
7

1

2

3
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5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1
1

2
2

3
3

4
4

5
5

6
6

7
7

1

2

3

4

5

6

7

To help u s u nderstand d ifferences between organisations, please provide the fo llowi ng
informatio n .
1 ) The characteristics of the main service your organ isation offers are (please circle
where a p p ropriate) :
Brief a n d simple employeecustome r contact
Simple and routine tasks
Compared to other service
firms, customer service is less
i mportant here .
Limited opportunities for
employee partici pation and
i nvolvement
Limited job discretion is
allowed to e m ployees
A single service is offered to
customers
Tangible
Standard ised
Low labour intensity

1

2

3

4

5

6

7

1
1

2
2

3
3

4
4

5
5

6
6

7
7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1
1
1

2
2
2

3
3
3

4
4
4

5
5
5

6
6
6

7
7
7

Extensive and complex
employee-customer contact
Non-routine or complex tasks
Compared to other service
firms, customer service is
very i mportant here.
Extensive opportunities for
employee participation and
involvement
Much job discretion is
allowed to employees
Multi ple services are offered
to customers
I ntangible
Customised
High labour intensity

2) Which of the following best descri bes you r org a nisation ? (Please circle the
appropriate n u m ber)
Electricity, gas, steam & h ot water s u pply
Distribution
Construction
Maintenance & repai r
Wholesale
Retail
Discou nt store
Fast food restau rants
Hotels , restaura nts, bars and caterin g
Transport
Other, please specify

1
2
3
4
5
6
7
8
9
10

Storage
Travel agencies
Post and communication
Financial services
Real estate
Renting of machinery & eq uipment
Computer and related activities
Research and development
Professional services
Education

3) What is the main product or service of you r organisation?
4) Does your o rganisation have a docu mented quality system? Yes _ No
5) If yes, fo r how many years has you r organ isation had this system in place?

---- Years

11
12
13
14
15
16
17
18
19
20

6) I s you r o rganisation ISO 9000 series accred ited? Yes

No

7) If yes , whe n was this gained? 1 9___ / 200__
8) What is your job title?
9) How many employees does you r organisation have in the U K? (Please tick where
a ppropriate)
Under 25

25-49
50-99
1 00-249

250-499
500-999
1 000+

1 O)Please indicate the approximate turnover i n front line staff per year ____ %
1 1 )What is the approxi mate UK turnover of you r o rganisation over the last year?

£-----1 2) Please ind icate the approximate net profit of you r organisation over the last yea r

£-----1 3) 1 s you r organisation (Please tick where a ppropriate)
Public sector
Private sector UK owned
EC owned
US owned
Japanese owned
Other

Tha nk you for completing the questionnaire. Please retu rn it in the reply paid envelope
provided . If you would l i ke to receive a copy of the summary of the resu lts, please
include a business card with you r response, or write you r e-mail address, or you r name
and the correspondence address below.
Please return to:
Akiko Ueno
Luton Business School
U niversity of Luton
Park Square
Luton LU1 3J U
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Appendix D. Confirmatory Factor Analysis
Recruitment and selection

There were originally 2 components of Recruitment and selection (see Table
B 1 ). They were named as 'Quality consciousness ' and 'Staff recruitment '. The
component termed Quality consciousness; however, seemed to have two
implications. Therefore, the component was divided into two components:
'Quality consciousness ' and 'Formality and structure '. An ill-fitting item was
found on the component: 'Staff recruitment ' (see Table D l ) . However, there
were only 2 items in component: Staff recruitment so that the whole component
had to be deleted (see Figure D l and Table D l ) . The CFA results after deleting
component 3 met the assessment criteria (see Table D2).
Figure D l .

Path diagram for Recruitment and selection
.87

Hiring

Qual ity
Cost
Recruitment
and selection
.58

Formal ity and
structure

Staff
recruitment

.64

Formal
Focus

Spend
Frequent
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Table D I .

CFA on Recruitment and selection

Component: Quality consciousness

The current h iring process in this company emphasises
awareness of, and achievement of, quality.
Our organ isation views the costs of recruitment and selection as
an essential investment for qual ity service performance.

C FA loadings
Final
Initial
scale
scale
.557
.585
.888

.876

Component: Formality and structure

A formal recruitment procedure and appropriate selection criteria
are util ised in this organisation .
In our organ isation , recruitment and selection are h ighly focused .

CFA loadings
Initial
Final
scale
scale
.637
.667
.999

1 .046

Component: Staff recruitment
CFA l oadings
Final
Initial
scale
scale
1 . 1 51
.098

-----

Spend ing on recruitment and selection is increasing.
There is frequent recruitment of front-line staff i n our
organisation .
Table D2.

Results of CFA for Recruitment and selection

Sample size (398)
Chi-sq uare
OF

p

Normed Chi-sq uare
GFI
AG F I
NFI
TLI

RMSR

RMSEA

Training

I nitial

44. 044

6

.000
7.34 1
. 965

. 877

. 964
. 92 1
. 1 39
. 1 26

Final

. 1 02
1
.749
. 1 02
1 .000
.999
1 . 000
1 . 006
. 004
. 000

Factor analysis found three components (see Table B3). They were termed
'Training for customer focus ', 'Standardised training ', and 'Cascade training '
(see Tables B4 to B7). After the initial examination of the model, the first item of
the component: Standardised training was removed due to its low CFA loadings
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(see Table D3). The model fit indicators improved only a little (see Table D4).
Another item in component: Standardised training showed the lowest CFA
loadings (see Table D3). However, this component consisted of only two items.
Hence, the item could not be removed. Instead, the item in component: Training
for customer focus which showed the lowest CFA loading on the second scale
was removed from the model. However, removing the last item of component:
Training for customer focus instead of the first item produced better CFA results
which met the assessment criteria well (see Table D4). Therefore, this alternative
scale was used (see Figure D2).
Figure D2.

Path diagram for Training
.69

.9

.67

Training for
customer focus

Com mitted

r·' 0
i/' 0

Cares

Manuals

.45

Standardised
training

.87

Investment
Teach

0

.93

Properly

.55

0

Scripts

1�'°

Perceptions

Managers
Cascaded

0

.67
e7

8

�
e1 1
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T abl e D3

.
CFA on Trammg
.

Component: Training for customer focus

In th is organisation, employees are properly
trained to perform their service roles.
Ou r organisation views the development of
knowledge and skills in employees as an
investment rather than a cost.
We teach our employees 'why they should do
things' and not just 'how they should do things'.
The com pany is comm itted to training.
Employees in this organ isation are trained to
show customers how much this organisation
cares for and values its customers.

I nitial
scale
. 500

CFA loadings
rd
Alternative
3
scale scale
/final
.500
.472

.775

.772

.792

.81 9

.71 1

.71 5

.706

.669

. 736
.553

.732
.557

.738
.533

.760

2 nd

---

---

Component: Standardised training

We rely on the use of standard performance
manuals.
Extensive use of scripts is made for service
interaction.
Customer perceptions of service quality are
always m easured before the contents of training
are decided and provided .

Initial
scale
.343

CFA load ings
rd
3
Alternative
/final
scale scale
2 nd

---

---

---

.441

.305

.305

.304

. 587

.776

.775

.778

Initial
scale
.665

CFA load ings
rd
nd
Alternative
3
2
/final
scale scale
.667
.669
.669

.782

.777

Component: Cascade training

Training skills are provided for managers who
cascade training down to lower levels in the
organisation .
Training is cascaded down th rough the
organ isation and therefore, reaches all
employees.

.777

.779
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Table D4.

Results of CFA for Training

Sample size (379)

Chi-sq uare
OF
p
Normed Chi-sq uare
GFI
AG F I
NFI

TU

RMSR
RMSEA

I nitial
scale
1 66.587
32
.000
5.206
.91 6
. 856
. 924
.91 1
. 1 28

. 1 05

2 nc1 scale

3 rd scale

1 2 1 .725
24
.000
5. 072
. 928
. 866
. 940
. 927
. 09 1
. 1 04

1 1 1 .279
17
. 000
6. 546
. 928

Alternative to 3 rd and
final scale
33.757
17

.009

1 .986
.978
.953
.980
.983

.847
.938

.912
. 1 02
. 1 21

.051
.051

Teamwork
All items on teamwork originally belonged to only one component (see Table
B8). Re-evaluation of the model resulted in the removal of five items (see Table
D5). The final results indicate an acceptable level (see Table D6). However,
dividing these items into 3 components (see Table D7, and Figure D3): 'B enefits
from teamwork ', 'Supp ort for teams ', and 'Individuals as well as teams '
produced better CFA results (see Table D8). Although CFA loadings on some
items were not particularly high, they were not removed. This is partly because
removing any item caused a worsening in the CFA results. Moreover, the
alternative results of CFA for Teamwork approached the guidelines for the
goodness-of-fit of the model. Thus, the alternative model (Figure D3) was used.

CAF on Teamwork
Table D5.
Component 1 : Teamworking
The team is constantly rem inded of the importance
of their work i n achieving organisational goals.
Co-operation betweenJnternal un its is good .
Team-building activities have beneficial effects.
Teams are given clear goals.
Teamwork encourages team m em bers to take on
new responsibilities.
Teams are often a form of em powerment in this
organ isation .
Individ ual and team objectives are measured by
teams and/or members of a team .
Team members help to train each other.
Individuals are given clear goals.
Encouraging suggestions and involvement helps to
develop team spirit.

Initial
.477

CFA loadin g s
th
rd
4
2
3
.472 .494 .501
nd

---

-----

---

---

Final
. 52 1

--

.265
.305
.636
.549

.302
.629
.552

.658
.531

.71 7
.453

.762
.41 2

.447

.448

.41 5

---

---

.53 9

.551

.552

.550

.531

.329
.563
.51 8

.330
.562
.51 7

---

-- ---- --. 580 .625 . 6 1 0
---.488 .445

379

Table D6.

Results of CFA for Teamwork

a
2n
1 49.042
27
. 000
5. 520
. 872
. 787
.867
.849
. 1 02
. 1 34

RMSR
RMSEA

I n itial
1 58.428
35
. 000
4 . 527
. 878
. 808
.867
.862
.096
.1 1 8

Figure D3 .

Path diagram for Teamwork

Sample size (254)
Chi-sq uare
DF

p

Normed Chi-sq uare
GFI
AG F I
NFI

TU

3 ra
1 27. 1 1 4
14
. 000
9.080
. 867
. 734
. 863
.81 3
.1 17
. 1 79

41n

42.253
9
. 000
5.028
.947
.877
.938
.91 6
. 068
. 1 26

Teambuild
Teamwo rk
Often
Team help
Encou rage
Teamwor k
Team
Cooperate
Cleargoal
.97

Individual as
wel l as teams

Objective
Individual

_�0

67

1-

◄
!.-

Final
1 1 .283
5
.046
2.257
. 983
. 950
. 980
. 978
. 045
.070
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Table D7.

Alternative CFA on Teamwork

Component: Benefits from teamwork
Team-building activities have beneficia l effects.
Teamwork encourages team members to take on new responsibil ities.
Teams are often a form of empowerment i n this organisation .
Team mem bers help to train each other.
Encouraging suggestions and i n vo lvement helps to develop team spirit.

C FA load ings
.340
.671
.581
.31 5
.564

Component: Support for teams
The team is constantly reminded of the importance of their work in
achievi n g organ isational goals.
Co-operation between internal u n its is good .
Teams are given clear goals.

CFA l oad ings
.538
.265
.772

Component: fudividuals as well as teams
I ndividuals are g iven clear goals.
Individ u al and team objectives are measured by teams and/or mem bers
of a team .

Table D8.

Alternative results of CFA for Teamwork

Sample size 1 (254)
Chi-sq uare
OF
p
Normed Chi-sq uare
GFI
AG FI
NFI

TU

RMSR
RMSEA

1

CFA l oadings
.650
.575

Alternative
80.58 1
32
. 000
2.51 8
.940
. 897
. 933
. 94 1
. 078
. 077

The items on Teamwork were answered only by those companies which adopted any form of
teamwork. Therefore, the number of responses on Teamwork became less than the total
responses

381

Empowerment

Using factor analysis, two components were extracted (see Table B l O. They
were called 'Delegation ' and 'Freedom of action ' (see Tables B l 1 to B 1 3).
Reducing items on component: Delegation did not improve the CFA results.
Component: Freedom of action had only two items. Therefore, all items on both
components were retained (see Table D9 and Figure D4). Nevertheless, the
initial results (see Table D l O) were very close to the recommended values, and
hence, these results were considered to be acceptable.
Figure D4.

Path diagram for Empowerment

Encourage
I n itiative
High
Trust
Em powerment

.71

Freedom of
action

Allow
Let
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T abl e D9

CFA on Empowerment

Component: Delegation
The company encourages employees to make their own decisions.
The company encourages initiative in employees.
The com pany allows employees a h igh degree of in itiative.
The company trusts employees to exercise good judgement.

CFA loadings
.679
.684
.788
.595

Component: Freedom of action
The com pany allows employees com plete freedom in their work.
The company lets employees do their work the way they think best.

CFA load ings
.732
.645

T abl e D I O
R esu 1ts o f CFA fior Empowerment
I n itial
Sample size (405)
4 1 . 509
Chi-sq uare
OF
8
p
. 000
5 . 1 89
Normed Chi-sq uare
GFI
. 967
AGFI
.91 3
.973
NFI
TLI
. 959
. 048
RMSR
RMSEA
. 1 02

Performance appraisals and reward

Factor analysis extracted four components (see Table B 1 4). However,
component 1 which consisted of fourteen items comprised broadly three
categories (see Appendix B : Performance appraisals and reward for the detail).
Therefore, a total o f six components were made. However, after refining some
items (in three sub-components) from a 1 to 7 point scale to simple yes/no
questions, component 1 seemed to have only two implications. Therefore, a total
of four components were made which were labelled 'Reward as an

encouragement for good performance ', 'Reward for individual and teams to
improve quality ', 'Performance appraisals for facilitation ', and 'Performance
appraisals as feedback ' (see Table D l l ) . Indicators were re-examined after

removing ill-fitting items. For the final results of CFA, the indications did not
improve much from the second loading results (see Table Dl2). Moreover, the
second results of CF A approach the recommended values which indicate a good
fit of the model (see Figure D5). Therefore, items which remained at the second
loading were used.
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Figure D5.

Path diagram for Performance appraisals and reward
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Tabl e D l l

CFA on P er£ormance appra1sa
. l s and reward

Component: Reward as an encouragement for good performance
CFA loadings
Initial 2nd
Final
scale scale scale
We m easure and reward employee performance that
.557
.584
.583
contributes most to our org a n isation's vision.
In our organisation, those employees who provide excellent
.744
.81 5
.81 7
service are rewarded for their efforts .
Rewards are a m eans of encouraging employees to take new
.323
responsibilities .

---

---

Component: Reward for individual and teams to improve quality
CFA loadings
Final
2nd
Initial
scale scale scale
Our reward systems improve staff performance.
.859
. 898
.855
The evaluation and reward system m otivates em ployees to
.66 1
.670
del iver good service.
Our performance measurement and reward systems
.728
.782
.783
encourage employees to work together.

---

Component: Perfom1ance appraisals for facilitation

Feedback on performance a ppraisals hel ps to improve
communication between management and em ployees.
Performance appraisals identify the scope for performance
i m p rovem ent

CFA loadings
F inal
I nitial 2nd
scale scale scale
.808
.809
.809
.81 3

.81 4

.8 1 5

Component: Performance appraisals as feedback

Our organisation measures soft data such as i ntangible
aspects of service (i.e. customer satisfaction and staff attitude
towards customers).
Performance appraisals are used to identify training and
development needs.
Feedback on performance a ppraisals is frequent, regular and
effective.

CFA loadings
Final
Initial 2nd
scale scale scale
.335

---

---

.654

.679

.68 1

.784

.780

.772
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Table D l 2.

Results of CFA for Performance measurement and Reward

Sample size (387)
Chi-sq uare
OF

p

Normed Chi-sq uare
GFI
AG F I
NFI

TU

RMSR
RMSEA

Initial
276 .4 1 2
38
. 000
7.274
.885
.800
. 909
.884
. 1 72
. 1 27

2 na
95.326
21
. 000
4.539
. 949
.890
.963
. 950
.086
.096

Communication

Final
60.6 1 9
14
.000
4.333
.964
.908

.973

.957
.072
.093

Items on communication were originally found on only one component (see
Table B20). Yet, dividing the component into two (see Figure D6): Overall
communication and Customer centric communication produced better CF A
results. One ill-fitting item was removed from the component: Overall
communication (see Table D 1 3), and the final results met the assessment criteria
(Table D l 4).
Figure D6.

Path diagram for Communication
Friendly
.92

Overall
commun ication

Regular
Frequent
Good

Communication
Information
communication

Enables
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Table D 1 3 .

CFA on Communication

Component: Overall communication

There is friendly, open, two-way communication .
I n this organisation , there is regular communication between
those who serve customers (e.g. service and maintenance
personnel), and those who make prom ises to customers (e.g.
salespeople).
Communication is frequent, regular and effective in this
organisation .
Communication is good between internal u n its.
Component: Customer centric communication

Service quality

---

.591
.604

.573

.856

.869

.685

.700

C FA loadings

I nformation on customers' requirements and complaints are
communicated to front line staff.
Comm u nication enables employees to respond to customers'
requirements and com plaints promptly.
Table D 1 4 .
Results of CFA for Communication
Initial
Sample size (395)
37.279
Chi-sq uare
8
OF
p
. 000
4 . 660
Normed Chi-sa uare
. 969
GFI
AG F I
.91 8
NFI
. 976
TU
. 964
RMSR
. 052
RMSEA
. 096

CFA loadings
Initial
Final
scale
scale

Initial
scale

Final
scale

.747

.752

.682

.628

Final
1 5.91 4
4
. 003
3.978
.984
.94 1
.987
.975
.042
. 087

Four dimensions (components) on service quality were examined by CFA. One
item from reliability, two items from responsiveness, and one item from empathy
were removed due to their low CFA loadings (see Table D 1 5). After loading on a
fifth scale, the results seemed to improve very little (see Table D l 6). The model
fit indications of the fifth loading results of CFA were close to the recommended
values which are considered to show good model fit. Therefore, items which
remained at the fifth loading were used (see Figure D7).
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Figure D7.

Path diagram for Service quality
.85

.7

.63

Promised
Dependable
Perform ing
Provid ing
Maintaining

.85
.65

Keeping
Prompt
Willingness
Readiness

.86

Confidence
Making

.92

Courteous
e17

Answer
G iving

.85

Caring
Having
Needs
Convenient

.67
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T abl e D 1 5

n

CFA on S erv1ce qua H y

Component: Reliability

Providing services
as promised
Dependability i n
handling customers'
service problems
Performing services
riqht the first ti me
Providing services
at the promised
ti me
Maintaining · errorfree records

C FA l oad ings

na

3 ru

4m

5'"

6 "'

rn

am

.697

.697

.7 1 8

.71 6

.71 0

.71 0

.71 0

.690

.618

.61 8

. 623

.607

. 599

.600

. 600

--

. 685

.685

.668

. 674

.681

.681

.680

.698

.699

.620

.6 1 9

.627

. 640

. 646

.645

.646

.682

.682

.369

.369

---

--

ra

4m

Initial
scale

2

--- ---

Final
scale

.689

---

--- ---

---

Component: Responsiveness

Keeping customers
i nformed about
when services wi ll
be performed
Prompt service to
customers
Willingness to help
customers
Readiness to
respond to
customers' requests

I n itial
scale

2

na

3

CFA loadings
5tn

6m

7m

m

a

. 605

.606

.595

639

.667

. 668 . 670 . 666

. 675

. 674

.667

. 739

.795

.795

.478

.479

.491

.41 6

.451

.451

.46 0

----- ---

---

--

.792 .796

---

---

-----

Final
scale

. 667

.795

---

---

Component: Assurance

Employees who
instil confidence in
customers
Making customers
feel safe i n their
transactions
Employees who are
consistently
co urteous
Employees who
have the knowledge
to answer customer
questions

I n itial
scale

2

na

3 ra

4m

CFA load inqs
5"'
6m

tn

7

m

a

.728

. 728

.730

.727

.727

.726

.743

. 739

.609

.61 1

.61 1

.6 1 2

.61 0

.635

.688

.691

.575

. 575

.573

. 574

. 574

. 572

.543

. 542

.542

.543

. 545

--- ---- --- ---

Final
scale

. 735

. 695

-----
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Component: Empathy

Giving custo mers
i ndividual attention
Employees who
deal with cu stomers
in a caring fashio n
Having the
custo mer's best
interest at h eart
Employees who
understan d the
needs of their
customers
Convenient
business ho urs

Table D 1 6.

:.:

3rd

. 6 32

.636

. 637

.632

.632

.707

.772

.721

.724

.657

.662

.662

.653

.645

.644

.1 18

---

p

Normed Chi-sq uare
GFI
AG F I
NFI

TU
RMSR
RMSEA

Chi-sq uare
OF
Normed Chi-sq uare
GFI
AG F I
NFI

TU
RMSR
RMSEA

2

7th

8th

.624

.628

. 627

.725

.730

.721

.721

.680

.659

.656

.672

.672

.673

. 689

.648

.650

.637

.642

.642

.648

---

---

---

---

---

--- ---

Results of CFA for Service quality

Sample size (352)
Chi-sq uare
OF

p

CFA load ings
4th
5th
6th

2nd

I n itial
scale

Initial
657. 1 81
1 29
.000
5.094
.81 7
. 758
. 856
.858
.1 15
. 1 08

d
2n
580.031
113
. 000
5 . 1 33
. 826
. 764
. 870
.870
. 1 03
. 1 09

2 1 3.362
59
. 000
3.6 1 6
.91 8
. 873
. 937
. 938
. 066
. 086

1 54.525
48
.000
3 .2 1 9
.933
.891
.949
.951
. 062
. 080

5th

tn

3 rd
494.552
98
. 000
5.046
. 838
.775
. 883
. 882
. 087
. 1 07
n
81
1 1 9.324
38
.000
3. 1 40
. 943
. 90 1
. 957
.956
. 060
. 078

4m
352.642
84
.000
4. 1 98
.882
. 832
.909
.9 1 1
.081
. 095
Final
1 05.257
29
. 000
3.630
.945
.896
.957
.951
.056
.087

Final
scale

---

5tn
257.763
71
.000
3.6. 30
.908
.864
. 929
.933
.068
. 087

that the
SERVQUL was introduce d after the pilot, and respondents overlooked some items so
sample size became 352.
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Appendix E.

Seven cards

Recru itment and selection of front l i ne
staff
• Emphasising awareness of, and ach ievement of, qual ity
i n the h i ri ng process
• Uti l ising a h ighly focused formal recru itment procedu re
and appropriate selection criteria
• Costs of recru itment and selection are an essential
i nvestment for qual ity servi ce pe rformance

Trai n i ng for front l i ne staff

• Tra i n i n g for customer focus

-

Provision of proper training for staff so that they can perform their service
roles.
The development of knowledge and skills in staff as an investment rather than
a cost

• Standard ised train i n g

-

Use of scripts for service interaction .
Measurement of customer perceptions of service quality before the contents
of training are decided and provided .

• Cascade trai ning

-

-

Use of cascade training which goes down through the organisation and
reaches all e m ployees .
Provision of training skills for managers who cascade training down to lower
levels.

Teamwork

Empowerment of front l i n e staff
• Del egation
• Freedo m of action
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Perfo rmance appraisals/measurement,
recog n ition and rewards
• Performance appraisals and reward for individuals as
wel l as teams to encou rage good service performance.
• Provision of frequent, regular and effective feedback on
performance appraisals .
• Performance appraisals/measu rement to identify training
and development needs for staff performance
i m provement.

Internal {two-way) communication
• Freq uent, regular and effective com munication between
i nternal u nits in the organisation
• I nformation on customers' requ i rements and complai nts
are communicated to front l i ne staff

Cultu re of the organisation

• Esprit de corps

-

Positive worki n g e nvi ro nment
Good social envi ronment
Everyone worki ng together

• Top management comm itment

- Effective demonstration of qual ity commitment to all employees
- Active champion ing of the Qual ity programme by top executives

• Cultu re of customer focus

-

E mployees see their roles as an i ntegral part of the whole
operation in terms of contri buting to customer satisfaction .
- Every employee knows how th i s o rg a n isation operates and what is
expected from them.
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Appendix F.

Interview protocol

I nterview date and tim e :
Interviewee:
Firm :
Tel :
Fax :
E-mail:
Background i nformation

Job title:
Add :

Before an interview:
Greeting and introducing myself
Explanation and reminder of the purpose and focus of the interview
Readdressing confidentiality of the interview
Asking permission to tape-record
Interview guide

Part 1: Questions to begin with

1.
2.
3.
4.

Who are your major customers?
Would you tell me what customer service is in this organisation?
How important i s customer service in this organisation?
Would you tell me about the service which front line staff offer to
customers?
5 . What proportion (%) of the front line staff (e.g., mechanics) have direct
contact ( either face to face or by telephone) with customers?
6. How would you rate the level of customer service on a 1 to 1 0 scale where
1 0 is excellent?
7 cards
1 . Looking at these 7 cards, could you rank them in terms of the contribution
they have made to support service quality?
2. Is this order the ranking of the contribution they have made to support
service quality?

Part 2: Looking at the
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The sequence of the questions which follow will depend on the ranking of the
seven corresponding features the participant has made.

Questions according to the ran king of the practice:
• Could you tell me why ( one practice) contributes most to service quality?
• How has ( one practice) contributed to supporting service quality?
• Why is (one practice) in a middle position?
• Why is (one practice) in a lower position within the 7 practices?
• Why has (one practice) contributed least to support service quality?
• Would you not say that (one practice) is more important than (one practice)?
• (One practice) is placed in the middle, but it doesn't mean that (this practice)
•

has only medium impact on service quality?
How do other practices compensate for the lack ofi'lower level of (one

practice)?

If appropriate, ask:
Inadequate attention to (one practice) does not necessarily reduce the perception
of service quality, why?

Recruitment and selection

Would you tell me what is the level of staff turnover in this organisation?
If low, ask the reasons how it is kept low, if high, ask the reasons why?
If appropriate, ask:
• Why focusing on recruitment and selection of front line staff do not
guarantee a lower level o f staff turnover?
• Does (%) staff turnover affect the level of service quality?

Train ing

Would you tell m e the purpose of training?
If appropriate, ask:
• Is there any training at the moment?
• Do front line staff need to be trained in this business?
• Recruiting the right p eople and give high amount of training, why?
• Does this organisation give training to front line staff even though there is
such high staff turnover?
• Have you considered that if the organisation recruited the right sort of staff,
the amount of training would be less, or not as much as you provide at the
moment?
• Why have you not done so?
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Tea mwork
Do you have teamwork? If not, why not?

If yes, ask:
• Would you tell me the purpose of working as a team?
• How important is working as a team in this company?
• Do front line staff (e.g., mechanics) work as a team?
• Are there any problems in managing teams?
• What could be done to encourage better teamworking?
• Do you think that better teamwork is necessary?
• Is there any training for teamwork?
Em powerment of front l i n e staff
What is empowerment in this organisation? Examples?
What can front line staff do with their empowerment?
Would you tell me what is the purpose of empowering front line staff? Do front
line staff need empowerment?
Are there any restrictions/limitations on front line staff empowerment?
Are there any drawbacks/problems of empowering front line staff?
Do you think that front line staff need more empowerment? If yes, why, and if
no, why not?
What kind of empowerment do you think they need more of?
How could it be better if they were empowered?
Are there any problems of doing so? Why has this not been done so?
Perfo rmance appraisals and reward
Are there any performance appraisals/measurement, recognition or reward?
Do you have any performance appraisals/measurement, recognition and reward
for service quality? Individually and/or team based?

If yes to one of the questions above, ask:
• Would you tell me the purpose of performance appraisals?
• How do you measure (i.e., staff behaviour towards external customers)?
• How often do performance appraisals/measurement take place?
• How are the criteria of performance appraisals/measurement, recognition and
reward set?
• Are there any standard criteria?
If no to one of the questions above, ask:
• Why were there no performance appraisals/measurement, recognition and
reward?
• Why was there not reward/recognition attached to performance appraisals?
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Are there any difficulties in providing/setting the criteria of performance
appraisals/measurement, recognition and reward? If so, what sort of difficulties
do you have?
Do you think that service quality in this organisation will/will not be greatly
affected by performance appraisals/measurement, recognition and reward? If not,
why not?
Com m u nication
Would you tell me the purpose of commtmication?
Is internal, two-way communication important in this organisation? If yes, why,
if not, why not?
Are there any problems with internal, two-way communication?
What do you think needs to be done to improve communication?
Cu ltu re of the organisation
Would you describe the culture of this organisation?
Top management commitment to service quality?
How about the working environment?
How about culture of customer service?
Do you feel that there needs to be a better culture or a stronger culture?
Have you ever thought that the culture of the organisation needs to be improved?
Service qual ity/customer expectation
Do you measure the level of service quality/customer satisfaction?
How does this organisation assess/measure service quality?
Do you survey what customers want regularly?
Are customer perceptions' of service quality measured?
What do you think are the customer's expectations?
What is good service from the customers' point of view?
What kind of customer complaints do you normally get?
Part 3: Closing questions
In order to achieve 1 0 out of 1 0 service quality, which practice(s) do you think
are most important?

If necessary, ask:
• Are there any practices that you feel need improvement?
• Why have you not done so?
The end of the interview
Thanking and greeting
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Appendix G. A part of a transcript
We don't actually have very a standardised rigid appraisal system at the moment,
so that I would have to probably say well, it does happen obviously, the feedback
is always there. If something goes wrong, we have communication systems
within the company so obviously yes, it would happen. However, I think there
are no standardised systems in place for appraisals, so I would have to disregard
that. Basically, the company' s gone through a lot of change in the last couple of
years. Our company actually has come through the local government and we are
high unionised and basically the unions did not want any performance appraisals
at all, because they see performance tied in with pay. What they mean is that if
an appraisal system is brought in, then somewhere along the line they feel that
the management of the company would say that 'now you are being appraised,
your salary could be connected to your appraisal' . So if you don't do a good job,
then you don't get it, and they don't want that. They just say sorry, we have
never had appraisals. We get the pay for the job that we do and that's it. We
don't want any appraisals.
Now, because as I said the airport has come through the local government
structure and only through the last few years that we have become a private
company and in the last couple of years through ownership by private
shareholders that we have started looking at ourselves as a more commercial
company, as a commercial concern, and because of that obviously, we haven't
actually got to the point where we can actually start using appraisal systems.
We will be doing something. We have started looking at it with the unions to
say, ' look, it' s not that bad' . All we would want to see and people want it,
employees want to know how they are doing, most people want to know how
they are doing - whether they are doing well or not. If they are not doing well,
what does it mean? Does it mean because the training is not there or because the
job is not right and so on. So we have started those discussions, but it's still
going to be probably, I don't know, the end of this year before we get anything
in place. We have recognition and rewards. Again, this is an initiative that has
started recently. About 1 8 months ago, we had a major employee survey carried
out within the company, which then asked employees all sorts of things like,
'what would you like from the company', from performance appraisals to
empowerment to say well, 'what do you think about communication, what do
you think about your managers, where do you think the company . . . ', everything
and the maj ority of the people were fairly negative, because there have been a lot
of changes going on. However, there were a few things that came out and what
we said was that anything that really came out of the opinions so then we would
then address those things which are important.
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� o one of things that we came up _with was that if somebody did a really good
J ob ?r they reconunen�ed somethmg, because again we want to improve our
service � we want to improve the way we perform, then, if you think of
somethmg; then let us know. So there is a suggestion scheme, if you like, and
anybody, 1t has to be practical, workable and cost effective. If it is, then, that
individual gets the recognition, they get a prize and so on. That has been
implemented since last year.
In some areas, it doesn't work, to be honest, because those individuals don't
want to know about it. As long as, they say, I've got a job and I come in and do
my j ob, so unless something goes wrong, I am not really bothered how I am
doing, because I am obviously doing fine'. But in most areas we say now that,
especially professional type of areas we say, right we would like to put
something together where an individual has a system of feedback, and a system
of recognition whether they are meeting their targets or not.
So again, if I go back to the fact that because we've gone through a lot of change
in the last two years, some of the systems are coming through bit by bit, but it's
still not where it should be or cohesive or a standardised approach, purely
because o f the way we are, and it is almost like having 1 2, 1 4 different
businesses, if you like, under one umbrella. They are all different businesses. We
have the fire service which is totally different from somebody like, for instance,
the medical centre, information desk and so on. So for instance, accountancy,
marketing, is totally different.
So there are groups of people who want to do something and are pushing for it,
and where they say 'well, we want this change, we want to be part of an
appraisal systems, or we want to be part of the project where we want to know
how we are doing and we want to be measured. We are putting the systems into
place, but there are certain areas where people don't want to know about it,
where we just cannot do anything or all we can do is bit by bit, try to win them
over, so that ' s why there is such a lot of discrepancy around the company.
Areas which people don 't want to be appraised
I think it' s purely because, I think, it's fear more than anything else ?f n�t
knowing what exactly it means, because a lot of the people have been m this
company for a long time. They have been used to the old civil servant way of
saying, "I come into the company, I come in to do a good job. You should be
thankful for that. I am coming here to do the j ob and that's it. I get a :ate and
basically that's all I want to know. I don't want to know whether I am domg well
or not' . It' s changing a lot. However, it is difficult, because people do? 't w�t
change. Altho ugh we are getting a lot of new blood in the company bit by bit,
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people coming in with fresh ideas, people coming in with commercial attitude,
they are quite happy to fit in, in fact, they get surprised, because we haven't got
anything like this (appraisal), how are you going to measure me then? So you
then have to put that in place where in certain areas it is possible, but we haven't
had a chance to put it in as a standardised system.
Would service quality be supported ifgreater use ofperformance appraisals and
reward systems ?
Yes, it would be. Of course, it would be. We recognise that it would be.
However, it' s just not possible to implement it, because we are so strongly
unionised. I agree that if we had performance measurement, and appraisal
systems, yes, of course, because everybody would have a clear direct guideline
to say, how you are supposed to perform and you are measured on a regular
basis. When you are measured, if something is not quite right, we train you to
put it right or feedback or coaching or counselling and so on, and if it doesn't
then happen, then you'd move on.
Which areas of reward and recognition do you have in order to support service
quality? Is there any standard criteria for it?
No, we don't say that, right in companies like McDonalds, they have a star
system, or you have, 'you are the employee of the month' and so on. We used to
have that, but it was more on the basis of nominations from your colleagues and
if you had done something, then you know, you would be nominated as
employee of the month and there was a reward for that, but to some degree, it
didn't work properly, purely because it became very subj ective.

As far as I'm concerned the service provided by everybody, the majority of the
employees provide a good service. Now obviously my perception of you
providing a good service would be different to my colleagues' perception of your
service, the service you provide. S o I might put you forward to say "Akiko was
excellent, because she did this and I nominate you". However, there is no gauge
to say "was it just you were doing your j ob or was it over and above the service
that you were supposed to provide". Do you see what I mean? It became very
subj ective.
So I don't think it worked very . . . , it worked to some degree, in some instances,
yes, the employee definitely merited, they did something over and above their
duty of call, and they really performed well to the point that you felt they
excelled themselves and went beyond anybody's imagination to help a passenger
or do whatever.
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Appendix H

Canonical correlation analysis

Table Hl .
Canonical correlation between culture, and recruitment and
selection in the total sample
Set 1
Cross
Set 2 Cross
Cultur
loadinos
Recru itment and selection loadinas
Esprit de corps
-.592
Quality conscious
-.62 1
-.549
Top management comm itmen1
Formal ity and structure
-.485
Customer focus
-.534
Canonical correlation
.633
Canonical R"
.40 1
. 59 1
Wilk's
Chi-square 21 2.294
OF
6.000
.000
Sionificance
Canonical correlations between culture and training in the mass
Table H2.
. 1 service sub -samp 1 es
and teehno 1 og1ca
Set 2 Cross loadinqs
Set 1 Cross load inqs
Train ing Mass
Culture Mass
Tech
Tech I
-.747
-.626
Customer
focus
-.656
Esprit de corps -.621
-.248
Standard ised -.475
-.598
Top management comm itment -.577
-.604
Cascade -.61 2
-.736
Customer focus -.64 1
.7 54
Canonical correlation .706
.569
Canonical R2 .498
.400
Wilk's .498
Chi-square 1 26.657 1 04.929
9.000
OF 9.000
.000
Sian ifican ce .000
Canonical correlation between culture and teamwork in the mass
Table H3 .
and techno 1 og1ca
. 1 service sub -samp I es
Set 2 Cross loadinas
Set 1 Cross loadinos
Teamwork Mass
Tech
Culture Mass
Tech
-.707
Team benefil -.501
-.697
Esprit de corps -.647
-.599
Team supporl -.722
-.590
Top management comm itmen· -.577
-.542
Ind ividuals as well -.605
-.686
Customer focus -.685
as teams
.735
Canonical correlation .730
.540
Canonical R; .533
.426
Wilk's .44 1
Ch i-square 1 1 1 .90 1 63.523
9.000
DF 9 .000
.000
Siqnificance .000
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Table H4.
total sample

Canonical correlation between culture and empowerment in the

Set 1
Culture
Esprit de corps
Top m anagement commitment
Customer focus
Canonical correlation
Canonical R2
Wilk's
Chi-square

OF

Siqnifican ce

Cross
loadinqs
-.5 1 9
-.457
-.502
.559
.3 1 2
.686
1 53 . 580
6.000
.000

Set 2 Cross
Emoowermen1 load inqs
-.551
Delegation
-.3 1 6
Freedom of action

Table H5 .
Canonical correlations between culture, and performance
appraisals and reward in the mass and technological service sub-samples
Set 1
Culture
Esprit de corps
Top management commitmenl
Customer focus

Cross load ings
Tech
Mass
-.653
-.658
-.470
-.603
-.640
-.639

.725
Canonical correlation
.526
Canonical R2
.451
Wilk's
Chi-square 1 42.429
DF 1 2 .000
.000
Significance

.685
.469
.489
80.886
1 2.000
.000

Set 2:
PA & Reward
Facilitation
Feedback
Performance
lmprovemen1

Cross load ings
Tech
Mass
-.535
-.469
-.502
-.588
-.532
-.573
-.653
-.667

Table H6.
Canonical correlation between culture and communication in the
mass and technological service sub-samples
Cross loadings
Tech
Mass
-.795
-.7 1 4
-.582
-.636
-.785
- .734
.831
.801
.690
.61 2
.303
.346
1 95. 504 1 37.306
OF 6 .000 6.000
.000
Significance .000

Set 1
Culture
Esprit de corps
Top m anagement comm itmen
Customer focus
Canonical correlation
Canonical R2
Wilk's
Chi-sq uare

Set 2
Communication
Overall
Customer centric

Cross loadinqs
Mass Tech
-.797 -.8 1 7
-.575 -.658
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Table H7.
Canonical correlation between service quality, and recruitment
and selection in the total sample
Set 1 : Service qual it}

Rel iabil ity
Responsiveness
Assu rance
Em oath\i
Cano nical correlation
Canonical R2
Wilk's
Ch i-squ are
DF
Siqnificance

Table HS .
total sample

Cross
loadings
-.457
-.447
-.386
-.4 1 6
.50 1
.251
.731
1 1 4 .095
8 .000
.000

Set 2: Recruitment & selection

Cross
loadings
Quality conscious
-.499
Formality and structure
-.345

Canonical correlation between service quality and training in the

Set 1 : Service qualit\ Cross loadings
-.439
Rel iability
-.464
Responsiveness
-.394
Assurance
-.398
Empath,
.495
Canonical correlation
.245
Canon ical R'
.746
Wilk's
1 05.71 5
Ch i-square
OF
1 2 .000
.000
Sign ificance

Set 2 : Trainin,
Customer focus
Standardised
Cascade

Cross l oad ings
-.487
-.294
-.386

Canonical correlation between service quality and teamwork in
Table H9.
the totaI samp I e
Set 1 : Service quality

Rel iabil it�
Responsive ness
Assurance
Em pathv
Canonical correlation
Canonical R2
Wilk's
Ch i-square
DF
Si!:m ificance

Cross
loadi n gs
-.41 3
-.4 1 9
-.426
-.383
.485
.235
. 757
72 .332
1 2 .000
.000

Cross
loadings
-.296
Benefit from teamwork
-.483
Support for team
-.358
Individ u als as well as teams
Set 2: Teamwork
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Table H l O.
Canonical correlation between service quality and empowerment
in the total sample
Set 1 : Service qualit� Cross loadings
Rel iability
-.31 3
Responsiveness
-.364
Assurance
-.347
Empathy
-.332
Canonical correlationi
.399
Canonical R2
. 1 59
Wilk's
.833
Chi-square
66.54 1
OF
8.000
Significance
.000

Set 2: Empowermen ◄ Cross loadinos
Delegation
-.399
Freedom of action
-.267

Table Hl 1 .
Canonical correlation between service quality, and performance
appraisals and reward in the total sample
Set 1 : Service qualit}

Rel iabilit}
Responsiveness
Assurance
Em path)
Canonical correlation
Canonical R:
Wilk's
Chi-square
DF
Significance

Cross
loadings
-.31 7
-.365
-.345
-.320
.398
. 1 58
.8 1 2
74 .6 1 2
1 6 .000
.000

Set 2: PA&Reward

Reward for good performance
Reward for improvement
PA for facilitation
PA as feedback

Cross
loadings
-.2 1 8
-.326
-.301
-.347

Table H l 2 .
Canonical correlation between service quality and communication
in the mass and technological service sub-samples

Cross loadinos
Set 2
Set 1
Cross loadinqs
Service q ualit1 Mass Tech 1 Tech 2 Commun ication Mass Tech 1 Tech 2
Overall -.586 -.385 -.1 99
-.0 1 1
Rel iability -.53 1
-.4 1 8
.070
Responsiveness -.546
.028 Customer centric -.455 -.472
-.375
-.374
-. 1 86
Assurance -.488
-.42 1
-.0 1 4
Em pathy -.473
Canonical . correlation .586
.484
.328
Canonical R2 .343
.234*
.1 08*
Wilk's .649
.892
.684
Chi-square 6 1 .7 1 5 40 . 1 3 1 1 2.035
D F 8.000 8 . 000 3.000
I
Sionificance .000
.000
.007
I
* .234 + . 1 08 = .342 sqrt = . 585 so that canon ical correlation i n technological service 1s
. 585
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Table H l 3 .
total sample

Canonical correlation between service quality and culture in the

Set 1 : Servi ce quality

Cross
loadinas
Rel iabilit�
-.479
-. 477
Responsiveness
-.461
Assu rance
-.454
Emoath v
.54 1
Canonical correlation
.293
Canonical R"
.688
Wilk's
Chi-square 1 35 .942
D F 1 2.000
.000
Significance

Cross
loadinqs
-.489
Esprit de corps
-.369
Top m anagement comm itmen
-.51 7
Customer focus
Set 2:Culture
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