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The implication of thie notion of service-guality to
managament is that
organizational efforts for tight guality controls,
investments into the STAMDARDIZATION and
RATIONALIZATION of the eervice through automate
devices, and FROBRAMMING of service behaviors may NOT
vield DESIRED RESLLTS, but

improvements in service guality require to MANA
THE CONTEXT of the service situation {(exhibit

t

Exhibit II: Managing the Service Interaction Contesx
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Exhibit III: The Interaction Framework of Sear
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Hieved and sustained unless both
[ clerk “hieve instrumental and
with the interaction. In the research,

Ciors weras
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Ehory purpos
two imporbanl que

what ars the instrument
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Rl =11 I

to actions by mach participant in a
wter that are instrumental and consummatory
participant?
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In order to stake out an area to be researched for
potential DETERMINANTS of how an encounter evolves and to
fent it serves mutually instrumental and consummatory
purposes, the framework is complemented by & set of circles
arnd brackets {exhibit I[II, graph b) th svmbnolize thoss
s where determinants might be found:

Aar e

the IMDIVIDUAL CHARACTERISTICS of the service clerk and
the passengsr,

the ORGANIZATIONAL anmd SOCIAL EMVIROMMENT that
influences and constrains zach of them,

the SITUATIONAL CONTEXT of place and time that
affects them.

SELECTED RESEARCH FIMDINGS

"pualitv" in face—to-face service encounters, hence, was
defined for thes purposes of the ressarch project as the Gestalt
af instrumental and consummatory actions performed between
the service emploves and the client, and of the experiences
that +the participants make in the couwrse of the interaction.

The “Fyramid” of Guality

This is & rather formal definition, empty of
managerially = content. It does not tell what it is
that motivat clerk to do an efficient. high guality job
and that mak enger fesl Mwell served” when he walks
away from & When doss this feeling occowr
that ma come back with greater probability, makes him
gradual 1y his negative prejudices about the public
tramsport organization and recommend the service to others,
and maintain support a taxpaver and voter for the
arganization? This is what management is interested in.

showed, that there are VERAL dimensions
to be considered in order to understand what "good quality”
MEans s individual participating in & service encounter.
identified are interelated in a way that can
a "pyramide of quality" {exhibit IV):

representing the INS
From the
=@.g. whether he got the
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YSATISFACTION", representing

basic imterpersonal PSYCHOLOGICAL MEEDS of control,
inclusion and affection {Schutz 194877 relative to
gxpactations. E.qg, did the passengsr Jesl sufficient
control (not being dominsted) in the conversation. was
he paid attemtion to as an individuaal, was thera a

glimpse of friendliness and warmth?

An experience of good guality in &
depends on the degree to which a client
with respect to each of the consecutive
of quality. This is illustrated by four

1. When there is not even minimal
encounter it will be rated "poor” or a
neither task—achievement nor, of cowrse,
be positive.

Exhibit IY: The Pyramid of Guality
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There iz no vioclation of congraence from most people’s
perspective, and the job i= done in this example. But there
i garch has shown that most people, in
more, and therefore don’t express any

at this level of service guality {(footnote

4. Benuine edxperiences of "good! service guality are
perceived when there iz something extra BEYOND expectations,
which wusually means bevond minimal corgruence and task
achievement. For example, the interaction
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Some managerial implications of the situstional. mulbti-—
lavered notion of vice quality wers mentlonesd
introducticon: It is wunlikely that guality can be
industrial manzgerial struments and chnl ques
on the production ocroce itput (compare
I1y. Rather. thers is o lnoorporats
broader arrav of variables thﬂ* affect the service
and are atfected kv the ssrvice situationen a# tihe
time. Onlvy when the relevance ot anrimn-e and
"satisfaction” is acknowledged, d when conditions
created that allow for cmngr tactian
passenger AND the service emploves Lo
improvements in service gualiby mav

SRV

The underatandinq of sarvice gualith
and situationally "contingent" phenomanon
exploration of peotential CONTIMGEMCIES of
the research.

The Content of the Encounter

Dne of the most interesting contingsn
that was discovered in the resesarch is bthe
encourter.
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The implication for management is that "obstacle®
sncounters ehould be avolided in the design of services by
nating fhwm o combiining them with genuine "service”
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= vice Mode

Further insight ints the contingencies of good service
guality was gained from the research by cbssrving the
behaviors of various kinds of service clerks. Statistically
significant differences showed between individual
characteristics of service clerks, their most frequenfly
empl oved behaviors, and resulting gualitv assessments

with long seniority operate most freguently in a

wwessing” (Prottas 1978) mode. This mode is
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and personal detschment of the clerk from the
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ORGAMIZATIONAL SAMCTIONS ars isposed when a in
trouble” with passengers by causing formal umpl 21T i
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service clerka,
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people who they spend with most of their ti = thiz client
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oo ne

at specific times recurrently,

al=o inc

acquaintances with regular =
The clerk, finallv, will be mpetent about o

caming up on a specific train (which most of the bl
to do with this particulasr btrad
and fares), than he can be with
of guestions caming wp at i
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help. Since only & fraction of travelers - uh
familiar with the station, the schedales. or S T
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they will reguire few staft and still
atmosphere and service pace at bthess recephion
will be determined by “"zervice" encounters -
the "processing’ of ALL passengers who have
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FOOTHNGTES

based on the author’s doctoral dissertation
rvice encounters. The issue of guality in
ivery of services by public service

Graduate School of Managemsnt, Roston

Baston Mass., 1983, No further reference is

znd arguments presented there in detail.

1. This pduwr i

i
mada

Social psvchological theories of dvadic interactions from
which the tarmineology is adpopted are summarized in Weick
F79) .

An interesting ressarch resulit not discussed here is that
passEngs gepond to "satisfaction survevs" in a benign
manner when services doss not vinolate their modest
pectaticons. Managesment may be mislead into 1+

npl acency dnd believe that there is not room for

-

se

improvment dus to this phanomenon.
4, The "good" gquality dialogue cited sbove would appear

Righly tificial and meaninwla a commueter who nas gone

through this routine many hTimes.

. Ths idex ta =4 contents of service
b ] ler who complained to the
ple wiher L wait at the
1

- nobody complains. But owhen they have
at +he flcl;tlno wlnduw they get mad.” In this case
i HOT perceived as an
- benefit to the consumer
2 that IS5 THE

lel*l g the supermarket.
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